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Fire and Rescue Service Attendance and Absence Management Model Policy and Procedure
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About this document
[bookmark: _Hlk135555079]This Attendance and Absence Management Policy and procedure outlines the service’s approach to the management of all cases related to ill health and sickness that result in absence from work. This document also outlines support available to help you manage your employee well-being and attendance at work.
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Purpose
Back to table of contents
This document outlines the procedure for the management of intermittent short-term and long-term sickness absence. The aim is to ensure fairness and compliance with legal requirements, to fulfil our commitment to supporting employee well-being and to encourage attendance at work.
[bookmark: _Toc21448815][bookmark: _Toc29457672]This policy forms part of the service’s people and well-being strategy and supports the achievement of our strategic objectives (Insert service’s people strategy objectives).
[bookmark: _Roles_and_responsibilities]Roles and responsibilities
Employees
[bookmark: _Hlk139293752]The service expects employees to:
Notify their manager (or agreed alternative contact) as soon as reasonably possible if they are unable to attend work because of sickness
Report to their manager any suspected or actual contact with infectious disease, so that we can implement appropriate controls
Tell their manager if they want to take outside employment (whether under a contract of employment with another employer or on a self-employed basis); managers and Human Resources (HR) need to establish whether this will affect the employee’s recovery
Get permission before starting work for an outside employer in accordance with the service policy (Service to add links or signpost to their own intranet.)
Provide medical certificates (fit notes) for any absence from work lasting longer than seven days
Tell their manager if they think they have a disability or medical condition that affects their ability to perform their duties (however, employees are not legally obliged to tell us about their disability) This includes anything that affects you physically or mentally and includes the menopause
Be open with their manager about the reasons for their absence
Communicate any internal or external factors affecting their ability to attend work or to return to work, including any personal or family problems or work-related issues
Take all reasonable steps to improve and maintain their attendance at work
Avoid participating in activities likely to affect their attendance at work or their recovery, such as high-risk activities
Engage in all meetings arranged under this process, including all Occupational Health service (OH) and other specialist referrals (these may vary from case to case)
If referred to OH, make sure they understand the details of their referral so they can agree to the appointment, ask questions, add comments and make suggestions 
Participate in appropriate treatment programmes recommended by OH professionals; if employees need to consider tax implications, please refer them to the Absence Management Toolkit – ‘Tax implications relating to treatment’ (Appendix A)
Engage in any support mechanisms identified to improve or maintain their attendance at work or to facilitate their return to work
Work collaboratively with their line manager or OH to agree on and implement necessary and reasonable adjustments, including, for example, adjustments to their job duties, hours or working conditions
On returning to work, have a welfare check or return-to-work discussion with their manager, if requested either by them or by their manager
Managers
The service expects managers to:
Support a positive well-being culture by proactively creating a safe and healthy work environment and addressing any health- or attendance-related issues at the earliest opportunity
Have a welfare check or return-to-work discussion with employees when they return from sickness absence
Support employees where appropriate, identifying ways to help them improve their attendance
Try to establish any underlying reasons for frequent absences and, when necessary, suggest other options, such as special or unpaid parental leave
Make team members aware of any concerns and the standards of attendance expected of them, and make sure they know what will happen if they do not meet the standards
Proactively ask team members if they need any support or adjustments and consider ways to improve suitable adjustments or modifications to their role or work environment
Identify any issues in the workplace that may be adversely affecting team member well-being, such as stress, and inform HR
Acknowledge that health patterns can sometimes vary between employees of different ethnicities and provide additional support, adjustments or referrals where it is identified that a condition could be linked to an employee’s ethnicity. 
Maintain reasonable contact with employees during periods of absence from work
Complete the OH referral form when required
Complete appropriate risk assessments
Be aware of the potential for discrimination when managing absence, particularly when sickness is related to pregnancy or a disability e.g. any long term condition that may be adversely affecting their ability undertake their role
Ensure that all sickness absences are reported to the HR team and recorded in the time and attendance system
If an employee has outside employment, ask them to confirm whether they intend to continue working while off sick from the service (operational employees) and decide whether this can be authorised (whole-time employees):
Managers should complete the relevant checklist and forward it to the HR team
[bookmark: _Hlk135558976]For more information, refer to the Absence Management Toolkit – ‘Manager checklist for on-call personnel reporting sickness absence’ and ‘Manager checklist for whole-time employees reporting sickness absence’ (Appendix A)
Process medical certificates or fit notes as appropriate
Regularly monitor employee levels of absence in their teams or stations by running their own management reports and report any concerns to HR
[bookmark: _Toc27045192]HR
The service expects HR to:
Monitor trends and absence data and report regularly to managers
[bookmark: _Hlk135559051]Work with managers in an advisory capacity to provide information and support, including processing OH referrals and helping with assessments of stress risk
Provide the necessary support for managers to ensure that they have the skills and knowledge to effectively manage attendance
OH
The service expects OH to:
Monitor the health of employees throughout their employment and promote a healthy working environment
Provide advice to managers following referrals
Provide health screening, assist with the health surveillance scheme (in accordance with legislation) and offer advice and counselling to all employees
Improve health standards, reduce accidents and improve the general sickness and injury absence record
Establish health education programmes
[bookmark: _Toc27045193]Advise on improvements in physical fitness and general levels of health
Well-being champions (optional, if in place)
The service expects well-being champions to:
Be available to offer guidance and advice if an employee has health-related difficulties at work
Direct employees to any appropriate well-being support
Scope
Back to table of contents
[bookmark: _Reasonable_adjustments]Reasonable adjustments
Under the Equality Act 2010 reasonable adjustments are changes the service makes to remove or reduce a disadvantage related to someone's disability to allow them to fulfil their role. For example:

Making changes to the workplace. For example, lighting, seating and desks.
Changing someone's work allocation, hours or arrangements.
Finding a different way to do something.
Providing different equipment, services or support.
Accommodating greater levels of workplace absence 

Reasonable adjustments are specific to an individual person. They should not be regarded by managers as allowing more favourable treatment but instead as a method of ‘levelling the playing field’ and allowing people with disabilities to join or remain in the service and experience an inclusive workplace. 

Public sector organisations should not simply wait and respond to difficulties as they emerge. The duty on them is ‘anticipatory’, meaning they have to consider what is likely to be needed in advance. For more information, please refer to this Government guidance.
The service is committed to making adjustments to remove barriers for employees with a disability, impairment or long-term condition; we encourage employees to tell their manager so we can support them effectively.
[bookmark: _Who_this_policy]Who this policy applies to
This document applies to employees of the service and the guidance it contains should be followed in the management of cases relating to:
Intermittent sickness
Long-term sickness
Injury, including industrial injury
All underlying health conditions that affect the ability of employees to perform their roles
Retirement because of ill health, reasonable adjustments, redeployment or dismissal
Significant underlying health issues which may fall within the definition of disability
Modified duties to support employees to return to work

The policy does not apply to agency workers, consultants or self-employed contractors. 
[bookmark: _The_role_of]The role of managers
If an employee tells us about any personal or domestic circumstances contributing to their attendance issues, their manager should ask if they need any adjustments and direct them to the relevant procedures and the well-being support we offer.
Managers might also consider changing the employee’s working arrangements temporarily or permanently (for example, by considering flexible working) to help them raise their attendance to an acceptable level.
[bookmark: _Procedures_for_managing]Procedures for managing absence
The service will use its disciplinary procedure to investigate if it reasonably suspects that an employee’s sickness absence is not genuine or is not for the reason they have given. We will also investigate if the employee participates in inappropriate activities while off sick or works for another organisation without permission.
We will ensure that any concerns about employee conduct or performance at work are managed using the relevant procedures to ensure that they receive the appropriate feedback and support.
We will follow a modified procedure to manage sickness during the probationary period. (Add service-specific policy here, if this applies.)
Policy statement
Back to table of contents
We are committed to supporting employee attendance at work, including periods of recuperation and return to work following sickness absence.
We will proactively support employee well-being and attendance at work. We will work with OH to understand employee health issues and their impact on employees and their roles. We will take advice on how we might ease health issues by modifying duties, making reasonable adjustments or providing other practical support.
It is our policy to deal sensitively with cases relating to any long-term underlying health issues which may equate to a disability, and ill health due to pregnancy. 
We will modify our approach in the management of these cases and will consider adjusting our standard processes according to the individual circumstances. This may include considering early retirement because of ill health and speeding up the process to facilitate it.
In managing intermittent sickness absence, we will work with employees to ensure that they are clear about the requirements relating to their attendance. We will take account of any relevant health information they choose to share with us.
We will encourage employees to proactively manage any existing health issues that may occasionally require support from their manager. This procedure outlines an employee’s right to request well-being adjustments and encourages an open dialogue about their health and well-being at work.
We will consider dismissal because of sickness absence only after all other efforts – including support to achieve satisfactory improvement in attendance – have failed or alternative options have been ruled out.
We are committed to providing additional support to employees diagnosed with a life-threatening or terminal illness and to securing the best outcomes for them, while considering service requirements. We will review each case based on individual circumstances. 
Please refer to the Absence Management Toolkit – ‘Guidance on support for employees with a critical illness’ (Appendix A).
[bookmark: _Hlk135560302]We will treat personal data we collect during any talent management process in line with the service’s Data Protection Policy, the Data Protection Act 2018 and the UK General Data Protection Regulation. (Services to add link to own policy document.)
The Privacy Policy contains information about how employee data are used and the reasons for processing these data. (Services to add link to own policy document.)
[bookmark: _Toc29457676]Policy principles
Back to table of contents
Our principles
(Services may want to update some of the information in this section to relate specifically to their own process and procedures.)
We will be guided by the following principles when implementing the Attendance and Absence Management Policy:
In managing intermittent absences, we will assume an employee’s absence is genuine and we will support them in managing their health, reducing the frequency of absences and balancing their needs with those of the service
Managers will informally discuss any concerns relating to an employee’s attendance at work with them at the earliest opportunity
In managing individual cases, managers will use all available information, including information about an underlying health issue or disability
We will enable employees to take proactive steps to protect their health and manage their well-being to minimise the potential impact of ill health on their role:
This may include requesting well-being adjustments or any other support employees may require from the service
[bookmark: _Hlk135560428]Please refer to the Absence Management Toolkit – ‘Modified duties and reasonable adjustments guidance’ (Appendix A) and the Well-being Model Policy 
Managers will follow the ‘Modified duties and reasonable adjustments guidance’ in considering support employees might need; this is to ensure fairness, consistency and compliance with the service’s legal obligation to make reasonable adjustments
We will make reasonable adjustments for all employees who have a long-term health condition
We want to support employees by making reasonable adjustments whether or not their condition meets the definition of disability; consideration of disability under the Equality Act 2010 is a legal process, but we will support all employees who require support or adjustments whenever we can
We will adjust our procedures when managing sickness absence because of a disability or underlying medical condition, including menopause or pregnancy, by, for instance, discounting a reasonable proportion of these absences to trigger the formal attendance management process
For more information about our approach to managing symptoms of menopause, please refer to the Absence Management Toolkit – ‘Menopause guidance’ (Appendix A)
We acknowledge that a decision to terminate employment because of ill health can amount to unfavourable treatment on the grounds of disability:
We will ensure that such decisions are considered carefully
We will only confirm such decisions when we are satisfied that there are no reasonable alternatives and when we can justify the decision as a ‘proportionate means of achieving a legitimate aim’ (Equality Act 2010)
We will apply this policy and procedure fairly; this means that we will consider information specific to individual cases in setting our expectations and deciding whether to progress the case through the formal process; managers will have a degree of discretion in this respect, as no two cases are the same
We should tell employees what improvements are required and warn them of the consequences if they do not improve
Where appropriate, we will seek advice from OH or a specialist appointed by us to help us manage each case, including progressing the case and providing appropriate support
We will consider introducing measures to support employees suffering from alcohol or drug abuse
We will manage cases of absence without leave or unauthorised absence when we do not receive medical evidence of absence or when we are unable to contact the employee; please refer to the Absence Management Toolkit – ‘Unauthorised absence guidance’ (Appendix A)

Absence from duty because of gender reassignment treatment will be considered as medically necessary. It will be covered by the attendance management procedures.
Definitions
We use the following definitions in this document:

	Acceptable level of attendance
	A level of attendance that the service considers to be:
· Satisfactory
· A substantial and sustained improvement in attendance
· A reduction in the frequency or duration of intermittent short-term absences to a level below the trigger point
Please refer to Procedure – ‘Trigger points’ below for details of the levels. 

	Instance of sickness absence
	Any continuous period of sickness absence, of whatever length, during which an employee does not attend work

	Long-term sickness absence
	Any period of sickness lasting 28 calendar days or more

	Modified duty
	Modifications to the job role to enable continuation of or return to full contractual duties (substantive role):
After minor injuries or other temporary incapacity
After maternity leave
While waiting for medical treatment or redeployment
We will arrange modified duties for an agreed period to support a return to work after a period of absence.
Modified duty is offered at the service’s discretion and will be agreed only where there is meaningful work and to facilitate a return to work.
Please refer to the Absence Management Toolkit – ‘Modified duties and reasonable adjustments guidance’ (Appendix A).

	Reasonable adjustment
	Modifications to the job role, working environment or premises that alleviate any disadvantage they cause and get the employee back to work or enable them to remain in employment if they have long-term medical health issues or a diagnosed disability.
Reasonable adjustments are typically longer term or permanent and may remain in place indefinitely, subject to regular reviews (once a year as a minimum). They may change as a medical condition evolves or a need for support changes.
Please refer to the Absence Management Toolkit – ‘Modified duties and reasonable adjustments guidance’ (Appendix A).

	Short-term sickness absence
	Any period of sickness lasting less than 28 days


[bookmark: _Toc27045194][bookmark: _Toc29457678][bookmark: _Toc27045195]Advice and support
OH
OH considers how work or the workplace might affect employees, including how their health or lifestyle may affect their ability to work or to return to work. It is not OH’s role to diagnose or treat employee medical conditions.
An employee’s managers can recommend or request an OH assessment (in which case a referral is subject to their manager’s discretion). 
The purpose of these assessments is to provide advice across a range of areas, including:
Health issues affecting an employee’s ability to attend work or perform their duties
The nature and extent of any known underlying medical issue(s)
Whether a return to work is likely after a period of absence from work and, if so, when the employee is likely to return to work
Whether there are likely to be any limitations on an employee’s ability to return to their existing role and whether these are temporary or permanent
Any recommended rehabilitation programmes or modified duties or other adjustments that would help an employee remain in or return to work
Whether referral to another service may be required
Whether an absence is due to a disability or any other underlying medical conditions or long-term health issues
Whether grounds exist to terminate employment because of ill health or reduced capability (ill health retirement), following discussions with the employee

The OH professional will note any concerns an employee raises about their health or working environment, as well as any relevant medical information, to assess the potential impact on the employee or their work.
We encourage managers to make a referral to OH when they have concerns about an employee’s absence or ability to perform their current role.
Automatic referrals to OH services are likely to happen when: 
Absence has lasted or is likely to last for 28 days or more (here, we recommend early referral to OH)
Reports of an injury at work result in, or are likely to result in, sickness absence of seven days or more
Modified duties last for 28 days or more
Musculoskeletal conditions (back, neck or shoulder) affect an employee’s ability to attend work or regularly attend work
Absences re-occur for the same or similar reasons
It seems there are underlying reasons for short-term absences
It seems that sickness absence is due to stress, anxiety or depression (here, managers should also explore other methods of mental health support)
termination of employment is considered for health reasons
[bookmark: _Toc27045196]Psychological support
We have a range of resources and support for employees, including:
Referrals to a psychological support service, which we may initiate when appropriate
The Fire Fighters Charity
PTSD 999
An Employee Assistance Programme offering counselling support 24 hours a day, seven days a week (Service to add links or signpost to their own OH)

This support is available online and through face-to-face counselling. You can find details of how to access this on the intranet.
If an employee has a mental health condition, we encourage them to see their doctor first to avoid delays in receiving any psychological support they may need.
[bookmark: _Toc29457679]Sick pay
(Service to add their own T&Cs to the content in this section. Different policies and procedures may apply.)
Sick pay for corporate (business support) EMPLOYEES
[bookmark: _Toc27045219][bookmark: _Toc27045220]If corporate employees are absent from duty because of authorised sickness, including injury or disability, their entitlement to sick pay is based on the following scale (according to the Green Book and their terms and conditions of employment):

	During first year of service
	One month’s full pay and (after completing four months’ service) two months’ half pay

	During second year of service
	Two months’ full pay and two months’ half pay

	During third year of service
	Four months’ full pay and four months’ half pay

	During fourth and fifth years of service
	Five months’ full pay and five months’ half pay

	After five years of service
	Six months’ full pay and six months’ half pay



[bookmark: _Toc516566899][bookmark: _Toc516569848][bookmark: _Toc516570485][bookmark: _Toc516570695][bookmark: _Toc516570905][bookmark: _Toc516571961][bookmark: _Toc516573714][bookmark: _Toc516573925][bookmark: _Toc516574434][bookmark: _Toc516576060][bookmark: _Toc516576265][bookmark: _Toc516576470][bookmark: _Toc516576675][bookmark: _Toc516576880][bookmark: _Toc516577085][bookmark: _Toc516577288][bookmark: _Toc516577490][bookmark: _Toc516577691][bookmark: _Toc516577893][bookmark: _Toc518293385][bookmark: _Toc518293583][bookmark: _Toc518293979][bookmark: _Toc518294177][bookmark: _Toc518294375][bookmark: _Toc519863170][bookmark: _Toc27044374][bookmark: _Toc27044570][bookmark: _Toc27045026][bookmark: _Toc27045221]In every case, for occupational sick pay entitlement recording purposes and without prejudice to our arrangements for self-certification days, one month equals 26 working days, counting Saturday as a working day.
[bookmark: _Toc516566900][bookmark: _Toc516569849][bookmark: _Toc516570486][bookmark: _Toc516570696][bookmark: _Toc516570906][bookmark: _Toc516571962][bookmark: _Toc516573715][bookmark: _Toc516573926][bookmark: _Toc516574435][bookmark: _Toc516576061][bookmark: _Toc516576266][bookmark: _Toc516576471][bookmark: _Toc516576676][bookmark: _Toc516576881][bookmark: _Toc516577086][bookmark: _Toc516577289][bookmark: _Toc516577491][bookmark: _Toc516577692][bookmark: _Toc516577894][bookmark: _Toc518293386][bookmark: _Toc518293584][bookmark: _Toc518293980][bookmark: _Toc518294178][bookmark: _Toc518294376][bookmark: _Toc519863171][bookmark: _Toc27044375][bookmark: _Toc27044571][bookmark: _Toc27045027][bookmark: _Toc27045222][bookmark: _Toc27669275][bookmark: _Toc29281135][bookmark: _Toc29282713][bookmark: _Toc29284552][bookmark: _Toc29284784][bookmark: _Toc29286181][bookmark: _Toc29457396][bookmark: _Toc29457560][bookmark: _Toc29457646][bookmark: _Toc29457680][bookmark: _Toc27045229]Sick pay for Grey Book staff
If employees are on authorised sick leave, they are entitled to full pay for six months in any 12-month period, or full pay for 12 months if absence is related to an injury at work. After that, we may reduce pay by up to half for six months. At the end of this period, we will stop pay altogether.
If we need more advice about an employee’s fitness for duty or whether an unauthorised activity caused their illness or injury, we will approach an agreed independent person for their opinion.
[bookmark: _Toc27045230]Review of sick pay
When an employee is nearing the reduction of their full pay to half pay, the service will review their case to consider whether to extend the period of full sick pay. In reaching this decision, the service will consider whether:
The employee is co-operating with the absence management process and with reasonable management expectations, for example, by attending meetings or OH or specialist appointments
The employee is co-operating with OH, specialist or doctor recommendations to help them return to work
The employee is proactively participating in the recovery process by, for example, avoiding activities likely to worsen their recovery, such as repeated sports injuries
Leisure pursuits, including dangerous or extreme sports, or an employee’s secondary employment are contributing to their absence

We will reduce employee sick pay based on their contractual entitlement, unless there is evidence they are positively co-operating with the process and supporting their recovery, as outlined above. We will give six weeks’ notice of this event.
We will extend employee sick pay at our discretion and HR will confirm this in writing. Employees have no right to appeal against this decision.
Reduction of occupational sick pay
We reserve the right to withhold or suspend occupational sick pay in the following circumstances:
An employee fails to comply with absence notification requirements outlined in this policy or fails to provide medical evidence from Day 8 of their absence
An employee refuses to attend an OH or specialist examination at the service’s reasonable request, and we deem their refusal to be unreasonable
An employee fails to notify their manager before a planned elective procedure for which they will be absent from work
An employee’s absence from duty is due to illness or injury that is wholly attributable to their other or outside employment or participation in a sport as a profession
An employee makes or produces a false statement or document about their fitness to work; this may also lead to formal disciplinary proceedings

[bookmark: _Hlk135554699]An employee might be entitled to statutory sick pay when occupational sick pay is withheld or suspended.
[bookmark: _Toc29457687]Keeping in touch with employees
It is the joint responsibility of employees and their managers to stay in touch during absence from work. 
If it is likely that a period of absence is going to be 28 days or more, the employee and their managers should agree the method and frequency of contact.
Managers should complete or update the required employee records. It is important that a manager maintains reasonable contact with an employee on long-term sickness absence so they can:
Monitor their progress in terms of their return to health or return to work
Support them and actively maintain their engagement with us, for example, by telling them about workplace events, when appropriate
Encourage a return to work as early as possible (including on modified duties if reasonable adjustments are required), while considering the latest medical advice
Facilitate a phased return to work, if required, by making appropriate temporary or permanent adjustments
Arrange meetings at the employee’s normal work location, another fire station or another mutually agreed neutral location

[bookmark: _Toc29457688]In exceptional circumstances, it may be appropriate to visit employees at home during sickness absence. If managers feel this would be appropriate, they should contact HR.
Annual leave and sickness absence
Employees absent on sick leave continue to accrue annual leave. We may give them the opportunity to take their holiday at a later date, including in the following leave year. (This may differ between services; add service-specific policy here.)
If an employee is ill while on annual leave or if they are ill when they are due to take annual leave, they may ask us to treat the period during which they were ill as sick leave. This means they may reclaim their annual leave, as long as their absence is covered by a medical certificate (fit note).
Employees who cannot produce a medical certificate (fit note) for the period of absence coinciding with their annual leave will not be able to reclaim the annual leave.
[bookmark: _Hlk135565966]For more details about annual leave and sickness, please refer to the annual leave procedure. (Service to add links or signpost to their own service-specific policy or procedures.)
Procedure
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[bookmark: _Toc29457690]Attendance management procedure
(Services may want to update some of the information in this section to relate specifically to their own process and procedures.)
Managers will use the attendance management procedure to guide them if an employee reaches the trigger levels for intermittent short-term absence or long-term absence.
In some cases, and as a last resort, the attendance management procedure may recommend termination of employment.
[bookmark: _Toc29457691]If we discover that an employee’s absence is not a matter of sickness but of conduct, the service reserves the right to follow the disciplinary procedure.
(Service to add links or signpost to their own intranet).
[bookmark: _Hlk135566076]Informal process: return-to-work meeting
Following each occasion of sickness absence, managers should hold a return-to-work meeting. Ideally, this should take place on the employee’s first day back at work. 
The conversation should focus on the nature of the employee’s sickness, and the manager should offer them advice and support. 
Managers should make employees aware when they reach a trigger level and tell them that there will be a formal attendance review meeting. This may result in the issue of a formal warning.
Please note that a warning can only be issued if the manager has already discussed the impact and consequence of the absence(s) through return-to-work or attendance review meetings with the employee and recorded these conversations.
If an employee’s current level of absence is close to a trigger level, their manager should tell them about the consequences of any more absence during the return-to-work meeting.
At the end of the return-to-work meeting, managers should give employees a copy of the discussion notes for their records.
[bookmark: _Trigger_points][bookmark: _Toc29457692]Trigger points
When employee absences affect service delivery, managers will record, monitor and review sickness absence and arrange attendance review meetings in line with the following triggers: (Services may include their own trigger points, using any of the examples below.)
When there are three or more instances of absence in any rolling 12-month period
When employees are absent for ten or more calendar days in any rolling 12-month period (short-term absence)
When an absence appears to have a recognisable pattern, for example, at weekends
When an employee’s sickness absence is for a continuous period of at least 28 calendar days (long-term absence)
Disability related absences
[bookmark: _Toc29457693]Formal process: attendance review meetings
A trigger prompt is an indication to a manager that they may need to take action to manage an employee’s absence. Managers should try to address any attendance-related concerns at an early stage, using the appropriate process outlined in the procedure.
Managers should hold attendance review meetings when they are triggered, but they can also hold them at other times, if necessary.
The nature and purpose of the meeting will depend on the employee’s circumstances. However, managers should:
Discuss the employee’s sickness absence record
Explore the reasons for their sickness absence
Confirm the expectation of an improvement in attendance and explain any consequences of failing to improve
Identify areas requiring reasonable support
Discuss the support provided to date, if applicable
Consider referral to OH or, if this has already taken place, discuss the response and advice
Discuss the need for a risk assessment, if appropriate
Consider the impact on the service of the absence or health condition
Consider whether there are any reasonable adjustments (under the Equality Act 2010) that could be made, if appropriate
Discuss return-to-work programmes, if appropriate
Set an appropriate monitoring period, if applicable
Issue an appropriate notice (such as a warning or improvement notice), emphasising the service’s expectations, if applicable
Arrange additional attendance review meetings to review progress, if applicable
Consider recommending ill health retirement, if applicable
[bookmark: _Hlk135636550]Inform the employee that they will arrange an Ill Health Capability Hearing, if applicable

An employee should be allowed to request a different manager in the service who is of the same sex. This should be granted where it is considered by the employee that for reasons of privacy, decency or respect, a conversation with a person of the same sex would be more productive.

If it is not appropriate to issue a formal outcome (such as a warning or improvement notice), the manager should set a monitoring period to check the employee’s attendance. (Services can decide the types of formal outcomes they wish to use in this process and how they wish to refer to them.)
If an employee fails to improve their attendance level, the manager may issue a formal outcome at another attendance review meeting. Outcomes in force replace the need to set any more monitoring periods in the same period.
Managers should give employees at least five working days’ notice of the meeting. If possible, they will informally discuss the meeting with the employee before inviting them to a formal meeting or hearing.
Employees have the right to bring a work colleague or trade union representative to formal meetings. As an outcome of the attendance review meeting, the consequences of failing to improve attendance levels should be clearly communicated to them. 
An outcome letter containing a record of the discussion must be sent to the employee after the meeting.
If the employee, or a third party, is unable to attend the formal attendance review meeting and they provide a genuine reason, we will rearrange the meeting within five working days of the original date or on another date that both parties agree. 
We can usually postpone a formal attendance review meeting once only. If the employee or a third party continues to be unable or unwilling to attend, we will likely go ahead with the meeting and make decisions without them.
[bookmark: _Toc29457694]Formal outcomes and process
Managers will use their discretion to issue formal outcomes at an attendance review meeting if employees have reached any of the trigger points. However, before issuing such outcomes, managers must have:
Made employees aware of the impact of their absence on the service
Given employees the opportunity to improve their attendance
Told employees that failing to improve their attendance may result in a formal outcome or escalation of the process

Managers should consider all the circumstances relating to the employee’s absence when deciding whether to issue a formal outcome. These outcomes should emphasise both the impact of their absence on the service and the consequences of failing to improve their attendance levels.
Once employees have been made aware of the impact their absence has had on the service and the consequences of failing to improve, managers should schedule an attendance review meeting to issue a formal outcome.
The table below shows the types of formal outcome, the required management actions and the levels of authority at which these actions are to be carried out.
	Type of formal outcome
	What managers must do before issuing a formal outcome
	Next steps: what managers must do after issuing a formal outcome
	Level of authority
(these levels may differ between services)

	Stage 1
Formal outcome following the initial and subsequent meeting
	Inform the employee that the consequence of failing to improve may be a first formal outcome, such as a written warning
	Set expectations for improvement
Inform employee of consequences of failing to improve (a final formal outcome, such as a final written warning)
	Station manager or commander or above

	Stage 2
Final formal outcome, when the process escalates
	Inform the employee that the consequences of failing to improve may be a final formal outcome, such as a written warning
	Set expectations for improvement
Inform employee of consequences of failing to improve (an Ill Health Capability Hearing)
	Group manager or commander or above



If an employee fails to maintain improvement in their attendance level while the current formal outcome is in force, the manager can return to the formal procedure at the next stage.
To have a reasonable chance of improving their attendance after each formal meeting, employees need to be at work throughout the relevant review period. If they are absent from work for any reason unrelated to sickness, excluding annual leave, we will include the time absent from work in the current review period.
If we have issued a final formal outcome at an attendance review meeting and the employee fails to improve their attendance levels, we will arrange an Ill Health Capability Hearing.
We may refer to previous formal outcomes as background information at an Ill Health Capability Hearing.
We can issue or extend other formal outcomes at an Ill Health Capability Hearing if there is evidence that an employee’s health may improve in the foreseeable future.
Please note that if a series of absences have affected service delivery, it is not necessary to issue warnings before moving to an Ill Health Capability Hearing. However, we must have made employees aware of the need to improve their attendance or return to work and given them suitable notice of the consequences of failing to improve or not returning to work.
Medical suspension
At times, it may be necessary for us to suspend employees for medical reasons (for example, to safeguard their health and safety or that of their colleagues) or for infection control reasons (for example, to protect their colleagues or the public from communicable diseases and transmittable infections).
We should base our decision to take this step on the findings of a risk assessment of the employee’s role, work area and infection. This risk assessment should identify:
The hazards and the harm associated with these hazards
Control measures (actual and possible additional)
The likelihood of these hazards being realised

If the service is considering medical suspension, employees can get advice from OH or the Health and Safety team.
Under normal circumstances, if an employee is unfit for work, they should follow the normal sickness absence procedures and remain off work until they are fit to return. We will only consider medical suspension if:
An employee has been certified as fit to work by a medical professional but their line manager or OH reasonably believe they are not fit to perform their normal duties
An employee has been in contact with an infectious disease that requires them to stay away from the workplace
The service has justifiable concerns that an employee’s health and safety or that of their colleagues is compromised by them being in the workplace

Before suspending an employee because of ill health, the line manager should investigate whether it is possible to temporarily offer them alternative or modified duties. 
If alternative or modified duties are not available, the line manager may suspend the employee for a short period while they get further medical evidence. This will involve a referral to OH (if not already made) or asking the employee’s permission to get a medical report from their GP.
If an employee is suspended because of ill health, they will be entitled to their normal pay for the period of suspension, unless they have unreasonably refused a suitable alternative. 
[bookmark: _Toc29457696]The period of absence because of medical suspension will be recorded as authorised leave and will not be considered for absence management or sick pay purposes.
Redeployment
We will consider redeployment in individual circumstances, taking into account medical advice and the employee’s wishes, including whether:
They have a disability (as defined by the Equality Act 2010)
They are fit for alternative employment
Any (or any additional) reasonable adjustments can be made to their current role

The employee’s line managers, HR and OH will discuss their redeployment options and involve the employee throughout the process.
[bookmark: _Toc29457697]If the employee does not wish to engage in the redeployment process, we will ask them to confirm this in writing.
Ill health retirement
If an employee’s absence or repeated absences from work continue, and reasonable adjustments and modifications or redeployment do not succeed in getting them back to work, we will consider ill health retirement or terminating their employment, as long as the provisions of the Equality Act 2010 have been observed and improvement is unlikely to occur in the foreseeable future.
We will consider ill health retirement early in the process and will consult and involve the employee personally in any decisions we take in this regard. This includes looking at reasonable adjustments that might help their return to work or redeployment.
We will pursue the option of ill health retirement if we have medical evidence that justifies it and the employee agrees they are no longer capable of performing their role or a suitable alternative.
We should fast-track ill health retirement cases to the Capability Hearing. It will not be necessary to hold a hearing if the employee and the service agree to terminate the employment based on ill health retirement.
[bookmark: _Hlk135554668][bookmark: _Hlk135643978]The option of ill health retirement should be pursued before moving to a Capability Hearing if an employee is a member of a relevant occupational pension scheme – such as a local government pension scheme or the Firefighters’ Pension Scheme – and the medical evidence indicates that their condition could qualify them for ill health retirement. 
Ill health retirement is not a management decision and is not automatic. We only grant it with the approval of the relevant pension fund and based on the medical evidence available, including GP and consultant reports.
If an employee is not eligible for ill health retirement or if they are not a member of an occupational pension scheme, in the absence of redeployment (with or without reasonable adjustments), their case will go to the Capability Hearing. The hearing will consider termination of their employment for lack of capability.
We will grant ill health retirement if the employee is in an occupational pension scheme and an independent qualified medical practitioner confirms that they meet the necessary criteria. (These criteria may differ between contracts or service policies.) 
[bookmark: _Toc29457698]Ultimately, the service will decide on an employee’s ill health retirement after considering reasonable adjustments, redeployment and the medical evidence available.
Ill health capability
The table below details the circumstances in which managers have the discretion to refer a case of ill health to an Ill Health Capability Hearing (which is the final stage of the process).
	Form of ill health
	What managers must do before convening an Ill Health Capability Hearing
	Possible outcome of the Ill Health Capability Hearing

	Frequent absence
If an employee is unable to achieve or maintain acceptable levels of attendance
	Exhaust all reasonable support options
Issue formal outcomes, if appropriate
Inform employee of consequences of continued absence
Complete the relevant checklist; refer to the Absence Management Toolkit – ‘Manager checklist before progressing to an Ill Health Capability Hearing’ (Appendix A)
	Additional support or reasonable adjustments
Setting or extending monitoring period
Issuing or extending an appropriate formal outcome, such as a written warning 
Dismissal

	Long-term absence
If there is no prospect of the employee returning to full duties in a reasonable period
	Exhaust all reasonable support options
Exhaust redeployment options
Exhaust ill health retirement options
Obtain up-to-date OH medical advice
Issue formal outcomes, if appropriate
Inform employee of consequences of continued absence
Complete the relevant checklist; refer to the Absence Management Toolkit – ‘Manager checklist before progressing to an Ill Health Capability Hearing’ (Appendix A)
	Additional support or reasonable adjustments
Setting or extending monitoring period
Issuing or extending an appropriate formal outcome, such as a written warning
Dismissal

	Health condition not causing any absence
	Exhaust all reasonable support options
Obtain OH medical advice, including for ill health retirement, if appropriate
Inform employee of consequences of continued impact on service delivery because of their health condition
Complete the relevant checklist; refer to the Absence Management Toolkit – ‘Manager checklist before progressing to an Ill Health Capability Hearing’ (Appendix A)
	Additional support or reasonable adjustments
Setting or extending monitoring period
Dismissal



The following people may attend the Ill Health Capability Hearing: 
Presenting officer (the line manager, station manager or station commander) and their HR adviser
Hearing officer (area manager or commander or assistant chief officer), their HR adviser and note taker
The employee and their trade union representative or work colleague 
Witnesses (who may be present while giving evidence only)

We will give employees at least ten days’ written notice of the hearing, including all management documentation and the names of any witnesses called.
If the employee is unable to attend the hearing, they must contact the person leading the hearing in advance to explain why. Depending on the circumstances, the commissioning officer may give the employee one more chance to attend the hearing. After one rearranged date, the hearing will likely go ahead with or without the presence of the employee or their representative. After the hearing, the commissioning officer will confirm the decision in writing to the employee within five working days.
If there is medical evidence that an employee is no longer fit to fulfil the requirements of their job and we have explored all reasonable adjustments and redeployment opportunities, the service may terminate employment before the period of contractual sick pay ends.
[bookmark: _Toc29457699]Employees have the right to appeal against decisions to terminate employment because of ill health. They should present their written appeal to the chief fire officer within ten working days of receiving the decision.

Dismissal based on reduced capability or inability to attend work on a regular basis or ill health (services to delete as applicable)
Dismissal will normally be with full notice or, where the service believes it appropriate, with payment instead of notice (as long as the employee’s contract of employment allows this). 
Typically, we will reach a decision to dismiss an employee on ill health grounds when we have:
Formally advised them during the previous stages of the process that failing to achieve or sustain the required standards of attendance could lead to their dismissal; this applies to both long- and short-term absences
Obtained up-to-date medical advice to identify the nature of the illness or underlying medical condition and, in cases of long-term sickness, its likely duration, whether the employee is likely to make a full recovery and, if not, what work they are able to perform 
Considered ill health retirement but the employee does not meet the criteria; in this case, we will not wait for the outcome of any appeal that the employee makes because that would significantly delay the conclusion of the Capability Hearing; if the employee is dismissed before the board of appeal, we will continue to process their pay, pending the outcome of their appeal
Considered redeployment but there are no suitable redeployment opportunities available or redeployment has not been successful
Considered reasonable adjustments to the post but no more adjustments can be made

If an employee is dismissed for medical reasons and their appeal about an ill health pension is pending, the service will, at its discretion, consider extending the notice period until the result of the appeal is known before terminating their employment.
[bookmark: _Toc29457700]Right to appeal
Employees have the right to appeal any formal action taken against them (including warnings or dismissal) under this policy. However, they must:
Appeal within seven calendar days of receiving the outcome letter
Appeal to the next level of line manager
Appeal in writing
Briefly state their reasons for the appeal

If they do not appeal within seven calendar days of receiving the outcome letter, the service will assume that they accept all decisions made during the process. This means they will have no more opportunities to appeal, unless they can show that serious and unforeseeable events prevented them from appealing within the seven-day time limit.
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Appendix A: Absence Management Toolkit 
Back to table of contents
(You can adapt the contents of this toolkit to meet the needs of individual services and update it to fall in line with service-specific policies.)
[bookmark: _Manager_checklist_for][bookmark: _Toc27045378]Manager checklist for on-call personnel reporting sickness absence
Back to table of contents
If you receive notification of sickness absence from an on-call firefighter, the following checklist will help establish whether activities undertaken as part of their outside employment (on separate contracts of employment with external organisations or self-employment) are appropriate and support their recuperation and return to work.
Please discuss the following points and record your answers below:
	Employee’s name
	Reason for absence

	
	

	Is the employee going to continue their outside employment during their sickness absence from the service? If so, please record details of their outside employment.

	


	Please list all typical duties and significant physical activities of the employee’s outside employment.

	


	If the employee is going to continue their outside employment, will the service provide support or make any adjustments?

	


	If the employee is going to continue their outside employment, what steps are they going to take to help their recovery and return to their operational role at the service?

	




	
Manager’s name
	

	
Manager’s signature
	

	
Date
	



Please return this form to HR.

[bookmark: _Manager_checklist_for_1]Manager checklist for whole-time employees reporting sickness absence
Back to table of contents
If an operational, business support or day duty employee notifies you of sickness absence, check whether they intend to perform any activities for another employer. 
The following checklist will help establish whether any of the activities they perform as part of their outside employment (on separate contracts of employment with external organisations or self-employment) are appropriate and support their recovery and return to work.
If you have no concerns about the potential impact of their activities as part of their outside employment, you can authorise outside employment immediately and record your decision on this form. 
However, if you do have concerns, please tell the employee that they do not have permission to take outside employment until further notice. You must record your concerns on this form and discuss them with your HR business partner.
Please discuss the following points and record your answers below:
	Employee’s name
	Reason for absence 

	

	

	Does the employee have outside employment? If so, do they intend to continue working during their absence from the service? Please record details of their outside employment.

	



	Please list all typical duties and significant physical activities of the employee’s outside employment.

	



	If the employee is going to continue their outside employment, will the service provide support or make any adjustments? 

	



	If the employee is going to continue their outside employment, what steps are they going to take to help their recovery and return to their operational role at the service? 

	



	As their manager, do you have any concerns about this? If so, please list your concerns below. Your HR business partner will contact you to discuss the next steps.

	



	I authorise outside employment

	Tick as appropriate 

	I do not authorise outside employment

	Tick as appropriate

	
Manager’s name
	

	
Manager’s signature
	

	
Date
	



Please return this form to HR.


[bookmark: _Manager_checklist_before]Manager checklist before progressing to an Ill Health Capability Hearing
Back to table of contents
	Should the case progress to an Ill Health Capability Hearing?
	Yes or no

	In cases of intermittent absence:
Is there sufficient evidence of consistently failing to improve attendance at work?
	

	In cases of long-term absence, have we:
Identified a date for a return to work or to substantive duties, depending on the circumstances, or
Exhausted the redeployment process (considering all reasonable adjustments), or
Exhausted the ill health retirement process?
	

	Your understanding of the employee’s disability status
	

	Could we be expected to know that they have a disability? 

Do they or their representative claim that they are disabled?

Do OH or other medical advisers have a clear opinion, supported by reasons, as to whether the employee is or is not disabled?

Is there any justification for the view OH has formed of the employee’s disability status?

You should not take OH advice at face value or view it uncritically. Considering your own conclusions based on the evidence:
Is there sufficient evidence to progress to an Ill Health Capability Hearing, and 
Do you need to make additional enquiries to clarify this?

Have you taken reasonable steps to find out about:
The nature of the health condition, and
Its impact on the employee and any likely prognosis of recovery or of return to full fitness or ability?
	

	Have you considered making reasonable adjustments to the process?
	

	Are any of the employee’s absences likely to be related to disability?

If so, have you considered making adjustments to the process, such as changing the trigger point or extending Stages 1 and 2 of the process?

Have you considered alternative roles with adjustments?
	

	Should we aggregate different absences?
	

	Is there a link between the absences? For example, would a follow-up procedure help? 

(If there is a link between the absences, it might be reasonable to treat them as one. If there is no link, it might be reasonable to treat them as separate incidents.)
	

	What effect has the employee’s absence had on the service?
	

	Have you prepared your business case?

Have you considered the effect of the continuing absence or frequent absences on the service your team provides?

Can you wait any longer and continue to support any more periods of absence with your current resources or work schedules?
	

	Are there any inconsistencies between the medical advice and the employee’s own understanding of their medical condition?
	

	Have you weighed up the employee’s view of their ability to return to work against their doctor’s?

Do you have any reason to believe that the employee is not able to maintain a satisfactory attendance record or return to work in the foreseeable future?
	





[bookmark: _Tax_implications_relating][bookmark: _Toc27045366]Tax implications relating to treatment
Back to table of contents
The service will provide tax-free treatment if any of the following criteria apply:
Employees need the support because of an injury they had at work or while performing their role, including post-traumatic stress disorder (PTSD) (if the employee’s condition is due to external activities or factors, such as stress caused by personal issues, most cases would be taxable)
Employees who do not need the support because of an injury they had at work or while performing their role are entitled to £500 of tax-free treatment if they meet all of the following criteria:
Health professionals have assessed their medical condition
Health professionals have assessed them as unfit for work for at least 28 days
The service recommends they receive the support
The service is willing to help them return to full-time work


[bookmark: _Guidance_on_support]Guidance on support for employees with a critical illness
Back to table of contents
We recognise that a growing number of employees work into older age and that this may result in diagnoses of critical illness during their employment.
By critical illness, we mean life-threatening or terminal illness such as heart disease or cancer. The Equality Act 2010 is likely to classify these illnesses as a disability, providing protection from less favourable treatment at work and the right to reasonable adjustments to remain at work.
The service is committed to meeting its legal obligations and, where appropriate, providing employees with security of work, peace of mind and the freedom to choose the best course of action for them.
Our approach will be based on the following principles:
Respect employee dignity and privacy
Maintain employee involvement and engagement
Ensure employees suffer no financial detriment
Continue to provide employment benefits
Demonstrate flexibility
Continue to provide access to development opportunities
Provide employees with information and the right to choose the best course of action
Recognise that safe and reasonable work can help to maintain dignity, offer a valuable distraction and be therapeutic
Consider reasonable adjustments to help employees do valuable work and provide some improved measure of well-being
Work with employees to help them achieve an appropriate work–life balance and flexible working to support improved end-of-life care and support
Consider each case on its own merits and create a specific support package for each employee diagnosed as being terminally ill


[bookmark: _Modified_duties_and]Modified duties and reasonable adjustments guidance
Back to table of contents
(Services may wish to link to their own policies and procedures on modified duties and reasonable adjustments.)
The service recognises that employees may occasionally require additional support to remain at work and perform their role if they have underlying health issues or to return to their role following a period of absence because of illness or maternity leave.
Our aim is to ensure that we appropriately assess employee needs using the relevant process (for example, a fitness or OH assessment). Managers will provide support by, for example, temporarily modifying an employee’s contractual role in line with the process outlined in this document.
We will extend our support beyond the agreed period of modified duties if an employee has a long-term underlying health condition. We will work with employees and OH to identify reasonable and appropriate adjustments to support employees at work.
This guidance applies to everyone employed under a contract of employment, regardless of their length of service with the organisation.
This guidance outlines the process of modifying contractual duties to provide employees with temporary support in various situations, from capability issues and ill health to pregnancy and maternity. The service should agree and manage modified duties locally. 
This guidance also summarises our approach to reasonable adjustments, which we will consider using the information available to us. When there is a need for long-term support on the basis of an underlying medical condition or disability, this is likely to require a reasonable adjustment, which managers should approach more formally with the support of HR.
In managing individual cases, we will follow the relevant policies and procedures. Therefore, this document should be read in conjunction with, for example, capability or absence management procedures.
Employees who are experiencing problems with mental or physical issues that are not required to be managed under the capability or absence management procedures can seek support through the well-being at work procedure. 
[bookmark: _Toc20926024]If, as a result of seeking this support, employees require more permanent modifications, they can ask their manager to consider whether these modifications can be provided as part of the well-being adjustment process.
It is important to understand key differences between the modified duties and reasonable adjustments outlined in this document.


Modified duties
These are modifications or changes to the job role designed to enable employees to return to their full contractual duties (substantive role) following minor injuries, other temporary incapacity or maternity leave, or while waiting for medical treatment or redeployment.
It may also be appropriate to support carers by temporarily modifying their duties. The service will need to agree all such modifications in accordance with the carer agreement guidance. (Add link to service-specific policy – flexible working.)
We have two types of modified duty:
Modified duties introduced to support an employee’s return to work following a period of absence, for up to three months. 
Examples of possible modifications include:
Reduced hours
Reduced working week
Removal of certain tasks or asking employees to perform duties considered suitable in the circumstances, such as working for a different department
Flexible start and finish times
Performing some tasks from a different work location or from home

You can find more information about this type of modified duty in the section ‘Modified duties following a period of sickness’ below.

Modified duties introduced to help employees with an long-term or fluctuating underlying health condition who feel they would benefit from modified duties. 
These modified duties are known as well-being adjustments. Examples of possible well-being adjustments include:
Permanent changes to working hours, such as reduced or staggered hours
Permanent changes to working patterns or working days
Working from home or another location (either occasionally, to perform specific tasks when the employee’s condition flares up, or as part of an agreed pattern)

You can find more information about this type of modified duty in the section ‘Guide to well-being adjustments’ below.
[bookmark: _Toc20926025]Reasonable adjustments
Reasonable adjustments are modifications or changes to the job role or workplace to help get employees back to work or to enable them to remain in employment if they have a diagnosed long-term underlying medical health issue or disability.
We have considered and provided reasonable adjustments for a long time. It is a legal obligation under the Equality Act 2010.
Reasonable adjustments are typically longer term or permanent and subject to regular reviews (once a year as a minimum). They may change as the employee’s medical condition or need for support evolves.

The service expects managers to:
Consider the employee’s application for modified duties and help them manage their underlying health issues proactively
Seek to understand the employee’s specific needs, through discussion with them and an appropriate specialist, such as a fitness instructor, OH or GP
Seek medical advice if OH advice was not obtained at the beginning and the employee’s duties have been modified for more than 28 days
Support employees through the application of the modified duties and the ongoing process, providing them with meaningful duties in the initial four-week period
Liaise with HR to ensure that the support the service provides is relevant and appropriate, and that it facilitates the employee’s return to contractual duties
Report modified duties to HR
Ensure that any changes to the initially agreed modified duties (such as the likely date of return to full duties) are reported to HR through the absence inbox
Discuss with HR the option of redeploying the employee to different duties (which might mean to a different home station) if they need to remain on modified duties for more than four weeks
Liaise with HR and the employee if their time on modified duties exceeds three months; the service may then extend time on modified duties or take the next step in the process, such as considering their capability

The service expects employees to:
Notify their manager of any fitness-, health- or well-being-related difficulties they are experiencing in the performance of their role
Have an assessment – with OH or another specialist, for instance – if their manager needs more advice to better understand their needs and provide appropriate support
Inform their manager or HR if they feel they have a disability or that their underlying health condition might be classed as a disability – for example, if it is long term and significantly affects their ability to perform basic day-to-day activities
Work with their manager and the service to facilitate their return to full duties or to any permanently adjusted role or new role
[bookmark: _Modified_duties_following][bookmark: _Toc20926028]Modified duties following a period of sickness
Extended absence from work has been proven to have a negative effect on mental health and well-being. It can increase the perception of isolation and may distance employees from their station or team. It also often negatively affects a successful return to work.
If, following a period of sickness absence, the service modifies an employee’s duties for them to return to work, it is likely that they are already following the absence management procedure. On the employee’s return to work, the remaining provisions of these regulations will continue to apply.
Preparing to return to work
If OH says that an employee is well enough to return to work in some capacity (for example, with modified duties) for any amount of time, their manager will discuss this with them. 
Managers may therefore override the employee’s intention to continue recuperating at home and arrange for their return to work with modified duties.
At any time, an employee may say that they want to return to work, in effect ending their sickness absence. If they are still covered by a medical certificate (fit note), however, we need to check if they are medically fit and well enough to return to work and whether we can help in any way. We might:
Ask the employee’s GP what they would recommend, or 
Ask the GP to re-assess the employee and review the fit note, or 
Refer the employee to OH

If we receive conflicting opinions from OH and the GP, we are likely to favour OH. This is because OH will identify practical things that the employee can do, whereas the GP will identify things the employee cannot do.
Following advice from the GP and OH and as soon as we assess an employee as medically fit enough to return to work on modified duties, we will arrange a meeting with the employee to make a plan.
Return to work on modified duties
Managers should discuss with the employee a structured plan to return to work that considers any specialist or medical advice available (if applicable). The plan should also outline what the employee can do and how this helps their return to full contractual hours and duties.
Getting to work is the employee’s responsibility; being unable to get to work by their preferred method is not an adequate reason to postpone their return to work.
Modified duties for up to four weeks
If modified duties are likely to last for up to four weeks, the employee’s line manager should be able to make suitable local arrangements. Duties employees might be able to perform in this period include:
Refreshing their operational competencies through re-familiarisation with operational documents or refresher training
Helping their manager with administrative duties
Attending all drill and maintenance shifts (on-call firefighters only)
Modified duties for four weeks to three months
Operational personnel who need more than four weeks of modified duties will likely be deployed away from the station to a different group or department.
The service arranges formal, confidential sickness-absence case-list review meetings to assess individual cases and decide how we can best support employees through the provision of modified duties. HR, group and area managers and section heads attend these meetings.
The service may ask employees on modified duties to perform any reasonable duties as part of their substantive role. We will not ask them to perform any activities that their injury, illness or incapacity would make unsafe.
If there is any reasonable doubt as to what modified duties employees can safely perform, OH will provide additional advice. We will try to refer the employee to a nurse or OH adviser if there is no need to refer them back to the OH doctor.
Modified duties for more than three months
If an employee needs more than three months of modified duties before returning to normal contractual duties, their manager should consider the following options:
Would a long-term or permanent reasonable adjustment enable the employee to remain in employment? 
For more information about the recommended process for deciding whether adjustments are reasonable, please refer to the checklist in the ‘Guide to reasonable adjustments’ below
If the service can make reasonable adjustments, it should document them in the ‘Reasonable adjustments agreement record’ (also available on the HR intranet); for more information, refer to the section ‘Guide to the reasonable adjustments agreement’ below
Are there any vacant roles the employee could fill with their current skill set or after a reasonable period of retraining? 
For more information, please refer to the redeployment process outlined in the organisational change regulations (Services to add links or signpost to own organisational change regulations.)
If the service cannot make reasonable adjustments, should it move on to considering the employee’s capability?
Managers of employees who were participating in the capability process when they returned to work on modified duties may consider returning to this process
It is important to note that the service will only consider this option once it is satisfied that it can make no reasonable adjustments to the employee’s contractual role, that redeployment to another role is not possible or that no suitable alternative roles exist
Return to full operational or contractual duties
Before employees can return to full duties, OH may need to re-assess their physical and psychological fitness. 
Operational personnel may also need to complete a fitness test and assessment of relevant risk-critical competencies for their role, including retraining if required.
[bookmark: _Toc20926029]Modified duties during pregnancy and on return from maternity leave
The service will discuss a risk assessment with operational personnel as soon as they notify us about their pregnancy. This will help to establish whether it is appropriate to remove them from operational duties and give them a modified role. 
There is no obligation for employees to tell anyone about their pregnancy and some people prefer to delay the announcement. However, it is important that employees consider their safety if they remain on duty.
Modified duties may involve deploying employees to another department where they can safely provide meaningful service, for example, Community Safety. This would mean that they will report to a new manager for the period of modified duties, which may continue if they choose to breastfeed their baby when they return to work.
Employees working in non-operational roles may need to modify their workplace arrangements following a pregnancy risk assessment.
[bookmark: _Toc20926030]Health and Safety should risk assess modified duties periodically, and managers should organise these assessments.
Modified duties because of reduced fitness capability
We will remove employees who do not meet fitness standards from operational duties and place them on modified duties.
[bookmark: _Toc20926032]In these circumstances, managers will oversee modified duties locally as part of the fitness capability process. Managers will provide improvement plans and support for employees to achieve the required level of fitness.
Modified duties and annual leave
[bookmark: _Hlk135822544]Employees on modified duties may accrue and take annual leave in the usual way. The service will only honour annual leave booked through the usual process before the period of modified duties began.
If employees request modified duties that reduce their contracted hours, we will reduce their annual leave entitlement accordingly.
We typically require operational employees to work 42 hours per week on modified duties. If they want to work less than 42 hours per week, they will need to use their annual leave.
[bookmark: _Toc20926033]The same rules apply to corporate services personnel who choose to work less than their contracted hours while on modified duties.
Contract of employment during modified duties
Modified duties are designed to help employees return to work and resume normal contractual or substantive duties.
Modified duties agreed during this time are temporary. We should not view them as a variation of contract or a long-term or permanent change to a job role.
We expect employees deployed to a different part of the service while on modified duties to return to their contractual role as soon as they are fit to do so. 
Employees who want to remain in the modified role will need to apply for an existing vacancy in the usual way.
If OH or an employee’s GP recommends that reduced weekly hours will help them return to work, we will consider payment of full salary for the duration of modified duties.
The service will amend terms and conditions of employment to reflect any agreed arrangements that an employee has requested. For example, we will adjust annual leave and salary accordingly if we agree to reduce an employee’s working hours.
Employees can request well-being adjustments in the following circumstances:
They have an fluctuating underlying health condition which is not a disability and they feel that modifications to their job role, duties or the way they work would help them
Their current period of working on modified duties has ended and they feel they need longer-term assistance or support

We encourage employees to talk to us about the support they need before health becomes an issue and affects their performance or attendance. 
We want to talk to employees about their needs in the workplace and how we can help them protect their well-being. It may therefore be appropriate for managers to record any agreed support on the ‘Well-being action plan’ available from the HR intranet (for more information, please refer to the section ‘Guide to well-being adjustments’ below). This process is available to all employees (not just those with a disability) and is part of our duty to make reasonable adjustments.
Under the Equality Act 2010, organisations have a legal obligation to make reasonable adjustments to ensure that disabled people are not disadvantaged in employment. This may mean that we sometimes treat employees with long-term underlying health issues more favourably than others, including: 
Transferring them to a different role without competitive interview
Protecting their pay and permitting additional absence for illness
Providing rehabilitation or training

While it is important that managers understand when the legal obligation to consider and make reasonable adjustments is triggered, we also want them to identify and support everyone with long-term underlying health issues. 
[bookmark: _Toc20926036]Deciding whether the legal definition of disability has been triggered can be tricky and often a court has the final say. The service therefore extends the provision of reasonable adjustments to everyone diagnosed with a long-term condition that affects their ability to perform day-to-day activities.
What is a reasonable adjustment?
Reasonable adjustments include a change to the working environment that reduces the disadvantage someone experiences because of their disability or health condition. Reasonable adjustments allow employees to perform their job duties.
The service has a duty to make changes, not just to consider changes. The service is therefore expected to consider and make objectively reasonable adjustments.
[bookmark: _Toc20926037]If the service knows – or could reasonably be expected to know – that an employee has a disability, we have a duty to take positive and proactive steps to remove, reduce or prevent the obstacles they face. Failure to take these steps is disability discrimination.
What is reasonable?
The test of what is reasonable is objective. We should consider the following points when deciding whether an adjustment is reasonable:
Effectiveness – how well does the adjustment remove or minimise the disadvantage?
Practicability – how practical is the adjustment? (For example, how long will it take to implement and is training required?)
Cost – can we afford it or can we get an additional grant from an external source?
Disruption – how disruptive to your team and the service’s activities would making this adjustment be? (Do not be put off by this – we are simply assessing the amount and type of disruption; disruption does not always mean the change cannot be made)
Risk – would making this adjustment cause any risk to others? (An adjustment would not be ‘reasonable’ if making that adjustment compromised anyone else’s health and safety.)
Longevity – how long could the service accommodate or financially support the adjustment?

Document any reasonable adjustments identified and provided in the ‘Reasonable adjustments agreement record’.
While the service will consider all requests carefully, it may not be possible, for operational or other business reasons, to provide the exact support requested by an employee. In such cases, the manager should explain their reasons to the employee and suggest alternative ways the service can support their health and well-being at work.

[bookmark: _Modified_duties_and_1][bookmark: _Hlk135554950]Modified duties and reasonable adjustments
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	Definition

	Duration
	Reporting
	Recording
	Manager role

	


Modified duties







	Modifications or changes to the job role that enable return to work:
Following minor injuries or other temporary incapacity
While waiting for medical treatment or redeployment
Menopause
	Temporary
Fixed period, typically limited to three months, unless previously agreed
Can lead to formal capability or ill health retirement
	Report directly to HR (using the ’Modified duties record form’ available from the HR intranet)
	Ensure that information reported to HR is accurate, including any changes, such as date of return to full duties
	[bookmark: _Hlk135554654]Liaise with HR business partner on managing modified duties
Consider obtaining additional advice, for example, from OH
Review modified duties regularly and liaise with the employee

	
Reasonable adjustments





	Modifications or changes to the job role that support individuals with diagnosed long-term underlying medical health issues (disabilities)
[bookmark: _Hlk135554688]The service has been considering and making reasonable adjustments for a long time. It is a legal obligation under the Equality Act 2010

	Temporary, long-term or permanent changes to the job role
May be indefinite, subject to regular reviews (at least annually) and may change as the individual’s medical condition or need for support evolves
	If you are concerned about an employee’s underlying health or ability to perform their job roles, discuss it with your HR business partner
Report agreed reasonable adjustments to HR
	Use the ‘Reasonable adjustments agreement record’ to document agreed reasonable adjustments. The employee can pass this record on to their new manager, if they wish
Record reasonable adjustments on an individual’s personal records
	Liaise with OH and your HR business partner to ensure that support is relevant and benefits the individual
Conduct regular reviews to ensure the support reflects any substantial changes in an individual’s circumstances



71
Page 39 of 62            	Fire and Rescue Service Attendance and Absence Management Model Policy and Procedure V1.1		20230630Registered office: National Fire Chiefs Council Limited, 71-75 Shelton Street, Covent Garden, London, United Kingdom, WC2H 9JQ.  
Registered in England as Limited Company No. 03677186.  Registered in England as Charity No. 1074071.  VAT Registration No. 902 1954 46


[bookmark: _Guide_to_reasonable]Guide to reasonable adjustments
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	[bookmark: _Hlk135887432]Why are reasonable adjustments so important?
	We want to attract the most talented people to the service and ensure they can perform
We want to remove any barriers that prevent us from recruiting and retaining people with the right skills and behaviours who have a disability
We positively seek to make reasonable adjustments for everyone with a long-term underlying medical condition
We recognise that the legal definition of disability is narrow and some people who might not meet it would be disadvantaged
We want to help everyone return to work and stay in employment for as long as they can perform their roles and for as long as they wish to; this means that we must take steps to remove or reduce obstacles that a person with a disability might encounter; it is essential to do this with the employee
Under the Equality Act 2010, it is our duty to make reasonable adjustments, but we are not legally required to make adjustments that are not reasonable
We must make reasonable adjustments to ensure that people with disabilities (our employees, including job applicants, and service users) are not disadvantaged, including when they:
Contact us
Access our services
Apply for work with us

	How do we decide if an adjustment is reasonable?
	Question 1: Is an adjustment required?
Is the employee disadvantaged or experiencing a barrier at work?
Is the employee experiencing this disadvantage or barrier because of their disability?

If the answer to both questions is yes, then reasonable adjustment(s) must be made. 


	
	Question 2: What adjustments could remove this barrier?
Think about what would remove this barrier for the employee. Take into account OH advice and include the employee in the discussion, as they may also be aware of what would help them. Consider also seeking advice from external experts.


	
	Question 3: Is the adjustment reasonable?
Effectiveness – how well does the adjustment in question remove or minimise the disadvantage and for how long?
Practicability – how practical is the adjustment? (For example, how long will it take to implement and what training is required?)
Cost – can we afford it or can we get an additional grant from an external source?
Disruption – how disruptive to your team and the service’s activities would it be to make this adjustment? (Do not be put off by this – we are simply assessing the amount and type of disruption; disruption does not always mean the change cannot be made)
Risk – would making this adjustment cause any risk to others? (An adjustment would not be ‘reasonable’ if making that adjustment compromised anyone else’s health and safety.)

What is reasonable may differ in each case and depend on our ability to make the requested or required adjustment. We must fully consider all cases, including the employee’s own assessment of their abilities and advice from OH and external experts in different types of disability. 
The aim of the adjustment is to remove the disadvantage (for example, a physical feature or our normal expectations or targets in relation to attendance, fitness or performance).
It is easy and cost-free to implement some adjustments to help people with a mental health condition, including:
Developing a culture of openness about mental health in the workplace
Providing managerial support
Using flexible working patterns
Changing the physical environment
Offering a ‘Well-being action plan’ (available from the HR intranet)

	When do you need to act?
	When you become aware of a disability or underlying health condition
When we might reasonably expect to know that an employee has a disability or underlying health condition – for example, when there is an observable sign of a condition or issue, such as an employee having difficulty performing part of a job
When an employee asks for an adjustment

	What happens if we fail to make reasonable adjustments?
	We may lose talented people who just need an adjustment to do excellent work
This is one of the most common types of disability discrimination, and it is morally and legally right to make adjustments, provided these are reasonable
Employees who feel discriminated against can bring a claim of disability discrimination to an employment tribunal

	What happens if the service cannot make adjustments to enable an employee to continue in their original role?
	Managers must look for suitable alternative vacant roles the employee can do (with or without adjustments). This might mean redeploying an employee with a disability without a competitive interview and with pay protection, if the service considers this to be a reasonable adjustment.

If there are no suitable alternative vacant roles, then the service will consider terminating the employee’s contract.



[bookmark: _Guide_to_well-being]Guide to well-being adjustments
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	Who can apply for well-being adjustments?

	Employees with an underlying health condition that has some impact on their day-to-day activities and which is considered a disability or triggers our obligation to make reasonable adjustments
Employees who want to manage their symptoms proactively and request assistance and support at work

	Well-being adjustments request process

	Step 1: Request
Employees should complete the ‘Well-being adjustment request form’ and give it to their manager.

Step 2: Consideration
The manager will consider whether they can make the modifications or adjustments requested, including consideration of any negative impact on the team.

The manager will meet the employee to discuss their request in more detail. The manager may suggest alternative ways of supporting the employee at work, including an individual health risk assessment.

Step 3: Response
If the manager approves the request, they will confirm any agreed modifications or adjustments in writing.

If the manager agrees to reduce the employee’s working hours, the employee must be aware that this will be a permanent change to their contract of employment. They should therefore carefully consider all implications of the decision, such as the impact on their salary and pension.

Employees should also take this opportunity to complete a ‘Well-being action plan’ (available from the HR intranet) with their manager to record the relevant information about their health and the agreed changes.

Employees have no right to appeal against their manager’s decision, but the service hopes this process will help to identify and reach an agreement on the most appropriate way of supporting them at work. 




[bookmark: _Well-being_adjustment_request_1]Well-being adjustment request form
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	[bookmark: _Well-being_adjustment_request]Employee’s name

	


	Job title

	


	Department

	

	Please briefly describe your underlying health issues and their impact on your working life.


	






	Please tell us which modifications or adjustments to your duties you would like us to consider.


	





	How would these modifications or adjustments help you manage the symptoms of your underlying medical condition?


	








	Employee’s signature

	

	Date

	

	Please submit this form to your manager.



[bookmark: _Identifying_and_making]Identifying and making reasonable adjustments: FAQs
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What is an adjustment?
You may have heard of reasonable adjustments. Employers are required by law to make adjustments for employees with a disability or long-term health condition. These adjustments could include widening the door to a building, providing software that reads out text on a screen or allowing employees to work from a different location.
You do not need an employee to tell you they have a disability for you to make an adjustment. The important thing is whether you can remove barriers to make it easier for them to do their job. Making adjustments is not about handling an employee’s requests – waiting for employees to ask you before making adjustments is legally risky. More importantly, it is your responsibility to make adjustments to improve your team’s performance.
Sometimes an employee might request an adjustment that is not reasonable. If so, it is important to work with the employee to find alternatives and not simply reject their request.
How do we make adjustments?
Stage 1: Knowing when an adjustment is needed
Sometimes employees will be open about what they need. However, many employees will not make it clear that they have a disability or need an adjustment. 
Managers should make employees aware of adjustments that might help them. Such adjustments should be made whenever they are needed, even when employees have not asked for them.
The aim is not to find out whether an employee has a disability but whether they need an adjustment. Managers should be aware of significant changes in an employee’s:
Behaviour (they may become withdrawn, irritable, upset or forgetful, or generally act out of character)
Appearance (they may show signs of being in pain or discomfort, they may appear tired or run-down, or there may be changes in their clothing or personal hygiene)
Attendance (taking a long period off sick is obvious, but it can be harder to spot regular, infrequent absences or unusual patterns that might suggest a fluctuating condition or regular medical appointments)
Performance (they may be having difficulty with a particular element of their job)

Stage 2: Having the conversation
If you have concerns about an employee and feel they might benefit from an adjustment, the first step is simply to talk to them. Professional advice, like OH assessment, may be useful at a later stage, but often an open conversation between manager and employee is all that is needed.
Ideally, your HR business partner will attend the meeting. They will be able to offer additional guidance and help to arrange any follow-up assessments of the employee’s needs to identify any adaptations or modifications.
Use the checklist in the ‘Guide to reasonable adjustments’, which outlines the consideration process.
Stage 3: Making and reviewing adjustments
It is important to remember that adjustments are organic, ongoing arrangements, not one-off quick fixes. 
Different teams should work together to regularly review any adjustments. They need to make sure they continue to be effective as the employee’s disability or the business context changes. The most important thing is that effective adjustments benefit everyone.
Some of these adjustments might seem quite technical and complicated. However, we may be able to access help through some free services, such as the Access to Work scheme.
Effective communication between line manager and employee is essential to ensure that adjustments are beneficial to everyone.
Summary
An effective adjustment works to everyone’s benefit by enabling the employee to perform in their role.
You do not need to know whether an employee has a disability before making an adjustment. The important question is whether an adjustment will improve their performance.
You have a responsibility to identify when your employees may need an adjustment. It is not enough simply to respond to requests.
An adjustment is not a one-off intervention; it should be reviewed regularly to ensure that it continues to benefit everyone.


[bookmark: _Reasonable_adjustments_agreement][bookmark: _Guide_to_the]Guide to the reasonable adjustments agreement
Back to table of contents
	Purpose of the reasonable adjustments agreement

	The ‘Reasonable adjustments agreement record’ is a live record of workplace adjustments agreed between the employee and their manager.

Keeping this record up to date will minimise the need to renegotiate adjustments each time the employee changes jobs, teams or managers.

The agreement provides a structure for discussions about workplace adjustments.

	Review of and amendments to this agreement

	The agreement should be reviewed regularly, at least annually, and amended as appropriate:
At any regular one-to-one meeting
[bookmark: _Hlk135990770]At a welfare check meeting following a period of absence
Before a change of job or duties, or any organisational change that might affect the employee’s role
Before or after any change of circumstances
If the employee’s manager notices a change in their performance or feels that adjustments in place are not working
At the employee’s request

Additional OH advice can be obtained, if required. HR business partners might attend these reviews to offer advice and guidance.

	This agreement enables managers to:

	Understand how an employee’s condition or disability affects them at work
Recognise that an employee might be unwell or struggling and know what to do next (for example, who to contact)
Consider whether an employee needs to be referred to OH for advice about the kind of adjustments that could be effective or whether to seek guidance from an external expert
Consider whether there is a need to conduct a workplace risk assessment
Review the effectiveness of the adjustments already in place and ensure they continue to support the employee at work

	This agreement enables employees to:

	Explain the impact of their condition or disability at work
Suggest adjustments that will make it easier for them to remain at work and perform their role
Include information from their GP, if they wish
Request an OH assessment
Review the effectiveness of the adjustments already in place
Explain any change in their circumstances
Feel confident that their manager knows what to do if they become unwell at work





[bookmark: _Reasonable_adjustments_agreement_1]Reasonable adjustments agreement record
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The information provided in this ‘reasonable adjustments agreement record’ is confidential. It should not be shared without the employee’s written consent. The employee, their manager and, if appropriate, the HR business partner should each keep a copy of this document.
	Employee’s name

	

	Job title

	

	Department

	

	My disability or long-term health condition has the following impact at work:


	




	I have agreed the following reasonable adjustments with my manager:


	




	If a condition fluctuates
On a good day, when I feel well, my disability or long-term health condition has the following impact on me at work:


	




	If a condition fluctuates
When things are not so good, when I am feeling unwell, the following symptoms may indicate that I am not well enough to be at work:


	




	Therefore, I might need the following reasonable adjustments:


	




	Contact details in case of emergency


	Name

	

	Address

	

	Telephone

	



	Date

	

	Employee’s signature

	

	Manager’s signature

	



	Review record


	I believe the following changes in my long-term health condition or disability or changes to my situation are affecting my long-term health condition or disability. I request that the following changes be made to the current agreed adjustments:



	Agreed reasonable adjustments or changes to the current adjustments

	Date implemented 

	


	


	Meeting date

	

	Employee’s signature

	

	Manager’s signature

	




[bookmark: _Menopause_guidance]Menopause guidance
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This aim of this guidance is to make managers aware of menopause-related issues and to suggest ways they can support women going through the menopause. 
By improving understanding of the menopause, the service wants to promote inclusive, non-discriminatory and open-minded management support for all employees who are directly or indirectly affected by the menopause.
We want to create a work environment in which women feel confident to discuss their symptoms with managers and ask for adjustments, so they can continue performing and contributing to their full potential. We also recognise that the menopause can affect the well-being and performance of women’s partners.
Menopause is a natural condition of life and should not be an awkward or embarrassing topic of discussion.
As an employer, we have a duty to recognise menopause as a health and safety issue (which triggers our responsibility to provide a safe working environment) and an underlying medical condition (which in some cases may amount to a disability). 
We are committed to ensuring that adjustments and additional support are available to everyone experiencing menopausal symptoms.
What every manager needs to know about the menopause
What is menopause?
Menopause is a natural stage of life when a woman’s oestrogen levels decline and she stops having periods. Women usually experience the accompanying symptoms for several years.
When does it happen?
Typically, women go through the menopause between the ages of 45 and 55. The average age of women going through the menopause in the UK is 51, but around one in 100 experience it before the age of 40. 
When women go through the menopause before the age of 45, this is referred to as ‘early menopause’. Some women go through the menopause after the age of 55, when it is called ‘late menopause’, but 80% of women stop having periods by the age of 58.
What are the symptoms?
The menopause can have a wide range of physical and psychological symptoms that can last for several years. Most women going through the menopause share some symptoms, but everyone is different. Symptoms can fluctuate and women can experience them differently. Some of the most typical symptoms of the menopause include:
Psychological issues, such as mood disturbances, anxiety, depression, memory loss, panic attacks, loss of confidence and reduced concentration
Hot flushes
Sleep disturbances that can make women feel tired and irritable
Night sweats (hot flushes that happen during the night)
Irregular periods or periods that become light or heavy
Muscle and joint stiffness, aches and pains
Recurrent urinary tract infections
Headaches
Weight gain
Palpitations
Skin changes
Reduced sex drive

Each of these symptoms can pose a challenge for women and affect their comfort and performance at work and their relationships with colleagues.
the role of Managers in providing support
To spot early signs of ill health or distress, managers should:
Build relationships based on trust, empathy and respect
Provide informal opportunities for conversations about changes in health situations, including menopause
Create an open and inclusive culture by asking employees about their well-being and encouraging them to raise concerns
Not make assumptions: everyone is different, and symptoms can fluctuate and be experienced differently

To manage absence, managers should:
Recognise that menopause symptoms can lead to absence from work
Keep in touch with employees during absence
Support an effective return to work
Request a health and safety risk assessment to ensure that the working environment does not make menopause symptoms worse
Record menopause-related sickness as an ongoing issue rather than short-term absence
Ask a HR business partner for advice

To manage performance, managers should:
Adopt a proactive approach, based on regular feedback and discussion
Consider whether any health issues are contributing to underperformance
Seek additional information, if appropriate (for example, consider OH referral)
Suggest completing a ‘Well-being action plan’ (available from the HR intranet)

The following table offers some practical steps for managers to take to help women address some of the most common symptoms of menopause:
	Symptom

	Practical advice

	Sleep disruption and night sweats
	Recognise that short-term absence may be needed after a difficult night
Consider temporarily swapping shifts 
Offer flexible working using flexible working regulations
Allow working from home on an ad hoc basis after a bad night

	Hot flushes and daytime sweats
	Provide a fan, move a desk close to a window or adjust air conditioning
Provide access to cold drinking water
Consider temporary adjustment to duties (confined spaces and crowding can make hot flushes worse)
Make the office environment comfortable (this is relevant for everyone), considering layout and ease of access to facilities
Allow women wearing a uniform to request to adjust or partly remove certain items of clothing
Consider providing extra uniform items and access to shower facilities so that employees can change their uniform during their shift
Suggest the use of natural fibres, like cotton, for employees experiencing hot flushes and sweating

	Heavy or irregular periods
	Provide easy access to shower or washing and toilet facilities with adequate privacy:
Women going through menopause may need to change their clothes
Some women experience an increased need to go to the toilet and irregular or heavier periods
Allow temporary working from home
Consider temporarily adjusting duties (the physical demands of a job can make heavy periods harder to manage)

	Headaches and fatigue
	Consider temporarily adjusting duties 
Provide a quiet area to work and a rest room
Ensure easy access to drinking water
Allow regular breaks

	Muscular aches; bone and joint pain
	Make necessary temporary adjustments
Request a health and safety risk assessment
Recommend OH referral and physiotherapy
Allow regular breaks to move around

	Psychological issues, such as loss of confidence, poor concentration and anxiety
	Direct employees to the Employee Assistance Programme and their GP
Address work-related stress (workload, deadlines, responsibilities) by completing a stress risk assessment
Consider making adjustments to challenging tasks and duties
Provide access to a quiet space to work or offer the opportunity to work from home
Ensure access to natural light
Allow flexible breaks and flexible working time
Offer support for the fitness test
Consider offering one-to-one fitness testing (at a time when many women have low self-esteem, their confidence is affected and they may find the idea of running in the presence of male colleagues daunting)
Consider offering one-to-one practice sessions for women who may be experiencing heavy menstrual bleeding
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(You may wish to add your service-specific disciplinary procedure here.)
The purpose of this guidance is to outline for employees and managers the steps the service will take in cases of unauthorised absence.
There may be situations when employees are unable to contact their manager straight away to report their absence. However, if they have a genuine and reasonable explanation for their absence from work, the service expects them to contact their manager as soon as they can. 
Employees who are dealing with an unexpected situation – for example, a domestic incident involving a dependant – can request special leave. This applies to all employees.
Unauthorised absence, also referred to as absence without leave (AWOL), is when an employee fails to attend work, for example:
After annual leave or any other authorised period of leave
Without notifying their manager about their sickness
Without providing a fit note for a period of sickness absence
For any other reason without notification or authorisation

If an employee is absent from work without good cause and fails to notify their manager, the service will treat the absence as disciplinary misconduct. This may trigger the following actions:
The service will stop the salary of employees who fail to co-operate with their manager
The service will terminate the contract of employment of employees if their absence continues without leave permission and is considered a serious disciplinary offence

Whatever the reason for their absence, it is vital that employees are honest with their managers and explain the situation. 
Managers may authorise discretionary special leave to help employees deal with personal issues, if that is the reason for their absence from work. 
Managers usually authorise leave before it is taken, but they will consider authorising leave retrospectively in the event of an emergency or bereavement. For more information, please refer to special leave procedures. (You may wish to add your service-specific special leave procedures here.)


	Step 1: First day of unauthorised absence

	Managers should:
· Try and contact the employee
· Keep a note of the means they used (telephone, email, text message), times of calls and any voice messages left
· Leave a message asking the employee to return the call if they do not answer the phone
Consider contacting the employee’s next of kin to explain that the employee is absent from work and has not answered the phone, and to ask the next of kin to request that the employee makes contact

	Step 2: If unauthorised absence continues after Step 1

	Managers should take the following actions if unauthorised absence from work continues or they have not heard from the employee by the second day of absence or the next time they are due on duty:
· Repeat Step 1
· Write a formal letter of concern (using ‘Template 1: First letter of concern’ below) and post it to the employee’s home address by first class recorded delivery; managers should also email a copy of the letter to the employee, if possible 
· A formal letter of concern will advise the employee that they must make contact with their manager within three days of the date of the letter, that the absence is causing a serious concern and that failure to comply may result in disciplinary action
· Liaise with their HR business partner if they need help with the letter
· Continue to try and contact the employee up to the deadline specified in the letter
· Consider whether it would be appropriate to arrange a home visit to check on the welfare of an employee who lives alone

	Step 3: If unauthorised absence continues after the first letter of concern 

	Managers should take this step if unauthorised absence from work continues and they have not heard from the employee within three days of the date of the first letter of concern:
· Write a second letter of concern (using ‘Template 2: Second letter of concern’ below) and post it to the employee’s home address by first class recorded delivery; managers should also email a copy of the letter to the employee
· If possible (the second letter of concern asks the employee to contact their manager within three days of the date of the letter, states that their absence is causing serious concern and warns that failing to comply may result in a Disciplinary Hearing and termination of employment)

	Step 4: If unauthorised absence continues after the second letter of concern 

	Managers will invite the employee to a Disciplinary Hearing (using ‘Template 3: Invitation to a Disciplinary Hearing’ below) to answer the allegation of unauthorised absence if:
· Absence continues
· They have not heard from the employee
· They have not received any relevant information by the deadline specified in the second letter of concern 

Managers will send the invitation letter to the employee’s home address by first class recorded delivery and email a copy of it to the employee, if possible. The service’s investigation process ends at this stage.

If the employee returns to work or contacts their manager at any stage before Step 5 (Disciplinary Hearing), their manager will consider the following points when establishing the employee’s reasons for failing to follow absence reporting procedure:
· If the employee has a good reason for their absence (such as an accident or emergency, managers should agree a return-to-work date or a period of special leave (if required and appropriate)
· If the employee claims they were so sick they were unable to contact the service, managers should ask the employee to provide reasonable evidence; if the employee cannot provide reasonable evidence, the service may consider whether the claimed sickness absence was genuine
· If the employee does not have a good reason for their unauthorised absence, managers should consider inviting them to an informal meeting to discuss the situation in more detail; following this meeting, managers may decide to issue an informal disciplinary warning

	Step 5: Disciplinary Hearing

	If the employee attends the hearing, it will be conducted in line with our disciplinary procedure.

If the manager has still not heard or received any information from the employee, they will rearrange the hearing and write another letter inviting the employee to the rescheduled hearing. 

This letter will make it clear that the hearing will go ahead without the employee if they do not attend on the scheduled date. This means that the service may decide, in the employee’s absence, whether to end their contract of employment.
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Template 1: First letter of concern
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Dear [ ]
I am extremely concerned to note your failing to report for work on [date(s)] and I have not heard from you since then.
I tried to telephone you on [mobile phone or landline number(s)] several times on [date(s)]. There was no reply on each occasion [and I left messages for you, but you have not returned any of my calls]. I also emailed you on [date(s)] and tried to contact you via text messages on [date(s)].
Please contact me on [manager’s email address and phone number] as soon as possible or within three days of this letter to let me know why you did not report for work, why you did not contact me and when you expect to return to work.
The service regards absence from work without permission and without good reason as a serious matter which could result in disciplinary action up to and including dismissal.
Yours sincerely,


Template 2: Second letter of concern
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Dear [ ]
Following my previous letter dated [date of the first letter of concern], I am writing again about your continuing unauthorised absence from work.
I am extremely concerned to note your failure to report for work on [date(s)] and I have not heard from you since then.
I tried to telephone you on [mobile phone or landline] several times on [date(s)]. There was no reply on each occasion [and I left messages for you, but you have not returned any of my calls]. I also emailed you on [date(s)] and tried to contact you via text messages on [date(s)].
Please contact me on [manager’s email address and phone number] as soon as possible or within three days of this letter to let me know why you did not report for work, why you did not contact me and when you expect to return to work.
The service regards absence from work without permission and without good reason as a serious matter which could result in disciplinary action up to and including dismissal.
At this stage, your conduct in failing to report for work without providing any reason for your absence implies that you intend to resign, or have resigned, your position with the service. If this is the case, please let me have your resignation in writing. If this is not the case, please notify me as soon as possible.
Yours sincerely,


Template 3: Invitation to a Disciplinary Hearing\
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Dear [ ]
Re: Invitation to a Disciplinary Hearing
I am writing about your continued absence from work and your failure to respond to my letters dated [dates of the first and second letters of concern].
I tried without success to contact you on [mobile phone or landline number(s)] on [date(s)]. I have also [list all attempts to make contact].
You have now been absent since [date] and you have not contacted me to explain your absence. As I explained in my previous letters, the service takes a very serious view of this situation. 
The service regards absence without good cause and failure to follow the notification requirements as very serious misconduct and grounds for disciplinary action, including dismissal.
We have now reached the stage of considering your dismissal. We require you to attend a formal Disciplinary Hearing to discuss your absence and failure to comply with the service’s absence notification procedure. 
[bookmark: _Hlk135551816]We will hold the hearing in accordance with our disciplinary procedure (see enclosed copy).
The meeting will take place at [place] on [date and time]. It will be chaired by [name]. You are entitled to attend this meeting with a workplace companion or a trade union representative. If you wish to be accompanied, please let me know the name of the person who will attend the hearing with you, so I can make the necessary arrangements.
You will be given every opportunity at the hearing to respond to our concerns about your unauthorised absence.
I hope that you will reflect on the seriousness of the situation and that you will attend the hearing. If, for any reason, you are unable to attend or if you have any questions about this letter, please contact me on [email and phone number].
Yours sincerely,




Encl. Disciplinary procedure
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