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1. SCOPE  

  

1.1 The Supporting Attendance at Work Policy and Procedures apply to all employees of Argyll and 
Bute Council. 
 

 

2. INTRODUCTION 

  

2.1 We value our employees and want them to be fit and healthy, if people are able to work 
efficiently and effectively this also benefits the organisation. Whilst some absence due to 
sickness is inevitable, the Council's objective is to ensure that employees are supported and 
sickness absence is minimised through supporting staff wellbeing and fair and consistent 
procedures. 
 

2.2 Absence due to sickness can be for a number of reasons. It is important that within a common 
policy approach, instances of sickness absence are dealt with on an individual basis. A 
balanced approach is required which takes into account the need to maintain high levels of 
attendance whilst ensuring employees are treated fairly, consistently and sympathetically.  
 

2.3 It is intended that the Supporting Attendance at Work Policy and Procedures be used positively 
and constructively to support and enable employees to return to or remain at work. At all 
stages, discussions will focus on exploring ways to improve and maintain attendance thereby 
ensuring service needs are met. The particular circumstances of each individual will be 
considered and relevant support measures implemented where these can contribute to 
improved attendance levels.  
 

2.4 A healthy workforce and a healthy working environment are essential to achieving higher levels 
of attendance and providing high quality services. With this in mind, the Council has developed 
a Wellbeing Strategy which outlines its commitment to improving the overall health and 
wellbeing of the workforce in line with the Council’s corporate values (Caring, Committed, 
Collaborative and Creative).  Through developing services such as Occupational Health, the 
Employee Assistance Programme, and by promoting health at work via employee wellbeing 
events and initiatives, it is hoped to both better support employees and improve attendance 
levels.  
 

2.5 There are a number of other Council policies which are complementary to the Council’s wider 
approach to promoting health at work and these include the Equality and Diversity Policy and 
Health and Safety Policies as well as other procedures and guidance documents mentioned in 
the procedures. 
 

2.6 In the case of illness resulting from a disability, “reasonable adjustments” will be made 
wherever practicable to support and facilitate an employee’s attendance at work in accordance 
with the Equalities Act 2010. 
 

2.6 A copy of the Supporting Attendance at Work Policy can be found on The HUB and 
MyCouncilWorks.  
 
 
 

http://intranet.argyll-bute.gov.uk/my-hr/sickness-and-absence
https://mycouncilworks.co.uk/staff-policies-and-procedures/
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3.  SUPPORTING ATTENDANCE AT WORK – DETAILED PROCEDURE 
 

3.1 Argyll and Bute Council is committed to creating a culture where employees and managers 
work collaboratively in a positive way to promote employee wellbeing and to prevent or reduce 
sickness absence occurring, as far as possible. 
 

3.2 Employee wellbeing is important to the council and positive and timely management of 
attendance issues is an active indication of this. Where possible, managers should also 
intervene at an early stage to facilitate additional support and help prevent absence from work.    

3.3 The Supporting Attendance at Work procedures should be read together with the Supporting 
Attendance at Work policy. These procedures equip managers to support employee wellbeing 
and set out the framework for managing absence, ensuring that managers take prompt and 
timely action in relation to absence in accordance with the triggers set. 
 

3.3 These procedures along with the supporting guidance notes, standard letters and guidance 
from the Employee Relations Team equip managers to manage absence in an appropriate way, 
treating employees in a supportive, fair and consistent manner. 
 

4.         NOTIFICATION OF ABSENCE 
 

4.1 Where an employee requires to report as absent from work they must notify the Absence Line 
(or follow the local guidance for notification for absence set by their service) as soon as is  
possible and certainly on the first day of absence, and as far as possible, prior to their 
scheduled start time. 
 

4.2 The employee is required to report the reason for absence on the first day and provide an  
update to their line manager on the fourth and seventh day of the absence. Thereafter, the 
method and frequency of maintaining regular contact will be agreed between the line manager 
and the employee. 
 

5. MAINTAINING CONTACT 
 

5.1 Maintaining contact is a shared responsibility between the manager and employee and the 
method and frequency of this should be agreed between both parties. The employee has a 
responsibility to maintain contact with their line manager, and where possible this should be 
done by the employee themselves rather than a representative and likewise the manager must 
make sure that contact is maintained. 

5.2 During periods of absence, managers must keep the employee up to date with new policies, 
procedures, team updates etc. to ensure that the employee continues to feel part of the team 
and that they are aware of any changes. Managers should also keep in contact in order to gain 
an understanding of when the employee expects to be back at work and to provide any support 
the Council can to assist their recovery.   
 

5.3 Should an employee wish to go on leave during their absence they should request permission 
for annual leave in the normal manner and ensure that they have consulted their GP to ensure 
this would not have any adverse impact on their health. This will be recorded as a period of 
leave on their record but an employee will require to be certificated during their absence if they 
do not return to work following this. Should an employee not be on full pay during this period a 
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manager should ensure that a notification is sent to attendanceenquiries@argyll-bute.gov.uk to 
request full pay for this period of leave. 
 

5.4 Please refer to the Absence Line Procedure available on the The Hub and MyCouncilWorks for 
additional information on reporting absence, maintaining contact and submission of fit notes.  
 

6. CERTIFICATION OF SICKNESS 
 

6.1 Self-Certification:   
Employees who are absent for 7 calendar days or less are required to complete a self-
certificate form.  
 

6.2 
 
 
 
 
 

Medical Certificate/Fit Note: 
Employees who are absent for more than 7 calendar days must submit a Fit Note (Statement of 
Fitness for Work) signed by their GP. The Fit Note will advise if the employee is not fit for work 
or can return to work on a phased return or amended duties.   
 
Please consult the absence line procedure for further information on their interpretation and use. 

6.3 Employees should submit their fit notes to their line managers who should thereafter send to    
attendanceenquiries@argyll-bute.gov.uk  It is an employee’s responsibility to ensure that they 
have fit notes for their period of absence beyond 7 calendar days and these are submitted 
timeously.  Managers must monitor this and contact employees if fit notes are not received. 
 

6.4 Failure by an employee to follow absence notification procedures, maintain contact or submit fit 
notes without good reason may result in sick pay being withheld and the Council’s Disciplinary 
Procedures and Code of Practice being implemented. This will also apply if it is found that the 
sickness absence is not genuine or the employee unreasonably refuses to engage with this 
policy and procedure.  
 

7. MEDICAL SUSPENSION 
 

7.1 The Council has a duty to take all reasonable steps to ensure the health and safety of its 
employees. In exceptional circumstances there may be a requirement for the Council to 
suspend an employee on medical grounds if it believes that an employee or the organisation is 
particularly at risk. 
 
Where possible, the employee should be encouraged to seek advice from their GP regarding 
their fitness to be at work and this may lead to them being issued with a Medical Fit Note. 

 
Where the employee is unwilling or unable to consult their GP, it will be necessary for an 
appropriate manager to undertake a risk assessment* to establish the level of risk to the 
individual, their colleagues and the organisation. A decision to medically suspend an employee 
can only be taken by Heads of Service and in conjunction with the Employee Relations Team.  
 
As part of the risk assessment, all other options such as temporary adjustments to duties or 
alternative employment should be exhausted before a medical suspension is considered.   
 

mailto:attendanceenquiries@argyll-bute.gov.uk
http://intranet.argyll-bute.gov.uk/my-hr/sickness-and-absence
https://mycouncilworks.co.uk/absence-line-procedure/
mailto:attendanceenquiries@argyll-bute.gov.uk
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Whilst seeking appropriate medical advice, medical suspension will normally be on the basis of 
continued entitlement to full contractual pay. Employees must remain available for work during 
this time.  

 
The employee would normally be medically suspended only until such time as it can be 
established via an Occupational Health referral that they are fit for work.  
 
Heads of Service are required to review the suspension at least once every 10 working days, to 
ensure they are acting on the most up-to-date medical information available and that 
suspension is still necessary. 
 
The employee has the right to appeal the decision to suspend them on medical grounds and 
should do so in writing to the Head of Service. 
 
*Please note: Only persons who have been trained in Risk Assessment methods should 
undertake this procedure. For details on risk assessments please contact the Health and 
Safety team for further information. 
 

8. TYPES OF ABSENCE 

8.1 Short Term Absence 
 

This involves patterns of absence due to illnesses that may or may not be connected. Short 
term absences last less than 28 days. This type of absence may indicate other circumstances 
that may need to be explored and resolved or an underlying medical condition. 
 
For the purposes of this procedure the types of short term absence are managed differently 
depending on whether they are as a result of an underlying health condition. 
 

8.2 Long-Term Absence 
 
Any period of absence from work because of ill health lasting more than 28 calendar days is 
deemed to be long term sickness absence. 

 
The focus of managing a long-term absence is supporting the employee back to work as soon 
as is possible or working with occupational health to determine whether ill-health dismissal is 
appropriate.  
 

8.3 Managing a Combination of Short Term and Long Term  
 
In some circumstances, patterns of absence may not fall neatly into the long/short term 
categories outlined above and employees may meet triggers for both short and long term 
processes. Where an employee has a combination of long and short-term absences then these 
should be managed at the same time. Please see below for illustrative examples.  Further 
assistance from the Employee Relations Team is available where required. 

 
8.3.1  Short Term to Long Term Absence: 

Where an employee is already at stage one or two for short term absence and 
then becomes absent for a period stretching into long term, managers should 
review the employee’s absence record, the reason for absence and consider a 
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referral to Occupational Health prior to moving to the next stage in the long term 
process. 

 
 8.3.2 Long Term to Short Term Absence 

Sometimes employees may have been off long term and then return to work but 
reach the next stage with a short term absence.  Managers should consider the 
reason for absence and whether it is connected to the previous long term absence 
in which case it may be appropriate to refer to Occupational Health prior to 
moving to the next stage in the short term process.   

 

8.4 Sickness Attributable to an underlying health condition 
 

In understanding whether an employee has an underlying health condition contributing to short 
term frequent absence, the manager will take account of information provided by the employee, 
the employee’s GP and occupational health. 
 
Where occupational health advice states that there is an underlying health condition, the 
employee will be managed via the Ill Health Capability process when they reach Stage 3 of the 
short term absence process.   
 

8.5 Patterns of Absence 
 
Managers should be aware that there are various types of patterns of absence which can 
emerge when sickness absence is being regularly reviewed, such as before or after weekends, 
annual leave, public holidays or personal related problems e.g. caring for dependents.  

 
Managers should not assume that this indicates that an absence is not genuine, but should be 
prepared to discuss this with the employee to try to establish what health problem exists and 
find ways to resolve the problem. 
 

8.6 Work-Related Absence/Industrial Accident 
 

Where an employee has indicated that the absence is work-related, the manager must ensure a 
PERS/S/100C Form is completed within 24 hours which should be submitted to the Health and 
Safety Section for review.  If further assistance is required then the line manager should make 
contact with the Health and Safety Section who will advise if further investigation is needed. 
 
If an employee has not reported an accident at work and the employee subsequently believes 
their ill health or injury is caused by work, they should contact their line manager and discuss why 
they believe that work has contributed to or caused their ill health or injury. The line manager will 
then follow the steps above.  
 

8.7 Maternity Related Absences: 
 

Absences directly related to pregnancy or maternity, where this is declared on the self-
certificate and/or medical certificate will not be counted for the purposes of trigger points. 
However, Stage 1 and 2 meetings should still take place to ensure the employee is supported. 
 

8.8 Stress Related Absence 
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Stress and other related mental health conditions account for a large proportion of the overall 
absence across the Council and it is important that managers recognise the signs of stress and 
offer support to employees at any early stage. This can be particularly challenging when the 
employee is not in the same location or is home working, but advice and support is available on 
The Hub and MyCouncilWorks . Where an employee is absent from work due to stress, the 
Reducing Stress in the Workplace Procedures should be followed. In general a Stress Risk 
Assessment should be completed in all instances of work-related stress absence, together with 
a referral to Occupational Health.   
 

8.9 Terminal Illness 
 
Where an illness or medical condition is diagnosed as one from which the employee will not 
recover and they have a short life expectancy, the most appropriate course of action will be 
considered. At all times the employee will be dealt with sympathetically and treated with respect 
and dignity. The options available will be discussed at the appropriate time taking into account 
their individual circumstances. 

 
It is imperative that managers consult Employee Relations at the earliest opportunity to ensure 
early discussion on the options available. However, there is still a requirement that this is 
reasonably managed in accordance with this procedure. 
 
In cases where an employee has been diagnosed with a terminal illness it may be appropriate 
in some circumstances to suspend any decision to dismiss. These situations will be considered 
carefully in consultation with Employee Relations, taking account of the particular 
circumstances. 
 

8.10 Contagious Diseases 

Employees must telephone the absence line to report their absence if they are suffering from an 
infectious or contagious disease. If advised by the GP to refrain from work, employees cannot 
return without clearance from their GP. If the GP has advised that the employee should not 
attend work, alternative measures should be explored including home working, working in 
isolation, use of PPE, temporary redeployment, alternative working hours etc.   
 
Employees who have been in close contact (e.g. with a member of their immediate family) with 
an infectious or contagious disease, such as tuberculosis, chicken pox, measles, meningitis or 
any other serious condition that could be passed on to work colleagues should notify their line 
manager of the condition and seek advice from their GP on the need to stay away from work. 
This is especially important if one of their colleagues is known to be pregnant or is known to 
have a suppressed immune system. 
 
Where an employee who has been absent due to an infectious disease, is otherwise fit to return 
to their place of work but is unable to do so due to the need to observe a period of quarantine, 
consideration should first be given to whether the employee is able to undertake alternative 
duties and/or work at an alternative location e.g. home during the quarantine period. 
  
In the event that alternative duties are not feasible, and to prevent the infectious disease 
becoming widespread, the line manager will identify the period of time and the service/s to 
which this will apply.  The manager must obtain information regarding the nature of the illness 

http://intranet.argyll-bute.gov.uk/my-hr/stress
https://mycouncilworks.co.uk/dealing-with-stress/
http://intranet.argyll-bute.gov.uk/my-hr/stress
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and obtain advice, if necessary, from Infection Control or Occupational Health whether a period 
of further exclusion is required after the symptoms have subsided and sick leave has ended. 
 
Where the absence is the result of a notifiable infectious disease and whilst the employee is 
suffering from the effects of the disease, the absence will be recorded as a period of sickness in 
the usual way.  Where the advice requires the employee, for purposes of infection control to 
remain off work, this subsequent period will also be regarded as sickness absence.  However, it 
may not count towards the Supporting Attendance at Work triggers. If an employee is employed 
within a catering of caring function, they must follow Argyll and Bute Council Safe Food Policy 
Section 2.8 and remain off work until they have been clear of symptoms for 48 hours. 
 
In the event of a national pandemic, such as Coronavirus, specific guidance will be available via 
The Hub and MyCouncilWorks and HR Employee Relations Team. 
 

8.11 Ill Health which does not lead to absence from work 
 
There may be occasions where an employee is suffering from ill health, but this does not lead 
to the employee being absent from work. If the employee believes their ill health is having an 
impact on their ability to undertake their duties they should raise this with their line manager in 
the first instance.  
 
The line manager should discuss the matter with the employee; discuss whether any additional 
support can be provided to the employee to support them at work and/or review any workplace 
risk assessments (including those for stress), where appropriate. In this circumstance the line 
manager may request to seek advice and guidance from the Council’s Occupational Health 
advisors and/or the Employee Assistance Programme. 
 

9.0 OCCUPATIONAL HEALTH 
 

 
9.1 

 
The purpose of an Occupational Health referral is to provide managers with advice that will 
assist them in managing the attendance of an employee including, where appropriate, guidance 
on how an employee can be supported to return to, or remain at work. A referral is beneficial for 
both the manager and the employee, and should be regarded positively and not as a punitive 
measure.  Please refer to further guidance available on The Hub and MyCouncilWorks.  

 
The report provided by Occupational Health will only contain recommendations and advice in 
relation to how an employee’s health problems impact on their ability to carry out the duties of 
their post, and not their full medical history and details. 

 
Employees must co-operate with Occupational Health throughout their period of absence. If an 
appointment has been arranged and the employee fails to attend, or fails to provide adequate 
notice of cancellation without good reason, then any entitlement to occupational sick pay may 
be withheld and disciplinary action against the employee may be taken. Managers considering 
disciplinary action should, in the first instance, consult Employee Relations. 
 
Early referrals to the Occupational Health or Employee Assistance Programme Service are vital 
in circumstances where any musculoskeletal problems or stress factors have been identified.  
 
 

http://intranet.argyll-bute.gov.uk/
https://mycouncilworks.co.uk/
http://intranet.argyll-bute.gov.uk/my-hr/occupational-health-referrals
https://mycouncilworks.co.uk/occupational-health-referrals/
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10. EMPLOYEE ASSISTANCE PROGRAMME (EMPLOYEE COUNSELLING) 
 

10.1 The Employee Assistance Programme is an employee benefit designed to help employees deal 
with any personal or professional problems which could be impacting on their general health 
and well-being.  

The service provides independent confidential support, information and help on a wide range of 
topics. 
 
For more information on the Employee Assistance Programme, how it can support employees 
and managers and how to make contact please refer to further guidance on The Hub and 
MyCouncilWorks 
 

11. REASONABLE ADJUSTMENTS 
 

11.1 The Equality Act 2010 places a duty on employers to make ‘reasonable adjustments’ to any 
provision, criterion or practice that they apply and to physical features of their premises to 
accommodate the needs of employees with disabilities. 
 

11.2 Considerations of reasonable adjustments are important when dealing with attendance issues 
where an employee falls within the provisions of the Equality Act 2010.  Please refer to the 
guidance on The Hub.   
 

12. MANAGER’S DISCRETION 
 

12.1 Application of this policy and procedure is not discretionary.  However, a key aspect of 
managing absence is the ability of managers to apply discretion when an employee reaches a 
particular stage, if appropriate, so that the action which is recommended by the framework is 
adjusted to that individual’s circumstances. When a manager is considering using their 
discretion there should be a clear reason, some examples of these situations are given below: 

 

 Employee has had a good attendance record over a number of years e.g. last 3 
years and whose attendance has not previously been a cause for concern 

 Employee is absent due to a chronic illness/disease 

 Employee has to undergo a surgical procedure/requires hospitalisation which has 
a specified/expected date of recovery 

 Employee has a disability of underlying medical condition which affects their 
attendance intermittently over a set period of time.   

 Employee has been absent due to bereavement 

 Employee has been absent due to an injury at work 
 
Managers can also seek advice from Employee Relations regarding individual circumstances. 
 

13. SUPPORTING ATTENDANCE AT WORK 
 

13.1 Return to Work Discussion (“RTWD”) 
 

On each occasion an employee returns to work following a period of sickness absence, 
irrespective of the duration, the employee’s line manager/supervisor will arrange to meet or 

http://intranet.argyll-bute.gov.uk/resources/strathr/hr/empcounserv
https://mycouncilworks.co.uk/employee-counselling-service/
http://intranet.argyll-bute.gov.uk/my-hr/managing-sickness-and-leave
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telephone the employee as soon as possible (within 3 working days of returning from the 
absence). This discussion must be recorded using the Return to Work Discussion form. 

 
For further guidance on conducting these discussions please refer to the return to work 
guidance on The Hub. 
 

13.2 Supporting Attendance Meetings 
 
Supporting Attendance Meetings are held to discuss an employee’s attendance level in more 
detail. This procedure prompts managers and employees to meet at particular stages of long-
term absences and short term absences to review the absence and consider what, if any, 
actions need to be taken. 

 
A Supporting Attendance Meeting should allow for: 

 

 A discussion regarding the reasons for the absence(s), any links between the 
absences and any patterns of absences. 

 The opportunity to identify any issues affecting the employee and their ability to 
attend work 

 All relevant supports and or reasonable adjustments to be considered, discussed and 
offered to the employee so that a successful return to work or improved attendance 
can be facilitated. 

 Identification of the next steps e.g. referral to Occupational Health, counselling 
service, next stage of procedure 

 Agree objectives for improvement or dates to convene the next stage in the process 
 

Following the meeting the substance of the discussion should be confirmed in writing to the 
employee by their line manager. This letter should refer to discussions on the above points as 
well as any other relevant issues discussed at the meeting. 
 
There are two stages of the Supporting Attendance Meetings (“Stage 1” and “Stage 2”).  
 
Stage 1 meetings will review the employee’s attendance, explore any underlying issues and set 
objectives for improvement and a date to meet again which should be confirmed in writing. 
 
Stage 2 meetings will take place where objectives for improvement  set at the Stage 1 meeting 
have not been met or in the long term process where the employee continues to be absent from 
work, and consider the next steps, which should be confirmed in writing. 

 
In some circumstances it may be appropriate to accelerate some stages of the procedure, 
particularly where the level of absence cannot be sustained by the Council and there is every 
indication that levels of attendance are unlikely to improve.  Equally, there may be occasions 
where it is appropriate to extend timescales for stages in the process – please see section 9 
“Manager’s Discretion” for more information on this. 
 
Supporting Attendance Meetings should ideally take place face to face wherever possible. 
However, where there are excessive travel distances or where other restrictions are in place(i.e. 
due to Covid or other pandemic restrictions) they can take place via Skype, Teams or other 
virtual platform, or over the phone.  Make sure that the platform you have chosen is accessible 
to the individual and takes account of any special needs they may have.  

http://intranet.argyll-bute.gov.uk/my-hr/managing-sickness-and-leave
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Copies of the outcome letters from Supporting Attendance Meetings should be sent to 
Employee Relations to be retained in the employee’s personnel file. 
 

13.3 Accompaniment and Representation 
 

Employees can be represented at formal Supporting Attendance Meetings by a trade union 
representative or a work colleague.  In specific circumstances, an individual may wish to 
request to bring an alternative or second representative to a formal attendance meeting.  For 
example, where the employee has a disability as defined under the Equality Act 2010, they may 
require to be accompanied by a representative from a support organisation such as a CPN or 
care-worker.  Where this is allowed, it must be confirmed in advance which representative will 
actually be presenting the case on behalf of the employee. 

The employee’s representative will be allowed to address the meeting to put and sum up the 
employee’s case, respond on behalf of the employee to any views expressed at the meeting 
and confer with the employee during the meeting.  The representative does not, however, have 
the right to answer questions on the employee’s behalf, address the meeting if the employee 
does not wish it or prevent management from explaining their case. 

Being accompanied is different from being represented.  The companion will not be allowed to 
speak on the employee’s behalf, but may ask for clarification on the questions asked. At the 
end of the meeting, the companion may raise any other issues that are important to the case, 
but the employee must answer any questions that result from this. 

Where an employee is to be accompanied or represented, they should provide relevant details 
to the manager convening the meeting sufficiently in advance of the meeting.  It is the 
employee’s responsibility to supply copy documentation for their representative or companion. 

13.4 Multiple Posts 
 

If an employee holds more than one post within the Council and is absent from all of their 
contracted posts and an Occupational Health referral is required, it is good practice to seek 
information for all posts so that the employee can be fully supported and the Council is 
efficiently using its resources. It would be practical for one manager to take the lead (normally 
the manager of the main post held) and they should liaise with the other manager and the 
employee in order that this can be done. 
 
Both managers should liaise with each other as to who is best placed to manage the absence in 
terms of Supporting Attendance Meetings, or whether it is practical for both managers to carry 
out jointly. 
 
Where an employee moves between jobs within the Council, the Supporting at Attendance at 
Work procedure will continue. All previous absences and meetings held under this procedure in 
the old post will be taken account of in managing the attendance in the new post and new 
managers will have access to relevant information regarding previous absence relevant to the 
current procedure. 
 

13.5 Absence Triggers (full-time employees) 
 

The Council’s corporately agreed triggers are: 
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 Four or more instances of sickness absence in a twelve month rolling period, 
irrespective of the length of absence 

 Ten or more cumulative days of sickness absence within a twelve month rolling 
period 

 Continuous absence of more than 28 days 

 Where the reason for the absence is “stress” or a similar condition 
 
Managers are entitled to raise concerns about attendance with employees at any stage. This is 
relevant, but not limited to, cases where patterns of absence emerge which do not meet the 
triggers above and therefore do not automatically lead to a Supporting Attendance Meetings. 
 

13.6 Triggers for Part Time Employees 
 
The threshold of 10 days’ absence in a twelve month period that requires a full time employees 
to attend a Stage 1 and Stage 2 Supporting Attendance Meeting with their manager will be pro-
rated for part time workers.  This is shown in the table below: 
 

Number of working days the 
employee works per week 

(full or part days) 

Trigger for cumulative days 
of sickness absence 

1 2 

2 4 

3 6 

4 8 

 
 

For example, an employee who works two days per week will trigger a Supporting Attendance 
Meeting – Stage 1, if they have 4 cumulative working days’ absence in a rolling 12 month 
period. 

 
These pro-rata triggers will ensure that the opportunity to support part time staff in early course 
at a Supporting Attendance Meeting is not missed. 

 
Should an employee’s contractual status change during a Supporting at Work attendance 
monitoring period, for example they go from full time to part time, then the existing trigger set 
(for full time staff) will apply until the employee is invited to another meeting in line with this 
procedure, and a new trigger (for part time staff) is set. 

 
Where the employee’s part-time working pattern is variable, the number of working days per 
week will be averaged to the nearest whole number.   
 
The trigger for four or more instances of sickness absence in a twelve month rolling period 
(irrespective of the length of absence) will apply to both part-time and full-time employees. 
 

13.7 Overview of Short Term Procedure 

 See Appendix 1 
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13.8 Overview of Long Term Procedure 
 

 See Appendix 2 
 

14.0 Short Term Absence 
 

14.1 Timescales for Short Term Absence Management Procedure 
 

Meeting 
 

Outcome Monitoring Period 

Stage 1 – First Supporting 
Attendance Meeting 
 

Letter confirming objectives 
for improvement and any 
support/adjustments 
required. 

Normally 4 months 

Stage 2 – Second Supporting 
Attendance Meeting 
 

Letter confirming objectives 
for improvement and any 
support/adjustments 
required. 

Normally 4 months 

Stage 3 - Internal 
Management Review Meeting 

Review of all information in 
relation to a Final 
Supporting Attendance 
Meeting before meeting is 
confirmed. 

Prior to Final SAM or Ill 
Health Capacity Meeting 

Stage 4 - Final Supporting 
Attendance Meeting 
OR 
Ill Health Capability Meeting 
 

Letter confirming outcome 
of meeting, including notice 
to terminate contract where 
appropriate or other 
outcomes as per the Ill-
Health Capability process. 

Between 8-12 months 

Stage 5 - Appeal to senior 
officer against dismissal 

Letter confirming whether 
appeal upheld or not.  
Where upheld, employee 
will be reinstated. 

N/A 

 

14.2 Procedure for dealing with Short Term Absences 
 

The process of managing short-term absence begins with the Return to Work Discussion 
(RTWD), which must take place after every absence. The line manager will check at each 
RTWD whether a trigger has been met and therefore whether a Supporting Attendance Meeting 
(SAM) is required. The focus on managing short-term absences is to limit/prevent them 
occurring in the future. 

 
The aim of these procedures is to provide defined stages within a structured framework to allow 
an employee’s sickness absence record to be the subject of review and to address and resolve 
issues with the overall objective of improving attendance to an acceptable level. Employees will 
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be supported and will be made aware of the likely outcome if the required improvement is not 
achieved. 
 

14.3 Stage 1 – First Supporting Attendance Meeting 
 

Responsibility Action Triggered by: 

Line Manager First Supporting 
Attendance Meeting 

 4 or more periods of sickness 
absence,  

 and/or 10 cumulative working 
days’ lost to sickness absence, 
(pro rata for part-time 
employees) 

 and/or where there are 
concerns about attendance but 
these triggers have not been 
met in a rolling twelve month 
period. 

 Where the reason for the 
absence is “stress” or a similar 
condition 

 
 

14.4 The line manager should convene this meeting as soon as practicable after the employee’s 
return to work, and following their Return to Work Discussion. They should write to the 
employee inviting them to the meeting using the standard letter giving them at least 5 working 
days’ notice. 
 
When dealing with short-term absences at a Supporting Attendance Meeting the manager will 
discuss/consider the following: 

 

 Review the attendance record and the reasons for the absence in a sensitive, fair and 
consistent manner. 
 

 Managers should use the meeting as an opportunity to discuss the nature of the 
employee’s absence and try to identify if there are any patterns. This may highlight an 
underlying medical condition or personal problems, in which case it may be 
appropriate to seek occupational health advice or refer the employee to the Council’s 
Employee Assistance Programme for counselling support. 
 

 Encourage the employee to discuss any issues relevant to the absence. 
 

 Managers should provide a supportive setting so that the employee feels comfortable 
to talk about any issues related to their absence. The employee should be reassured 
about the confidential nature of the discussion and that information is only shared 
with necessary parties in agreement with the employee. 

 

 Explain to the employee why the absence level is concerning. 
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 Managers should make it clear that they are concerned for the employee’s wellbeing. 
The manager should sensitively note the impact on service delivery and the team. 

 

 Identify any actions or support which can be put in place to prevent or minimise any 
future absences. 

 

 Where it is clear that there is an underlying medical condition, then a referral to 
Occupational Health should be made to allow consideration to be given to reasonable 
adjustments.  Depending on the advice received from Occupational Health it may be 
appropriate to adjust the objectives for improvement, or extend the monitoring period 
etc. in accordance with the individual’s circumstances.    

 

 Where it is clear that there is no underlying health condition and the employee does 
not have a disability but there are actions or support which could help the employee 
to improve their attendance then consideration will be given to putting these in place 
within the constraints of the service (i.e. see Alternative Ways of Working Policy and 
Time off for Dependants and Dealing with Domestic Emergency Procedures).  
 

 Where the employee has improved their attendance, the manager will explain to the 
employee that at the end of the fixed monitoring period, they will be monitored 
similarly to all other employees. 

 

 Ensure the employee is aware of the outcome of the meeting in terms of 
improvements required, actions to be taken and the escalation stages of the policy. 

 

 In instances where the employee’s attendance record reaches a level which exceeds 
the triggers set and there is no reason to assume the employee’s attendance will 
improve, the employee should be informed that they will move to the next stage in the 
process at the point at which they hit a further trigger (or have a further period of 
absence).  Managers must make employees aware that the final stage may result in 
their dismissal. 

 

14.5 Stage 2 – Second Supporting Attendance Meeting 
 
Where the objective for improvement set at Stage 1 is not met the employee will move to Stage 
2 in the process providing employee with 5 working days’ notice of the meeting. 
 
 

Responsibility Action Triggered by 

Line Manager Second Supporting 
Attendance Meeting 

Failure to improve to 
standard outlined at Stage 1 
meeting 
 

 
The Stage 2 meeting will follow the same format as the Stage 1 meeting.  

 
The manager will explain to the employee that they are in a fixed monitoring period for normally 
4 months, from the date of the Stage 2 Supporting Attendance Meeting, during which their 
attendance will continue to be monitored.  If they hit a further trigger or have a further period of 

http://intranet.argyll-bute.gov.uk/my-hr/alternative-ways-working
http://intranet.argyll-bute.gov.uk/my-hr/domestic-emergencies
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absence, a further meeting will be held to review the options and consider what actions need to 
be taken, including proceeding to a Final Supporting Attendance Meeting. 

 
Managers must make employees aware that the next stage may result in their dismissal. 
 

14.6 Stage 3 - Management Review Meeting 
 
Before a Final Supporting Attendance meeting is held, a more senior manager than the 
manager who has dealt with the earlier formal stages will arrange a Management Review 
Meeting with a member of the Employee Relations team, where they will gather all available 
information about the case, and identify whether further information or action is required. This 
will include reviewing all previous meetings and actions already undertaken. 

 
In addition, Occupational Health advice may be required for advice as to whether there is an 
underlying medical reason that contributes to the absence record. 
 
At this stage it should be apparent, based on the information provided to the manager from the 
employee and any medical professionals, whether the employee has an underlying health 
condition which links the absences or whether there is no underlying health condition. 
 
Should it be evident that an underlying health condition does exist, then the case should be 
progressed under the final stage of the long term process under a Stage 4 - Ill Health Capability 
Meeting. 
 

14.7 Stage 4 Final Supporting Attendance Meeting or Ill Health Capability Meeting 
 

Responsibility Action Triggered By 
 

To be carried out by 
a manager LGE 12 or 
above 

Final Supporting 
Attendance Meeting; or 
 
Ill Health Capability 
Meeting 

Failure to improve to standard 
outlined. 
 

 

14.8 The more senior manager will invite the employee in writing to the Final Supporting Attendance 
Meeting giving them 5 working days’ notice. The employee will be advised of their right to be 
accompanied by a trade union representative or work colleague. 

 
The line manager will present all the information in relation to the absence that is notes, forms, 
any letters and any medical reports, in relation to all the stages of the process. The employee 
will have the opportunity to explain their views on the case being presented to management. 

 
The more senior manager will reach a decision taking account of all the evidence available and 
any information provided by the employee. When reaching a decision about whether or not to 
terminate employment, the manager will consider issues such as: 
 

 The need for the work to be undertaken 

 The impact of the employee’s absence on other employees and service 
delivery 

 The employee’s absence record 
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 Financial and cost implications for the organisation in covering the absence or 
impact on service 

 The level of consultation with the employee during the absence 

 The representations made by the employee or /their representative 

 The medical information received 

 What actions have been taken to enable the employee to continue in 
employment 

 
The outcomes of Stage 4 under this process can be as follows: 
 

 extending the monitoring period  for a defined period 

 exploration of an underlying health condition, if appropriate, and further 
adjustments under Ill Health Capability process  

 dismissing the employee 
 

The fair reason for dismissal in cases where there has been frequent intermittent sickness 
absence that is not related to the employee’s incapability on health grounds is ‘some other 
substantial reason’ as a result of unsustainable attendance levels.  
 

14.9 Stage 5 – Appeal 
 
The employee has the right to appeal to a more senior manager, against the decision to dismiss 
them on the grounds of some other substantial reason.  The appeal should be made in writing 
within 5 working days of the notification of dismissal. 
 
See Appendix 3 for details of the Appeals Procedure. 
 

15. Procedure for Dealing with Long Term Sickness 
 

15.1 Under the Supporting Attendance at Work procedure a long-term absence is one of 28 days or 
more continuous sickness absence.  
 

Timescales for Long Term Absence Management Procedure 
 

Initial 
Stage 

Informal Supporting 
Attendance Meeting  

4 - 6 weeks continuous absence 

Stage 1 First Supporting 
Attendance Meeting 

7 - 12 weeks continuous absence 

Stage 2  Second Supporting 
Attendance Meeting 

13 - 24 weeks continuous absence 

Stage 3 Third Supporting 
Attendance Meeting  

25 - 36 weeks continuous absence 

Stage 4 Management Review 
Meeting 

To be held prior to Ill Health 
Capability Meeting  

Stage 5 Ill Health Capability 
Meeting 

37 - 52 weeks continuous absence 
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15.2 Initial Stage 
 

Responsibility Action Timeframe 

Line Manager Informal Supporting Attendance 
Meeting 

4-6 weeks’ 
continuous 
absence 

  
When it becomes apparent that an absence is becoming a long-term absence then manager 
should contact the employee and arrange to have an informal Supporting Attendance Meeting. 
This is an informal meeting, and should take place as soon as it is known the absence will 
become long term. 
 
At the discussion the manager will seek to gain a better understanding of the reason for the 
employee’s absence, when they expect to return to work and any support the Council can offer 
and whether there are any adjustments that could be considered to allow the employee to 
return to work. Consideration of an Occupational Health referral should be given at this stage or 
an agreement made on appropriate timing. 

 
The initial stage is considered optional but best practice to ensure that any early support 
interventions are available for the employee. Should absence have already progressed beyond 
6 weeks the process should be commenced at Stage 1. 
 

15.3 Stage 1 – First Supporting Attendance Meeting 
 

Responsibility Action Timeframe 

Line Manager 
 

First Supporting Attendance 
Meeting 
 

7– 12 weeks’ 
continuous 
absence 
 

 
An employee on long-term sick leave should be invited, in writing providing 5 working days’ 
notice, to a Stage 1 Supporting Attendance Meeting, between 7-12 weeks’ continuous absence. 
If an Occupational Health report has been sought it should be available at the meeting (if one 
hasn’t been sought, then discussion about an Occupational Health referral should take place 
and then be submitted). 

 
The meeting will reflect the nature of the absence and the prognosis of the employee’s 
condition, the manager will: 
 

 Reflect on the previous discussions with the employee 

 Enquire about the health and wellbeing of the employee and ensure the 
employee does not feel they have been forgotten  

 Keep the employee up-to-date with changes in the workplace 

 Give the employee the opportunity to discuss any difficulties or concerns 

 Establish (where possible) the likely duration of the sickness absence  

 The employee’s current and future ability to carry out the duties of their role 
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 Discuss the occupational health report and the fit note and any adjustments 
suggested or agree the content of a referral to Occupational Health should one 
not have been progressed. 

 Establish whether there are any reasonable measures, adjustments or 
changes to be considered which would make it easier for the employee to 
return to work e.g. phased return to work, temporary change in duties or hours, 
working from home, redeployment etc.  See Phased Return To Work & Other 
Reasonable Adjustments Procedure.  

 Medical Redeployment if appropriate. 

 Ill Health retirement if applicable.    

 Discuss the next stages of the Supporting Attendance at Work procedure and 
consequences of continuing absence (i.e. potential dismissal). 
 

A review period should be set, taking account of the nature of the illness, treatment plan etc. 
and would normally be no longer than 12 weeks from the date of the meeting. 
 

15.4 Stage 2 – Second Supporting Attendance Meeting 
 

Responsibility Action Timeframe 

Line Manager 
 

Second Supporting 
Attendance Meeting 

Between 13 and 24 weeks 
but no later than 24 weeks’ 
continuous absence. 
 

 
Where an employee remains absent at the conclusion of the review period at Stage 1, then a 
second Supporting Attendance Meeting should be arranged. 
 
Where appropriate an updated occupational health appointment should be arranged so that 
advice is available at the Stage 2 meeting. The Second Supporting Attendance Meeting should 
follow the same format as the previous.  The manager should pay particular attention to the 
following: 

 

 Reflect on the previous discussions with the employee 

 Enquire about the health and wellbeing of the employee and ensure the 
employee does not feel they have been forgotten  

 Keep the employee up-to-date with changes in the workplace 

 Give the employee the opportunity to discuss any difficulties or concerns 

 Establish (where possible) the likely duration of the sickness absence  

 The employee’s current and future ability to carry out the duties of their role 

 Discuss the occupational health report and the fit note and any adjustments 
suggested  

 Establish whether there are any reasonable measures, adjustments or 
changes to be considered which would make it easier for the employee to 
return to work e.g. phased return to work, temporary change in duties or hours, 
working from home, redeployment etc.  See Phased return to work & Other 
Reasonable Adjustments procedure.   

 Medical Redeployment if appropriate.  

 If applicable, consider whether a request for consideration of whether 
employee criteria for ill health retirement is met 
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 Ensure the employee is made aware that in cases of significant long-term 
absence, absence cannot be sustained indefinitely and may result in 
dismissal. 

 If there is no prospect of a return to work in the foreseeable future, a Stage 3 
Supporting Attendance Meeting will be arranged to consider dismissal on 
grounds of capability or ill health retirement. 

 Set a review date for no longer than 12 weeks from the date of the meeting. 
 

15.5 Stage 3 – Third Supporting Attendance Meeting 

 
The manager should pay particular attention to the following: 
 

 Reflect on the previous discussions with the employee 

 Enquire about the health and wellbeing of the employee and ensure the 
employee does not feel they have been forgotten  

 Keep the employee up-to-date with changes in the workplace 

 Give the employee the opportunity to discuss any difficulties or concerns 

 Establish (where possible) the likely duration of the sickness absence  

 The employee’s current and future ability to carry out the duties of their role 

 Discuss the occupational health report and the fit note and any adjustments 
suggested  

 Establish whether there are any reasonable measures, adjustments or 
changes to be considered which would make it easier for the employee to 
return to work e.g. phased return to work, temporary change in duties or hours, 
working from home, redeployment etc.  See Phased return to work & Other 
Reasonable Adjustments procedure.  

 Medical Redeployment if appropriate.  

 If applicable, consider whether a request for consideration of whether 
employee criteria for ill health retirement is met. 

 Ensure the employee is made aware that in cases of significant long-term 
absence, absence cannot be sustained indefinitely and could result in 
dismissal. 

 If there is no prospect of a return to work in the foreseeable future, a Stage 4 Ill 
Health Capability Meeting will be arranged to consider dismissal on grounds of 
capability or ill health retirement. 

 
 
 

Responsibility Action Timeframe  
 

To be carried out by 
a manager LGE 12 
or above  

Review all data and 
consider all options 
available, including phased 
return, medical 
redeployment and if 
applicable ill-health 
retirement 
 

To be held between 12 and 36 weeks 
continuous absence, and no later 
than 36 weeks continuous absence. 
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15.6 Stage 4 - Management Review Meeting  
 
Before an Ill Health Capacity Meeting is held, a more senior manager than the manager who 
has dealt with the earlier formal stages will arrange a Management Review Meeting with a 
member of the Employee Relations team, where they will gather all available information about 
the case, and identify whether further information or action is required before proceeding. This 
will include reviewing all previous meetings and actions already undertaken. 
 

15.7 Stage 5 - Ill Health Capability Meeting 

 
The Ill Health Capability process covers both long-term and short-term absence due to 
underlying medical conditions. At Return to Work Discussion and Supporting Attendance 
Meetings triggered through this procedure, opportunities for exploring support and reasonable 
adjustments will have been explored and provided where appropriate. 
 
A formal Stage 5 Ill Health Capability Hearing will be required when the objectives for 
improvement set at Stage 2 of the short-term are not met or where the continuous long-term 
absence procedures have been followed and the employee is not able to return to their post. 

 
In the case of short-term absence, an Ill Health Capability Meeting will be required when there 
is an underlying health condition and despite exploration of all adjustments set out above, the 
employee cannot sustain attendance at the levels required by the Council. Such discussions 
will have taken place at the Supporting Attendance Meetings. 

 
A Stage 5 Ill Health Capability hearing may take place without the attendance levels having 
triggered Stage 1 and 2 Supporting Attendance Meetings. This will apply in cases where it is 
clear that the employee’s health means they can no longer work in that post.  
 
For example, the employee may have a medical condition which has an immediate impact on 
their ability to work in their contracted post. Another example is where an employee’s absence 
history over a number of years has meant that they have not escalated up to a Stage 3 hearing 
but the Council is unable to sustain regular patterns of long-term absences. 
 

Responsibility Action Timeframe  
 

To be carried out by 
a manager LGE 12 
or above  

Ill Health Capability 
Meeting 
 

To be held between 37 and 52 weeks 
continuous absence 
but no later than 52 weeks continuous 
absence 
 

15.8 Where an Ill Health Capability Meeting is required the senior manager will write to the employee 
inviting them to the hearing giving them at least 5 working days’ notice. The letter makes it clear 
that dismissal on grounds of capability may be considered. The employee will be entitled to 
bring representation with them. 

 
At the meeting, the line manager will present all relevant information in relation to the absence 
i.e. notes and letters in relation to all informal and Supporting Attendance Meeting stages, 
medical reports, etc. The employee will receive a copy of the information the manager is 
referring to no later than 5 working days prior to the meeting (normally to be included with the 
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letter inviting them to the meeting). The employee will have the opportunity to explain their 
views on the case being presented by management. The more senior manager will reach a 
decision taking account of all the evidence available and any information provided by the 
employee. When reaching a decision about whether or not to terminate employment, the 
manager will consider issues such as: 
 

 The need for the work to be undertaken 

 The impact of the employee’s absence on other employees and service 
delivery 

 The employee’s absence record 

 Financial and cost implications for the organisation in covering the absence or 
impact on service 

 The level of consultation with the employee during the absence 

 The representations made by the employee/their representative 

 The medical information received 

 What actions have been taken to enable the employee to continue in 
employment 

 
Where it is identified that there is no foreseeable return to work date, no return to work date can 
be established, or a sustained return to work cannot be achieved and there are no other 
adjustments that can be considered, the manager may issue notice of dismissal on grounds of 
capability.  

 
In line with the Council’s Medical Redeployment procedure, the Council will look for suitable 
alternative employment for the employee during their notice period. This will only be appropriate 
where it has been identified by Occupational Health that the employee would be suitable for 
alternative work. 

 
Where however, the employee or their representative, provides new information that was not 
previously available, such as a revised diagnosis with a new treatment regime, or where there 
may be other opportunities that can be considered which have not been fully explored 
previously, the manager may set a further fixed review period to provide an opportunity to 
improve attendance or return to work 
 

15.9 Stage 6 – Appeal against dismissal 
 
The employee has the right to appeal to a senior manager, against their dismissal on the 
grounds of capability.  Appeals should be submitted in writing within 5 working days of the date 
of the notification of dismissal. 
 

16. MEDICAL REDEPLOYMENT 
 

  
At an Ill Health Capability meeting, one option that may be considered is medical redeployment.  
This means moving an employee from one contracted post into another, where the employee is 
unable to continue in one post but may be able to undertake the duties of an alternative post.  
Where this is a consideration, advice should be sought from Occupational Health on the type of 
work the employee may be able to undertake and what restrictions or adjustments, if any, may 
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be necessary to support them in this.  Redeployment usually takes place in conjunction with the 
issue of notice of dismissal from the employee’s existing contracted post.  
 
Redeployment will be appropriate in cases where; 

 

 The job is impacting on the employee’s health or it is contributing to the sickness 
absence and the employee would achieve a higher and a sustainable level of 
attendance in a another post; or 

 Adjustments recommended for an employee cannot reasonably be accommodated in 
one job but they could reasonably be accommodated in another job; or 

 Another contracted post is more suitable for the employee 
 
However, it is important to note that redeployment will be subject to a suitable post being 
available within the specified redeployment period 12 weeks and where this is not possible, 
dismissal may be the final outcome. 
 
Redeployment on health grounds must be considered before ill health retirement is progressed. 
 
Further information on Medical Redeployment is available on The Hub. 
 

17. ILL HEALTH RETIREMENT FOR LOCAL GOVERNMENT EMPLOYEES AND TEACHERS  
 

17.1 If an employee is a member of either the pension fund for Local Government Employees or 
Teachers, and a capability dismissal is being considered, they may be eligible for ill health 
retirement. 

 
This is appropriate where: 

 

 the employee is considered permanently unfit due to their medical condition 

 every other option for return to work has been considered and 

 the employee is a member of the Local Government Pension  
Scheme or the Scottish Teachers’ Pension Scheme 

 
Consideration is given by the Council’s Occupational Health Adviser whether the application 
meets the criteria at: 
 
Tier One: The employee has no reasonable prospect, after leaving their current employment, of 
being able to obtain gainful employment before normal retirement age (minimum 65).  This 
means the employee would receive benefits based on 100% of actual and prospective service. 

 
Tier Two: The employee has a reasonable prospect, after leaving their current employment, of 
being able to obtain gainful employment before normal retirement age (minimum 65). This 
means the employee would receive benefits based on 100% of service to date, plus 25% of 
prospective service. 
 

18. APPEALS 
 

18.1 An employee issued with notice of termination of employment will have the right to appeal 
against their dismissal to a senior manager, within 5 working days of the written receipt of the 

http://intranet.argyll-bute.gov.uk/my-hr/redeployment-medical-reasons
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decision to dismiss.  This will replicate the current framework for Grievance Appeals (to Officer 
Level only). 
 
Framework for Appeal Against Dismissal (Attendance Procedures): 
 
The order of proceedings will be 
 

1. The employee (or representative’s) case will be made first. The manager who took the 
decision to dismiss (dismissing manager) may then ask questions. 

 
2. The manager chairing the appeal (the Chair) may ask questions of the employee. 

 
3. The Dismissing Manager will then explain their reason(s) for their decision to dismiss 

the employee. The employee (or representative) may then ask questions.   
 

4. The Chair may then ask questions of the Dismissing Manager, and may also ask further 
questions of the employee, if required. 

 
5. The Dismissing Manager, followed by the employee (or representative) will be invited to 

provide a summary, with no new evidence being presented at this stage. 
 

6. The Chair may adjourn to consider the evidence presented and then may make a 
decision at the appeal meeting.  If the manager requires further time to consider, they 
must advise the employee of their decision in writing within 5 working days of the date 
of the appeal meeting. 

 
The above is a guide but discretion will be applied for individual cases upon 
consultation with HR and appropriate timelines will then be applied. 
 

  

 
 
 
 

 



 

Appendix 1 

Overview of Short Term absence Procedure 

 
Return to Work Meeting 

Meeting to be held on the first day the employee returns to work. 
 

If no trigger has been met then no further formal action needs to be taken, continue to support 
employee where required. 

 
If a trigger has been met (4 or more absences in a12 month period or 10 or more cumulative days in a 

12 month period*), then a First Supporting Attendance Meeting should be arranged. 
 

Stage 1 - First Supporting Attendance Meeting  
The employee should be given at least 5 working days’ notice in writing of the purpose of the meeting. 

Review absence and consider what measures are required to demonstrate an improvement in 
attendance, including any support or adjustments required.  

 
 Consider referral to Occupational Health. 

 
Confirm outcome in writing, including notification of period of monitoring (normally 4 months). 

 
Stage 2 - Second Supporting Attendance Meeting  

The employee should be given at least 5 working days’ notice in writing of the purpose of the meeting. 
 

Review attendance over previous 4 month period – has improvement been met? – if yes, no further 
action required but manager should continue to support the employee where required. 

If insufficient improvement has been achieved, new objectives for improvement should be set and the 
employee’s attendance should continue to be monitored for a further period of up to 4 months. 

 
Letter to be sent to employee confirming outcome of meeting and advising that if no improvement 

achieved by the end of the monitoring period, a Final Supporting Attendance Meeting will be held, and 
one of the outcomes may be dismissal on grounds of capability. 

 
Stage 3 – Management Review Meeting 

Prior to the Final Supporting Meeting/Ill Health Capacity Meeting, it is recommended that an internal 
management review is carried out to review all paperwork and reports and to ensure all steps have 

been followed appropriately. 
 

Up to date Occupational Health advice should be sought prior to the Final Supporting Attendance 
Meeting being held. 

 
Stage 4 - Final Supporting Attendance Meeting 

The employee should be given at least 5 working days’ notice in writing of the purpose of the meeting. 
 

Where required improvement has not been met and/or further absences have occurred, the following 
options apply: 

 
Consider whether further monitoring period is appropriate (usually in cases where there is an 

underlying health condition). 
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Consideration of dismissal 

 
Proceed through the Ill Health Capacity Process 

 
 

Stage 5 - Appeal 
 

Appeal to senior officer against dismissal. 
 

The above is a guide but discretion will be applied for individual cases upon consultation with 
HR and appropriate timelines will then be applied. 

 
 
 

*The trigger for 10 days or more absence in a twelve month period will be pro-rata for part-time 
employees.  The trigger for four or more instances of sickness absence in a twelve month rolling 
period (irrespective of the length of absence) will apply to both part-time and full-time employees. 

 

 



 

Appendix 2 

Overview of Long Term absence Procedure 
 

 
Long Term Absence is any continuous absence lasting 28 days or more. 

 
Informal Supporting Attendance Meeting 

 
Where it is apparent that absence is going to be long term, the manager should contact the 

employee and arrange an Informal Supporting Attendance Meeting. 
 
Hold Initial informal absence meeting with employee and consider referral to Occupational Health 

via HR (Between 4-6 weeks of the start of absence). 
 

Stage 1 – First Supporting Attendance Meeting  
 

To be held between 7 and 12 weeks continuous absence. 
 

The employee should be given at least 5 working days’ notice in writing of the purpose of the 
meeting. 

 
Where OHP report available, review at the meeting and any adjustments/phased return required, 

or discuss making a referral at this stage. 
 

Set a review period taking into account the illness, treatment plan etc. (maximum 12 weeks from 
date of meeting). 

   
Stage 2 – Second Supporting Attendance Meeting 

 
To be held between 13 and 24 weeks (no later than 24 weeks). 

  
The employee should be given at least 5 working days’ notice in writing of the purpose of the 

meeting. 
 

Request up to date OHP report prior to meeting, if not already done. 
 

Consider all options available, i.e. phased return; medical redeployment; and if applicable, ill-
health retirement. 

 
Ensure employee understands significance of on-going absence and what options may be if they 

are unable to return to work. 
 

Set review period for no longer than 12 weeks from date of the meeting. 
 
 

Stage 3 – Third Supporting Attendance Meeting 
 

To be held between 25 and 36 weeks continuous absence (no later than 36 weeks absence) 
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The employee should be given at least 5 working days’ notice in writing of the purpose of the 
meeting. 

 
Request up to date OHP report prior to meeting, if not already done.  Consider all options 
available, i.e. phased return; medical redeployment; and if applicable, ill-health retirement. 

 
Ensure employee understands significance of on-going absence and what options may be if they 

are unable to return to work. 
 

Advise that the next stage is for the case to be progress to an ill health capability meeting, the 
outcome of which could be termination of the contract/dismissal on the grounds of capability, all 

stages completed where the outcome could be dismissal. 
  

Stage 4 – Management Review Meeting 
 

Prior to the Ill Health Capacity Meeting, it is recommended that a management review is carried 
out to review all paperwork and reports and to ensure all steps have been followed appropriately. 
Up to date Occupational Health advice should be sought prior to the meeting being held. 

  
 

Stage 5 - Ill Health Capability Meeting  
 

To be held between 37 and 52 continuous weeks absence (no later than 40 weeks). 
 

The employee should be given at least 5 working days’ notice in writing of the purpose of the 
meeting.   

 
Meeting to be held when it becomes evident that the employee’s health means they are not able 

to return to their existing post. 
 

Senior manager (LGE12 or above) to chair the meeting. 
 

At the meeting, all the evidence regarding the employee’s ability to return to work will be 
considered, as well as the impact on the organisation/team of their absence and all supporting 

medical information, as well as the views of the employee. 
 

After full consideration of the evidence the manager may decide to issue a termination of 
contract on the grounds of capability. 

 
Where appropriate, alternative work may be considered under the Medical Redeployment 

process, or where the employee meets the criteria, early retirement may be sought through 
the Ill Health Capacity Process. 

 
Stage 6 – Appeal against dismissal 

 
Appeal to senior officer against dismissal. 

 
The above is a guide but discretion will be applied for individual cases upon consultation 

with HR and appropriate timelines will then be applied. 

 


