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Managing Sickness Absence Procedures
Principles
This procedure applies to all employees who have successfully completed their probationary period. During your probationary period any sickness absence concerns may be addressed through the Probation Policy. 

Health, welfare and sickness absence are important issues for our employees and NML take into account your individual set of circumstances. However, excessive levels of sickness absence have an impact on colleagues and on our ability to provide a high level of service to our visitors and for this reason it is important that sickness absence is managed effectively.
Long-term sickness absence 
NML define long-term sickness absence as any continuous period of sickness absence lasting more than 4 working weeks. 
NML’s priority is to support the individual’s rehabilitation and return to work. Contact will be maintained between you and NML throughout your absence. Your manager and a member of the HR team may visit you at home or meet you in a neutral venue away from the workplace. You have a responsibility to keep in touch with us and let us know how you are, so we can provide appropriate support accordingly.

NML may refer you to our occupational health provider or other appropriate specialist in order to obtain an up-to-date picture of the prognosis and medical situation. You can also access confidential support via the Employee Assistance Programme.
Any formal action based on your incapability to perform your role related to long term sickness absence will be dealt with under our Ill Health Capability Procedures. However, a period of long term absence may also be counted as an instance of absence in calculating your Bradford Factor and assessing whether formal action should be taken under this managing sickness absence procedure.

Persistent sickness absence 
The following tools are used to help us consider whether your sickness absence has reached a level which may need to be discussed with you.

Bradford Factor

To measure sickness absence we use the Bradford Factor. This is used by a large number of organisations in every sector to measure levels of sickness absence and to highlight levels of persistent absence. 
We use a Bradford factor score of 125 or more as our trigger level, to highlight when we may need to look more closely at your absence and attendance. Your score is indicative only and we will consider all circumstances before making a decision about appropriate next steps.

The Bradford Factor is calculated by squaring the number of periods of absence within a rolling twelve months and multiplying this by the total number of working days lost through sickness absence within the same period. For example:


. 
If you work part time the Bradford factor trigger level will be lower than 125, as it will be a pro rata figure. For example, members of staff who work 4 days a week would have a Bradford factor trigger level of 100. 
If your absence level results in a Bradford Factor of 125 or more (pro rata if you work part time), your manager will meet with you to discuss your absence history and at this stage formal procedures may apply.

If a formal warning has been given your Bradford Factor will be reduced to 0, and monitored quarterly to ensure your attendance improves. This will be measured against a pro rata’d trigger level (125 divided by twelve months multiplied by the number of months since a formal warning). For example, for full time staff this would be:

Month 1:
10

Month 2: 
21

Month 3:
31

If your attendance continues not to meet the standard expected by us you may need to attend a further formal meeting for us to consider appropriate action.

Disability
We will consider your attendance and your Bradford factor in light of any disability and work with you to try to ensure that any substantial disadvantage that you experience or will potentially experience at work due to your disability is removed or reduced as far as is reasonably possible. 

If your absence is related to a disability then we will consider whether or not there are any adjustments that can be made to help you improve your attendance and if so whether or not it is reasonable for NML to make them. This may include, but is not limited to, changing your working hours or pattern, providing ergonomic aids or access adjustments. 

Procedure
Informal resolution

At each return to work interview your manager will informally discuss your absence with you and make you aware of your Bradford Factor. The reasons for your absence and appropriate support will be discussed, which may include attending an appointment with our occupational health provider for them to provide recommendations for us to consider. 

If we do not believe that your absence is genuine, this could be considered as misconduct, and would be treated accordingly.

If the Bradford Factor trigger levels have been breached then a formal meeting may be held.
Formal action

If formal action is to be taken, a formal meeting will be convened to consider your case, and decide upon an outcome. 

You will receive formal written notice of any meeting, provided in a reasonable timescale, and giving details of the reason for the meeting including details of the shortfall in your attendance, and copies of all supporting documents.

You have the right to be accompanied at any formal meeting by a work colleague or Trade Union representative. The role of the accompanying individual is to address the meeting as necessary, but not to answer questions on your behalf. Your request to be accompanied may be refused if we feel there may be a conflict of interests. This decision is at our discretion. 
If you are unable to attend the meeting and provide HR with notice of this we will arrange an alternative date. If you are unable to attend on the second date given we reserve the right to go ahead with the meeting, and to make a decision in your absence based on the evidence provided.

Your line manager will normally chair the meeting, supported by an HR advisor and a minute taker, also from HR. The line manager must be a pay band six or above if dismissal is a possible outcome. 

During the meeting the panel members will discuss with you the issues raised, and you will have the opportunity to respond.

A panel will conduct all meetings and will have the option of deciding;

· No further action is required
· an informal resolution is required

· a formal warning is to be issued
· dismissal, or action short of dismissal such as redeployment to another role

In the event of a formal warning being issued the following levels apply. 

· Stage 1
Formal written warning

· Stage 2 
Final written warning

· Stage 3 
Dismissal, or action short of dismissal

If a formal warning has been given your Bradford Factor will be reduced to 0, and monitored quarterly to ensure your attendance improves. This will be measured against a pro rata’d trigger level (125 divided by twelve months multiplied by the number of months since a formal warning). For example, for full time staff this would be:

Month 1:
10

Month 2: 
21

Month 3:
31

The reason for the outcome will be explained to you, and the panel will be clear about what they expect from you in the future. If any support is appropriate this will be identified and detailed by the panel, for example, a change to your working hours or working patterns.

If your attendance continues not to meet the standard expected by us you may need to attend a further formal meeting for us to consider appropriate action.

If the outcome of the formal meeting is dismissal, you will be entitled to the notice period stated in your contract of employment, unless we decide at our discretion that you are not required to work your notice and we make a payment in lieu of notice instead. 

The panel will aim, where possible, to issue an outcome at the end of the meeting. On occasion this may not be possible, and in this event the outcome will be issued within a reasonable timescale. 
The panel may also decide that further information such as further medical evidence is needed before reaching an outcome, and in this case the meeting will be adjourned to allow this to be obtained.

All recommendations made by the panel are required to be implemented.

In all cases you will be given written confirmation of the outcome of the formal meeting, and a copy of the minutes of the meeting.

Appeal

You have the right to appeal against dismissal under this procedure. Any appeal should be made in writing, stating the grounds for the appeal, to the Director of Human Resources. Appeals should be made within two weeks of receipt of the outcome. 

If an appeal meeting is held, this is likely to be chaired by a more senior manager, for example a pay band seven if a pay band six manager dismissed you at the formal meeting.

Possible outcomes of the appeal meeting may include, but are not limited to, upholding the decision of the chair of the formal meeting, reducing the level of formal action or overturning the decision of the chair of the formal meeting.

The decision of the appeal panel is final.
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1 instance of absence with a duration of ten days (1² x 10) = Bradford factor of 10


3 instances of absence with a duration of half day each (3² x 1.5 = 13.5) Bradford factor of 13.5


3 instances of absence; one of one, one of three and one of six days (3² x 10) = Bradford factor of 90


5 instances of absence; each of two days (5² x 10) = Bradford factor of 250  


10 instances of absence; each of one day (10² x 10) = Bradford factor of 1000 












