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Applying the Capability Procedure to Sickness Absence 
 
Introduction 
 
This procedure supports the Police and Crime Commissioner for Essex (PCC) 
Managing Attendance Strategy. It is essential that line managers should regularly 
review the absence levels of their staff and as part of regular structured one to 
one supervision and team meetings, i.e. regular feedback on individual 
attendance and seen as a routine feature to an individuals overall performance. 
 
The line manager should ensure that each case is looked at individually including 
factors that may be specific to the role, thereby giving regular feedback rather 
than having to initiate the formal actions as required in the policy. 
 
The essence to effective sickness management is dependant upon the following 
criteria: 
 
Timely intervention and proactive support to staff should include: 
 

• Regular contact including home visits, if appropriate to assess and 
determine if and when a person is able to return to work and in what 
capacity. 

• The level of support that will be required and to discuss any referral (if 
appropriate) to occupational health and welfare unit. 

• On return to work to informally interview the staff member and welcome 
them back to the workplace. This also gives the opportunity to discuss any 
relevant issues. (An electronic return to work interview sheet PERS 40 is 
available on the intranet). 

 
Accurate and detailed records of an individual’s sickness absence are to be 
maintained, employees should be asked to indicate the reasons for absence and 
relevant documentation completed. An electronic process under SAP is available 
on the intranet (under electronic sickness management/further contact) for audit 
trail purposes, when contact is made with a member of staff. 
 
SAP automatically generates the forms once an individual has reported in sick. 
 
Procedure 
 
When the level of sickness causes concern, managers should adopt the following 
procedures: 
 
Informal Action 
 
A meeting with the member of staff is to be arranged when the level of sickness 
absence is giving cause for concern i.e. the absence is having a detrimental 
effect on the workload of the team. 
 

 



 
 

The reasons for any absence should be explored and wherever possible 
assistance/guidance to try and alleviate any problems that may have contributed 
to any absence. 
 
A referral to Occupational Health/Welfare could be offered if appropriate, using 
Form A444b. Any appropriate feedback from the referral will be given to the 
manager. 
 
The meeting /discussion is ‘informal’ however, it is to be recorded with the overall 
objectives to: 
 

i. Give the opportunity to the individual to understand the impact of their 
attendance/sickness record. 

 
ii. To consider if and what help may be required to aide improved 

attendance. 
 

iii. To agree an improvement plan. 
 
iv. To advise that failure to improve may lead to a formal action i.e. the first 

interview under the formal procedure. 
 

v. To advise that their attendance/sickness will be monitored for an 
appropriate specified period, dependant on the circumstances and will be 
reviewed at the end of that time. 

 
vi. If, however, the individual’s attendance/sickness has improved after the 

monitored period, this should be positively acknowledged and the 
individual encouraged to maintain/improve their record in the coming 
months.   

 
vii. Any further monitoring and/or review date may be set if appropriate to aide 

an individual in maintaining/improving their attendance/sickness and also 
to provide on-going support. 

 
If there is no and/or insufficient improvement then a formal meeting is to be 
arranged. 
 
Before any formal procedure (i.e. first interview) is undertaken, HR should ensure 
that any medication/treatment being undertaken by the individual is given 
appropriate timescales to have taken effect. Advice on reasonable timescales 
can be gained through communication with Occupational Health. 
 
Use of triggers to alert management concern 
 
The triggers are designed to initiate a management review of the levels of 
sickness of the employee. It is important to be able to exercise discretion 
concerning the outcome of the first formal review to take account of the need for 
all supporting measures and the employee’s previous attendance record. Where 
the manager considers there is still a need to deploy reasonable adjustments 

 



 
 

measures under the DDA 95 or the circumstances of the attendance are such 
that an improvement will be imminent, a decision may be made not to formally 
warn the employee but continue to monitor the employee under the “informal” 
arrangements. It is however important that managers can demonstrate a formal 
rationale for this decision and be able to evidence the review of the sickness 
absence. It is not possible to be totally prescriptive in deciding whether to 
commence the formal stage. However, if the organisation has provided all 
supporting measures possible and a return is not imminent then it would be 
appropriate to formally warn the employee about levels of attendance. The 
reason is that in managing sickness absence a balance needs to be struck 
between achieving service delivery needs and supporting the employee. 
 
In cases where the nature of the sickness absence may constitute terminal illness 
extreme care and sensitivity needs to be exercised and where appropriate it may 
not be feasible to apply the formal procedure but take an organisational decision 
to suspend any formal procedures until the issue of the terminal illness subsides. 
 
First Formal Review 
 
This is the first formal action under the procedure. The trigger being: 
 

Short term absences: 
 

• 4 occasions totalling 15 days of sickness within 4 months. 
• A pattern of sickness absence involving at least four occasions of 

sickness, e.g. every Friday, or everyday before a rest day. 
• Any absence totalling 15 continuous days. 

 
Long term absences: 
 

• By the 14th week of absence. 
 
Purpose 
 
The interview will be chaired by the line manager and may be assisted by an 
independent peer or Human Resources representative. The individual may 
choose to be accompanied or represented by a colleague or union representative 
as appropriate. 
 
A letter should be sent at least five working days in advance, detailing the 
purpose of the meeting and explaining the right to be accompanied or 
represented (as appropriate). There is no right to legal representation. 
 
The interview will seek to warn the individual: 
 

i. That the levels of absences are unacceptable. 
 

ii. Of the consequences for the individual if the level of sickness does not 
improve i.e. that their level of sickness may lead to the termination of their 
employment.  

 



 
 

 
iii. A review of current measures and recommendation of any further 

measures to help the individual improve their attendance. 
 
iv. Of the difficulties caused by the absence (effects on service provision   

and work colleagues). The individual is given the opportunity to identify 
any problems which may be contributing to their sickness.   

 
The interview will also be the opportunity for the line manager to advise the 
individual concerned that their attendance will be continuously reviewed. The 
review will take place following the 4 month review period agreed during the 
interview. 

 
At the end of the review period line managers must ensure that a further meeting 
is arranged with the individual and representative as appropriate, to review the 
situation. The nature of the meeting is dependant on whether the individual’s 
sickness absence has improved and if so to what degree or if the problem 
persists. It will be appropriate should problems still exist to consider whether to 
progress to the next stage. It may be more appropriate to repeat the first 
interview or not to take further action, dependant on the circumstances.  

 
It may be appropriate at this point to consider the removal of the entitlement to 
self certification of sickness and impose the requirement for the individual to 
submit a medical certificate to cover every day of absence. It is advised to consult 
the Deputy of Human Resources before this decision is made. 

 
The details of the interview should be confirmed in writing to the individual and 
their representative (where appropriate) within 7 days. 
 
Improvement in attendance since the first interview  

 
If the individual makes the necessary improvement within 4 months following the 
first interview, the manager will write to the person concerned explaining: 

 
• their improvement in attendance is acknowledged and commended 
• that, provided the improvement is maintained for two years following 

the interview, no further action will be taken and the record of 
unsatisfactory attendance will be expunged 2 years after the date of 
the 1st interview; 

• should further triggers be met during the two year period, the individual 
will subsequently be called for a second interview. 

 
Referral to Occupational Health 
 
This may need to be considered and/or repeated as necessary at any of the 
stages and take place before proceeding to the second interview stage.  
Feedback from the referral must be obtained before proceeding to the next stage.  
 
 
 

 



 
 

Second Formal Review  
 
This is the second formal action under the procedure. The second interview will 
be arranged if the following triggers are met within the 4 month monitoring period, 
which was agreed at the 1st interview stage. Due regard should be taken of the 
need to consider discretion when considering formal action (see above). 
 
This second interview stage will also be initiated if further triggers are met during 
the two year period following the 1st formal interview. 
 
Trigger: 
Short term absences: 
 

• 4 occasions totalling 15 days of sickness within 4 months. 
• A pattern of sickness absence involving at least four occasions of 

sickness, i.e. every Friday or everyday before a rest day. 
• Any absence totalling 15 continuous days  

 
Long term absences: 
 

• By the 36th week of absence. 
 
Purpose 
 
The interview will be chaired by the individual’s line manager who will be assisted 
by HR. The individual concerned will have the right to be accompanied or 
represented by a colleague or trade union representative.  
 
A letter should be sent at least five working days in advance, detailing the 
purpose of the meeting and explaining the right to be accompanied or 
represented (as appropriate). There is no right to legal representation. 
 
At the interview the line manger will: 
 

i. Fully explain the reasons why it is considered that the individual has failed 
to make sufficient improvement in their attendance, or as the case may be, 
that their attendance is considered unsatisfactory; 

 
ii. Explain the difficulties caused by the absence (effects on service provision   

and work colleagues).   
 

iii. Give the individual the opportunity to comment, responding as appropriate; 
 
iv. Decide on what further action to take (if any) 

 
v. If action is decided to be taken, warn the individual that failure to make the 

necessary improvement in attendance may mean that they will be required 
to attend an inefficiency/capability hearing and that the measures available 
at that hearing will include redeployment to other duties; or termination of 
employment 

 



 
 

 
vi. Agree any supportive measures. 

 
The interview will also be the time for the manager to advise the person 
concerned that their attendance will be continuously reviewed. The review will 
take place following the 4 month review period agreed during the interview. 
 
The details of the interview should be confirmed in writing to the individual and 
their representative (where appropriate) within 7 days. 

 
Improvement in attendance since the second interview 
 
If the individual makes the necessary improvement within 4 months following the 
second interview, the manager will write to the person concerned explaining: 

 
• That their improvement in attendance is acknowledged and commended; 
 
• That, provided the improvement is maintained for the two year period 

following the interview, no further action will be taken and the record of 
unsatisfactory attendance will be expunged 2 years after the date of the 
2nd interview; 

 
• That, should further triggers be met during the 2 year period, the individual 

will subsequently be called for a 3rd interview 
 

At the review, dependant on the outcome which may be: No further action; 
repetition of second interview; or referral onto the third interview of the procedure. 
 
The details of the interview should be confirmed in writing to all those present 
within 7 days. 

 
Third Interview – Capability Hearing 

 
This is the last and final action or interview under this procedure. The interview 
will be initiated if the following triggers are met within the 4 month monitoring 
period, which was agreed at the 2nd interview stage. The third interview stage will 
also be initiated if further triggers are met during the two year period following the 
2nd interview. 
 
The HR manager should forward all case papers via the Deputy Head of HR for 
referral to the Chief Executive. 

 
Trigger: 
 
Short term absences: 

 
• 4 occasions totalling 15 days sickness within 4 months 
• A pattern of sickness absence involving at least 4 occasions of 

sickness, e.g. every Friday, or everyday before a rest day 
• Any absence totalling 15 continuous days 

 



 
 

 
Long term absences: 
 

• Two weeks after the end of the second 4 month monitoring period (52 
weeks)      

 
Purpose 

 
The purpose of the meeting and the possible outcome must be clearly identified 
in writing to the individual prior to the meeting and they must be advised of their 
right to be accompanied or represented (as appropriate). There is no right to legal 
representation. 
 
In addition, the individual should be advised of the process to be followed, the 
fact that they may present any factors in mitigation and asked to supply any 
relevant documentation or records prior to the meeting. 
 
The interview (herein after referred to as the capability hearing) will be conducted 
as follows. The interview will be chaired by the Chief Executive who will be 
assisted by the Head of Human Resources, or the Deputy Head of HR. 
 
In addressing these issues, the Chief Executive conducting the hearing will have 
to decide, on the evidence before them: 
 

i. Whether it would be reasonable to conclude that the individual’s 
attendance had failed to meet an acceptable standard during the relevant 
period; 

ii. If so, whether there was any mitigating or extenuating circumstances for 
the individuals unsatisfactory attendance; and 

iii. What action, if any, should be taken? 
 
There are five possible outcomes as a result of a capability hearing: 
 

i. The hearing decides that the circumstances reported by the manager do 
not constitute unsatisfactory attendance on the part of the individual 
concerned, in which no further action is called for. 

 
ii. Where the hearing determines that the supportive action taken was not 

adequate and in accordance with any guidance on attendance 
management that may be issued by the PABEW (Police Authority Board 
for England & Wales), the hearing will determine what action should be 
taken to support return to work. In so doing, the hearing should also 
decide what stage in the procedures the individual’s case should be 
deemed to have reached, if they fail to make the necessary improvement 
in attendance. 

 
iii. The individuals remains in post with a specific written warning that failure 

to improve his or her attendance within a stated time may, following a 
second hearing, result in termination of service on the grounds of 
unsatisfactory attendance. 

 



 
 

 
iv. Where it is established that the duties of the individual’s current role may 

directly contribute to the unsatisfactory attendance record, consideration 
may be given to the redeployment to other duties (including where 
appropriate, a reduction in grade). In so doing, the hearing should also 
decide what stage in the procedures the individual’s case should be 
deemed to have reached, if they fail to make the necessary improvement 
in attendance. 

 
v. The individual is dismissed on the grounds of unsatisfactory attendance. 

 
The details/outcome of the interview should be confirmed within 7 days.  
 
Appeal Process 
 
Appeal to the Police and Crime Commissioner (PCC). 
 
Following the capability hearing above, a member of staff may seek an appeal to 
the PCC in writing within 14 days stating the reason for doing so. The request will 
be acknowledged.     
 

 
 

 
 
 
 
 
 
 
 
 
 

 

 



 
 

Unsatisfactory Attendance - Stage One 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 

Yes No No further action 

Collect evidence and refer to triggers within policy 

Informal counselling. Can problem be resolved by training, 
welfare support etc. 

No 

Inform employee of improvement required 
within realistic timeframe. Make record, notify 
employee that formal procedure will be 
implemented if not achieved.  

Monitoring period with reviews and feedback 
– refer to procedure 

Improvement achieved? 

Yes No 

Is there evidence of unsatisfactory attendance? 

Yes 

Implement solution 

Keep an eye on 
situation 

No further 
action 

Formal review stage one 
• 5 working days’ written notice 
• Right of representation 
• Set objectives to be achieved in specific timescale 
• Notify that failure to achieve will lead to formal review stage two and possible 

termination of employment. 
• Confirm in writing 

Monitoring period with reviews and feedback – refer to procedure 

Improvement achieved? 
Yes 

No Some 
Consider 
extending 
monitoring 
period 

Stage two 
 



 
 

Stages Two and Three 
            

 
 

 
 
 
 
 
 
  

Yes 

No Some 

Consider 
extending 
monitoring 
period 

Stage three- termination of employment 
 

• Meeting conducted by Ch. Exec 
• 5 working days’ written notice giving purpose and possible outcomes of 

meeting 
• Right of representation 
• Copies of document and details of witnesses 

Is suitable alternative employment possible? * 
N.B no obligation to create a post 

Yes No 
Arrange 
trial period 

Formal review meeting stage two 
• 5 working days’ written notice 
• Right of representation  
• Cover points as stage one 
• Explore reason for failure to improve 
• Set another timescale for objective to be met. Warn that if not achieved 

termination of employment will follow. 

Improvement achieved? 
No 
further 
action 

Dismissal on grounds of capability 
• Reasons given – confirmed in 

writing 
• Right of appeal notified 

* In exceptional cases this extended procedure would be inappropriate and 
employee will be given just one opportunity to improve (consult Deputy Head HR) 

 



 
 

Frequent short/medium term sickness absence 
 

 

Informal meeting 
Explore reasons – offer assistance, e.g. occupational health 
and welfare.  Explain impact of absence  

Monitoring period 

In absence level acceptable? Yes 

No 

Formal review stage one 
• 5 working days’ written notice 
• Right of representation 
• Consider removal of self-certification (discuss with deputy head of HR) 
• Inform that failure to improve will lead to formal review stage two and 

possible termination of employment 
• Set improvement target within specific period 
• Confirm in writing 

Monitoring period 

Is absence level now acceptable? 
Yes 

No Some 

Consider 
extending 
monitoring 
period 

Has a referral to O/H been made? 

Yes No A referral to O/H must have 
occurred before stage two                      

Formal review stage 
two 

No 
further 
action 

Provide 
continued 
support  

 



 
 

Stages Two and Three 
 
 
 

 

Monitoring period 

Is absence level now acceptable? Yes 

No Some 
improvement 

Consider 
extending 
monitoring 
period 

Refer to Ch Exec via Deputy Head of HR 

Stage three - termination of employment 
• Meeting conducted by Ch. Exec. 
• 5 working days’ written notification- giving purposes of 

meeting, possible outcomes of meeting and right of 
representation. 

• Copy of letter to presenting officer and representative (where 
applicable)  

Dismissal on grounds of capability 
• Reasons given- confirmed in writing 
• Right of appeal notified 

 

Formal review- stage two 
• 5 working days’ written notice 
• Right of representation 
• Explore failure to improve 
• Warn that failure to improve will lead to termination of 

employment 
• Set period for improvement to be achieved 
• Confirm in writing 

 



 
 

Appendices 
 
The documents below are Essex Police documents and have been 
amended to reflect the Police and Crime Commissioner’s Office.  

 
1. Std doc. 1 Informal Record of Supervisors Discussion – Stage 1 

2. Std doc. 2 Invitation of first Interview 

3. Std doc. 3 Checklist and Interview Record 

4. Std doc. 4 Outcome of first Interview 

5. Std doc. 5 Outcome of first Interview Following OHD Assessment 

6. Std doc. 6 Outcome of first Interview – no further action at this stage 

7. 
Please use A444b on the force forms list or on the Occupational Health Website 

(amend prior to use) 

8. Std doc. 8 ‘Well Done’ Letter 

9. Std doc. 9 Invitation to second Interview 

10. Std doc. 10 Outcome of second Interview – Final Warning 

11. Std doc. 11 Invitation to third Interview 

12. Std doc. 12 Dismissal Letter 

13. Std doc. 13 Details of Appeal Hearing Stage 5 

 
 
 
 

 



 
 

STANDARD DOCUMENT 1 
 
 
INFORMAL RECORD OF MANAGER’S DISCUSSION 
 
 
 
To: Manager    From:  
 
Location:     Location: 
 
 
 
RE: Employee’s name    Tel: 
 
Grade:      O/r: 
 
Location:      Date: 
 
 

PCC for ESSEX   
MANAGING ATTENDANCE POLICY 

(Staff Capability procedure) 
 
 
This is to confirm that on [date of discussion] I spoke informally to the above-
named person about their unsatisfactory attendance to duty over the previous  
[   ] weeks. 
 
The employee has been reminded that formal action may be taken if their 
absence again becomes unsatisfactory and exceeds acceptable levels at any 
time in the next 2 years. 
 
In the event that the attendance levels prove unsatisfactory within this monitoring 
period, I will contact you again. 
 
 
 
 
(Supervisor) Signed: _____________________________________ 
    

 



 
 

STANDARD DOCUMENT 2 
 
 
 
INVITATION TO FIRST FORMAL INTERVIEW 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 

 
PCC for ESSEX MANAGING ATTENDANCE POLICY 

(Staff Capability procedure) 
 
 
I have received a report regarding your recent non-attendance to work.  As you 
have been continually absent from work for 14 weeks / continued to have 
frequent occurrences of sickness absence, I would like to take the opportunity to 
review this matter with you. 
 
The purpose of the meeting is to advise you that: 
 

• That the levels of absences are unacceptable. 
 
• Of the consequences for you if the level of sickness does not improve i.e. 

that their level of sickness may lead to the termination of your 
employment.  

 
• A review of current measures and recommendation of any further 

measures to help you improve attendance. 
 

• Of the difficulties caused by the absence (effects on service provision   
and work colleagues). You will be given the opportunity to identify any 
problems which may be contributing to their sickness.   

 
Please could you report to (location) on   (date) at (time). 
 
You may, if you wish, be accompanied by local staff representative or fellow 
employee. 
 

 



 
 

In order to ensure the PCC for Essex meets their full obligations and duties under 
the Disability Discrimination Act 1995, I can advise you that we can make 
appropriate reasonable adjustments to these proceedings for example: 
 

• Allow statements or your written representations to be provided in advance 
of the hearing. 

• Allow for additional breaks 

• Hold the hearing in a neutral place rather than workplace venue. 

• Hold the hearing in a venue closer to your home. 

• Allow you to be accompanied by a friend or family member or a member of 
our welfare team. 

• Conducting the whole proceedings in writing if necessary. 

 
You will appreciate this list is not exhaustive. However should you wish to take 
advantage of any of these measures or other measures please let me know. 
 
 
 
 
 
 
 
 
 
 
Signed: _____________________________________ 

  (Manager) 
 

 



 
 

STANDARD DOCUMENT 3 
 
CHECKLIST AND INTERVIEW RECORD 
 
Name:      Grade:  
 
Location: 
 
Interview date: 
 
Interviewing manager: 
 
Staff representative, fellow employee etc.: 
 
*The Interviewing Manager should be in possession of (a) the PCC for Essex 
Managing Attendance Policy and (b) appropriate documents in respect of the 
employee, e.g. service history, sickness record, sick pay claim forms and any 
medical certificates/statements, OHD reports and Welfare reports, if any. 
 
INTERVIEW GUIDE - COMMENTS OF INTERVIEWING MANAGER 
 
1.  State reason for interview (refer to PCC for Essex Capability Procedure)  
 
 
 
 
 
 
2. State the employee’s sickness and absence record: [  ] Days, [  ] occasions 
(Refer  to reasons and patterns of absence)             
 
 
 
 
 
 
3. Explain that the absences place an additional burden on fellow employees and 
are detrimental to the organisation              
 
 
 
 
 
       
 
 
4.   Discuss the absence record                        
 
i) Have they complied with reporting arrangements?  

(See sick pay claim forms)       
    

 



 
 

 
 
 
 
 

 
ii) Are the absences due to any of the following underlying reasons:-              
• general illness;  

• shift working patterns, long hours; 

• domestic problems; 

• dislike of job, lack of job satisfaction; 

• working environment; 

• shortage of leave; 

• self-induced illness, e.g. alcohol/drugs related; 

• sports related injury; 

• personality clash or other 

• harassment; 

• boredom, lack of satisfaction. 

• (Sources of stress – refer to the managing stress policy within the Attendance 

Strategy). 

 
 
 
iii) Is the opinion of the OHD required/considered to be appropriate?                  
 
 
 
 
 
 
iv) Is there any form of counselling considered to be appropriate?                   
     e.g. Welfare, OHD or other  specialist or additional training required. 
 
 
 
 
 
 
 
v) Should a move to an alternative post be considered?                    
 
 
 
 

 



 
 

 
vi) Stress the need for an improvement in attendance to duty?                            
 
 
 
 
 
vii) Explain that sick pay may be withheld if management are not satisfied with 
reasons for absence. (Refer to Essex Police sick pay arrangements.)                 

 
 
 
 
 

 
viii) Re-state the PCC for Essex policy on managing attendance and give clear 
indication of action, which may be necessary if future attendance is 
unsatisfactory.                                     

 
 
 
 
 

 
ix)  Indicate that the outcome of the interview will be given in writing.                  
 
 
 
 
 
 
ADDITIONAL NOTES 
 
 
 
 
 
 
 
 
Signed: _____________________________________Dated:_______________ 

 
 
 
 
 
 
 
 
 
 
 

 

 



 
 

STANDARD DOCUMENT 4 
 
 
OUTCOME OF FIRST FORMAL INTERVIEW 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 

PCC for ESSEX MANAGING ATTENDANCE POLICY 
(Staff Capability Procedure) 

 
 
I refer to my interview with you on [date] when I reminded you that your 
attendance pattern has been under review. I confirm that your absence is again 
giving cause for concern. Whilst I appreciate the difficulties you are experiencing, 
the level of your absence is such as to be unsatisfactory because your absence 
continues to have a detrimental impact on the department workload. 
 
Whilst I can appreciate the efforts you are making, your continued absence is 
affecting work performance. Under your contract of employment you contract with 
the PCC for Essex to provide a full and reliable service. Therefore I need to 
advise you that the organisation is looking for you to improve your levels of 
attendance. I would re-iterate my concern is with your attendance at work and I 
am not questioning the reasons you have given for your absences.   
 
I have to warn you that if, at any time in the next monitoring period of   
  , your absence level remains or again reaches unsatisfactory levels, 
the PCC for Essex will have to give serious consideration to your continued 
employment. 
 
 
(Note the outcome may not result in a formal warning but a decision to informally 
monitor – this decision should be clearly evidenced) 
 
 
 
Signed: _____________________Dated: ___________ 
                         Manager 
 
 

 

 



 
 

  
STANDARD DOCUMENT 5 

 
 
OUTCOME OF FIRST INTERVIEW FOLLOWING OHD 
ASSESSMENT 
                                         
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 
PCC for ESSEX MANAGING ATTENDANCE POLICY 
 
I refer to my interview with you on (date) and your subsequent assessment by the 
Occupational Health Department. I am informed that you have no serious or 
underlying medical condition which would prevent you from attending work on a 
regular basis, so there must now be a definite attempt by you to achieve an 
improvement in your attendance record,  
 
Or (for long term sick) 
 
I note there is an underlying medical condition which has been identified and you 
are seeking appropriate treatment. 
 
The prognosis for your condition is________________________________.  
 
Whilst I can appreciate the efforts you are making, your continued absence is 
affecting work performance. Under your contract of employment you contract with 
the PCC for Essex to provide a full and reliable service. Therefore I need to 
advise you that the organisation is looking for you to improvement your levels of 
attendance. I would re-iterate my concern is with your attendance at work and I 
am not questioning the reasons you have given for your absences.   
 
Optional 
 
Arising from our discussion we identified that it would be possible to adopt the 
measures detailed below to assist you in improving your levels of attendance. 
 
 
 
Signed: ______________________Dated: __________ Manager 
  

 



 
 

STANDARD DOCUMENT 6 
 
 
OUTCOME OF FIRST INTERVIEW 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 
 
 
 
PCC for ESSEX MANAGING ATTENDANCE POLICY 
 
 
I refer to my interview with you on (date) when we discussed your attendance 
over the last [  ] weeks which has been a cause for concern. 
 
I have listened to the reasons for your absence from duty and at this stage, will 
not take any further action. 
 
I will continue to monitor your attendance over the next monitoring period of 
  . You are advised to keep me informed of any further problems, 
which may affect your attendance, at which stage I may have to reconsider our 
approach to the matter. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Signed: ______________________Dated:___________ Manager 
 
 
 

 



 
 

STANDARD DOCUMENT 8 
 
‘WELL DONE’ LETTER 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 
 

PCC for ESSEX  
MANAGING ATTENDANCE POLICY 

(Staff Capability Procedure) 
 
 
I refer to my letter dated (date) and I am pleased to note that during the 
subsequent [  ] weeks your level of attendance has improved and I hope that this 
improvement will be maintained. 
 
I am informed that you have no serious or underlying medical condition which 
would prevent you from attending work on a regular basis, so there must now be 
a definite attempt by you to achieve an improvement in your attendance record,  
 
Or (for long term sick) 
 
I note there is an underlying medical condition which has been identified and you 
are seeking appropriate treatment. 
 
The prognosis for your condition is ____________________________________.  
 
Whilst I can appreciate the efforts you are making, your continued absence is 
affecting work performance. Under your contract of employment you contract with 
the PCC for Essex to provide a full and reliable service. Therefore I need to 
advise you that the organisation is looking for you to improve your levels of 
attendance. I would re-iterate my concern is with your attendance at work and I 
am not questioning the reasons you have given for your absences.   
 
 
Optional 
 
Arising from our discussion we identified that it would be possible to adopt the 
measures detailed below to assist you in improving your levels of attendance. 
 

 



 
 

I will continue, however, to monitor your record in line with my letter dated (date) 
and would remind you that if your levels of sickness become unsatisfactory again 
within the next monitoring period of     then serious 
consideration will have to be given to this matter. 
 
If improvement is maintained for two years, no further action will be taken and the 
record of unsatisfactory attendance will be expunged. Should further triggers be 
met during the two-year period, you will subsequently be called for a second 
interview. 
 
I hope that the improvement shown so far will be maintained. 
 
 
 
 
 
 
 
Signed: __________________________Dated: _________ 
                               Manager 

 



 
 

STANDARD DOCUMENT 9 
 
INVITATION TO SECOND INTERVIEW 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 

PCC for ESSEX MANAGING ATTENDANCE POLICY 
(Staff Capability Procedure) 

 
 
I refer to my letter dated (date) when I indicated to you that your attendance to 
duty record would be monitored during the period of    . 
 
It is the case that your absences, over the past [  ] weeks, have returned to 
unsatisfactory levels and this clearly is detrimental to our service delivery. 
 
In the circumstances, I would like to see you again on (date) at (time) in (location) 
to discuss your continued employment. 
 
The purpose of the meeting is to advise you that   ; 
 

i. That the levels of absences are unacceptable. 
 

ii. Of the consequences for you if the level of sickness does not improve i.e. 
that their level of sickness may lead to the termination of your 
employment.  

 
iii. A review of current measures and recommendation of any further 

measures to help you improve attendance. 
 
iv. Of the difficulties caused by the absence (effects on service provision   

and work colleagues).  You will be given the opportunity to identify any 
problems which may be contributing to your sickness.   

 
 
You may, if you so wish, be accompanied by a staff representative, trade union 
official of Unison or fellow employee. 
 

 



 
 

In order to ensure the PCC for Essex meets their full obligations and duties under 
the Disability Discrimination Act 1995, I can advise you that we can make 
appropriate reasonable adjustments to these proceedings for example: 
 

• Allow statements or your written representations to be provided in advance 
of the hearing. 

• Allow for additional breaks 

• Hold the hearing in a neutral place rather than workplace venue. 

• Hold the hearing in a venue closer to your home. 

• Allow you to be accompanied by a friend or family member or a member of 
our welfare team. 

• Conducting   the   whole proceedings in writing if necessary. 

 
You will appreciate this list is not exhaustive. However should you wish to take 
advantage of any of these measures or other measures please let me know. 
 
 
 
 
 
 
 
Signed: _________________________ Dated: _________  
                           Manager 

 

 



 
 

STANDARD DOCUMENT 10 
 
 
OUTCOME OF SECOND INTERVIEW - FINAL WARNING 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 
 

PCC for ESSEX 
MANAGING ATTENDANCE POLICY 

 
 
I refer to my interview with you on (date) during which we discussed your 
attendance record.  I reminded you that we had been monitoring your attendance 
record. 
 
I am informed that you have no serious or underlying medical condition which 
would prevent you from attending work on a regular basis, so there must now be 
a definite attempt by you to achieve an improvement in your attendance record,  
 
Or (for long term sick) 
 
I note there is an underlying medical condition which has been identified and you 
are seeking appropriate treatment. 
 
The prognosis for your condition is ____________________________________.  
 
Whilst I can appreciate the efforts you are making, your continued absence is 
affecting work performance. Under your contract of employment you contract with 
the PCC for Essex to provide a full and reliable service. Therefore I need to 
advise you that the organisation is looking for you to improve your levels of 
attendance. I would re-iterate my concern is with your attendance at work and I 
am not questioning the reasons you have given for your absences.   
 
Optional 
 
Arising from our discussion we identified that it would be possible to adopt the 
measures detailed below to assist you in improving your levels of attendance. 
I have to inform you that your attendance record has continued to be 
unsatisfactory i.e. you have incurred the following number of days sickness 

 



 
 

absence since last review ______________________and unless there is 
evidence of an improvement during the next monitoring period it will be 
necessary to consider terminating your contract of employment.   
 
 
The monitoring period as agreed during the second interview is set as           . 
 
Your attendance record will continue to be closely monitored, but I hope that you 
will take the opportunity afforded by this final warning. 
 
 
 
 
 
Signed: ____________________________ Dated: _______  
                                Manager 
    
 
 
 

 



 
 

STANDARD DOCUMENT 11 
 
 
INVITATION TO THIRD INTERVIEW 
 
 
To: Employee’s name    From: Manager 
 
Grade:       Location: 
 
Location:      Tel: 
 
       O/r: 
 
 
       Date: 
 
 
 

PCC for ESSEX MANAGING ATTENDANCE POLICY 
(Staff Capability Procedure) 

 
 
Further to the second stage review of your sickness absence your absences 
have continued at an unsatisfactory level during the recent period, despite the 
previous warnings and opportunities you have been given. 
 
In view of the serious situation in which you have placed yourself regarding your 
continued employment within the PCC for Essex, I am forwarding case papers to 
the Chief Executive to decide whether it is appropriate to review your 
employment with the PCC for Essex. 
 
I have enclosed a copy of the capability procedure for you. 
 
The Chief Executive will write to you direct with details of the hearing. 
 
At the hearing you will be afforded the right, if you so wish, to be accompanied by 
a staff representative, trade union official or fellow employee.  
 
 
 
 
 
 
 
Signed: ____________________________ Dated: ___________  
                               Manager 
   

 



 
 

STANDARD DOCUMENT 12 
 
DISMISSAL LETTER 
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 

PCC for ESSEX  
MANAGING ATTENDANCE POLICY 

 
 
At the efficiency hearing held on (date) you were advised that this had continued 
to remain at an unsatisfactory level. You have been formally advised of this on 
previous occasions and have been given adequate time to improve your 
attendance. You were warned on the last occasion on (date) that if your 
attendance did not improve, then the PCC for Essex would have no alternative 
but to consider terminating your employment by reason of capability, as provided 
under Section 98 of the Employment Rights Act 1996. 
 
This letter is to confirm the decision conveyed to you on (date) to terminate your 
employment with the PCC for Essex for unsatisfactory attendance to duty with 
effect from (date). 
 
In accordance with your contract of employment, you will be given [  ] weeks’ pay 
in lieu of notice. 
 
I would inform you that you have the right to ask the Police and Crime 
Commissioner to review this decision and if you so wish, this must be made in 
writing to me within seven days. You have the right also to be accompanied by a 
staff representative, trade union official or a fellow employee at the appeal 
hearing. 
 
 
 
 
Signed: _________________________Dated: __________ 
                              Manager 
 
 
 

 
 

 



 
 

STANDARD DOCUMENT 13 
 
DETAILS OF APPEAL HEARING  
 
 
To: Employee’s name    From: Manager 
 
Grade:      Location: 
 
Location:      Tel: 
 
       O/r: 
 
       Date: 
 
 
 

PCC for ESSEX MANAGING ATTENDANCE POLICY 
(Staff Capability Hearing) 

 
 
 
 
With reference to your appeal against the decision to terminate your employment 
with the PCC for Essex, arrangements have been made for this to take place and 
you are required to report to (location) on (date) at  (time). 
 
  
Your appeal will be heard by (name Police and Crime Commissioner for Essex).  
You have the right, if you so wish, to be accompanied by a staff representative, 
trade union official or fellow employee. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Signed: ____________________________________ Dated: _______________  
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