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Absence Management System





Overview

This is a practical system you can run in a small cleaning business with weekly rotas.


Principles

· Consistency: apply the same steps to everyone.
· Speed: get the call early so you can cover client work.
· Records: write it down every time.
· Fairness: investigate patterns, don’t assume.


Step-by-step workflow

Step 1 - Sickness reported (Day 1)

1. Employee calls (phone) and provides:
· reason for absence
· which shift(s) they can’t work
· expected return date
2. Manager logs it in the Absence Log.
3. Manager confirms next steps:
· when the employee must update you
· whether cover is needed
Step 2 - Cover plan (same day)
1. Check rota and client priorities.
2. Decide:
· reassign to another cleaner
· reschedule client
· manager covers
3. Record what you did (helps if clients complain later).


Step 3 - Updates during absence
· For 1–7 days: agree update frequency (e.g., daily by 4pm).
· Over 7 days: fit note required (as per your policy).
Step 4 - Return-to-work discussion (first shift back)
· Complete the Return-to-Work Checklist
· Update absence totals and check trigger points.
Step 5 - Trigger points (repeat absence)
Use trigger points to decide when to review. Pick one approach and stick to it.
Option A (simple):
· 3 absences in 3 months
· or 5 absences in 12 months
· or any clear pattern (e.g., always Mondays)
Option B (days-based):
· 4+ days sickness in 6 months
When a trigger is hit, move to a Sickness Review Meeting.
Step 6 - Sickness Review Meeting (formal)
Purpose: understand what’s happening and agree an improvement plan.

Agenda:
· confirm absence record
· ask if there’s an underlying health issue/disability
· discuss support/reasonable adjustments (if relevant)
· set an attendance target and review date
· explain consequences if there’s no improvement
Step 7 - Long-term absence (4+ weeks)
· keep in touch plan (frequency + method)
· fit notes to cover the full period
· consider occupational health (with consent)
· consider reasonable adjustments and phased return
· capability process if return is not possible within a reasonable timeframe

Tools you will need:
· Absence Log (table)
· Return-to-Work Checklist
· Sickness Review Meeting Form
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