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Trafford Alternative Education 
Provision 

 

 
 

 
 
 
Our Mission Statement: 
Trafford Alternative Education Provision is committed to providing…. 
 

   
A 21st Century education that promotes the academic, 
emotional and social development of our students. Our 
aim is to create a holistic, nurturing and inspiring 
environment where students are supported and 
encouraged to take charge of their lives, their learning 
and their decisions. Every student will have an 
understanding of their personal journey, challenges and 
future opportunities. All will be encouraged to become 
independent thinkers and learn to value and respect 
others thus enabling them to meet the challenges of the 
wider world. In partnership with parents, carers, 
schools and outside agencies we will provide students 
and staff with a positive and supportive learning 
experience. 
We will achieve our vision by constantly thinking about 
the bigger picture, working as one team, valuing our 
staff and their continual development and by frequently 
reviewing, debating and developing the curriculum. 
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1. PRINCIPLES 
 

1) The Governing Body considers the health and well-being of its 
employees to be of paramount importance and is committed to 
providing a high-quality working environment for all employees. 

 
2) The Governing Body recognises that underlying health conditions may 

impact on the ability of staff to attend work or carry out their role. The 
Governing Body aims to support these employees and ensure that they 
are employed in suitable roles, in addition to the rehabilitation and 
provision of support to those staff that are too unwell to attend school. 

 
3) The Governing Body recognises the need for a clear, fair and 

consistent policy and procedure for managing the health, well-being 
and attendance of all staff and therefore the following procedure has 
been established and agreed.   

 
4) Through the proper application of these procedures, the Governing 

Body aims to ensure that absence is kept to a minimum, but that staff 
who cannot attend school, or who cannot continue in their role for 
health reasons, are adequately supported. 

 
5) The principles outlined within these procedures reflect best practice in 

handling attendance management, as outlined within ACAS guidance 
and are compliant with current legislation. 

 
6) The Governing Body advocates a non-disciplinary approach to 

managing employees’ absence levels, although it is recognised that 
there is a need to treat long-term absences and absences due to 
underlying reasons differently to ad-hoc absences with no underlying 
health conditions.  However where it is shown that absences are not as 
a result of sickness, or the policy isn’t being followed, the disciplinary 
policy will be followed. 

 
7) It is important to note that ill health does not always result in an 

employee being absent from school. Some staff may have an 
underlying health issue, which prevents them from carrying out some 
aspects of their role. In these types of situations, these guidelines 
should be followed to ensure that the Governing Body considers 
whether there are any temporary or permanent measures that could be 
taken, which would assist the employee in overcoming their difficulties. 

 
 
2. SCOPE 

 
1) This policy and procedure applies to all teaching and support staff 

employed through the Governing Body.  



 6 

 
Note: - for support staff who have not completed their probationary period 
and have not been confirmed in post the “Probationary Period Procedure” 
should be followed, where there are health and/or absence issues.  

 
3. THE FRAMEWORK 

 
1) The core framework of the Attendance Management Policy and 

Procedure is made up of informal discussions and will not normally be 
less than three formal meetings. 

 
2) The informal part of the procedure should be used following all periods 

of absence, or where a staff member first indicates that an underlying 
health condition may be impacting on their ability to carry out their role. 
The informal phase comprises of return-to-work meetings and informal 
discussions. These informal meetings and discussions would normally 
be carried out on a one-to-one basis. 

 
3) The formal part of the process is appropriate where a staff member’s 

absence, or underperformance due to health, is beginning to give 
cause for concern and/or the thresholds detailed under paragraph E2 
have been reached. The formal process consists of a series of Formal 
Health Review meetings.  These Formal Health Review meetings 
provide an opportunity for the staff member and Headteacher/line 
manager to discuss the reason(s) for the absence, to fully investigate 
ways of supporting the individual, and to facilitate an improvement in 
their health, their level of attendance and/or a return to school. The 
employee should be made aware of their contractual obligations with 
regards to attendance and reasonable expectations. The formal 
process may also include One to One discussions in between the 
Health Review Meetings to discuss progress against action plans and 
to provide support. 

 
4) The number of formal Health Review meetings will depend upon the 

individual circumstances of a case, but will not normally be less than 
three (First, Further and Final). However if medical advice indicates 
that an employee is not likely to return to work in the foreseeable future 
it may not be necessary to hold three meetings. 

 
5) A final Health Review meeting (Medical Incapacity Hearing) will be held 

where it has become apparent that the staff member will not be able to 
return to school in the foreseeable future, or where, despite attempts to 
support the individual, their absence levels are unsustainable. 

 
6) Headteachers may seek advice, support and guidance from the Human 

Resources (HR) team or another HR provider, prior to instigating the 
formal process and prior to holding a formal Health Review meeting at 
any stage of the process.   
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4. INFORMAL APPROACH 
 

1) In the vast majority of cases, informal discussions and return-to-work 
meetings will ensure that attendance is effectively managed.  

 
2) Staff must keep in regular contact with their Headteacher/line manager 

during any period of absence and should advise of their likely date of 
return (see Appendix 1 for the initial notification procedure). Where it is 
apparent that the staff member’s ill-health means that they will be 
absent for a long period of time, the staff member and their 
Headteacher/line manager should agree a frequency of contact that is 
appropriate and what form this should take. 

 
3) Headteachers/line managers should ensure that a return-to-work 

discussion with staff after each absence relating to illness or with 
respect to other appropriate absences (e.g. dependant’s illness or 
bereavement) is carried out by an appropriate member of staff. The 
purpose of this meeting is to discuss the reasons for the absence and 
to determine any support required in relation to the staff member’s 
return to work. 

 
4) Headteachers/line managers should be supportive in their approach 

and often, as a result of these discussions, they will be satisfied that 
the staff member is fully recovered and fit for work. However, where the 
individual’s health and/or level of attendance continue to cause 
concern, it is important that this is fully discussed with the individual 
and that an appropriate action plan is implemented. The action plan 
should include the provision of adequate support, to allow the staff 
member to maintain an acceptable attendance level. 

 
 

5. FORMAL APPROACH 
 

 
1) The formal approach should normally be implemented where a staff 

member reaches the short-term or long-term sickness absence 
thresholds.  In the case of short term absences, sufficient support 
should have already been provided on an informal basis i.e. return to 
work interviews have been carried out. The long-term and short-term 
sickness absence thresholds are as follows: 

 
i) Short-Term Sickness Absence Thresholds 

 
• 3 occasions of absence in a rolling 12-month period, or,  
• A total of 9 working days absence in a rolling 12-month period, 

or, 
• Where the employee falls outside of these trigger points but their 

levels of absence is a cause for concern. 
•  
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 ii)  Long-Term Sickness Absence Threshold 
 

• A continuous period of absence lasting 21 calendar days or 
more. 

 
2) Initiating the formal approach on reaching these thresholds ensures 

that Headteachers/line managers have the opportunity to investigate 
whether there are any underlying reasons for absence at an early 
stage, and to allow them to provide appropriate support to improve 
their attendance. It also means that the employee is aware that their 
level of absence is of concern and warrants further monitoring. 
Employees should be made aware of the possible consequences of 
continued high levels of absence, i.e. that it could ultimately lead to 
termination of their contract of employment. 

 
3) The use of these triggers also ensures that a consistent and fair 

approach is adopted. 
 

4) Formal Health Review meetings will differ dependent upon the 
circumstances of each case and will have different outcomes.   

 
5) Further to all Formal Health Review meetings, Managers should 

ensure that the agreed support is being provided, and they should 
maintain contact with the employee as agreed via the most appropriate 
method between meetings.  This may include holding One to One 
meetings to discuss progress against action plans and to provide 
support. 

 
6) It is important to note that in cases where an absence threshold has 

been met, and the employee is back in work, a return-to-work 
discussion will be held initially following the absence that results in the 
individual reaching the threshold.  The individual should then be 
advised at the end of the return-to-work discussion that the formal 
process will be initiated and a separate Formal Health Review meeting 
should be arranged. 

 
7) Employees are expected to comply with the process, attending 

meetings, OH where appropriate, and following the agreed action plan.  
Failure to do so may lead to withdrawal of sick pay and/or disciplinary 
action.  If the decision is made to withdraw sick pay the employee has 
the right to ask for a review to be undertaken of this decision. 

 
 
6.  FIRST HEALTH REVIEW MEETING 

 
1) The first Health Review meeting should be held once the employee 

has reached the short-term or long-term absence threshold. 
 

2) The Headteacher/line manager should write to the employee, to invite 
them to a First Health Review, and should clearly explain why the 
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meeting is being convened. The employee should be provided with at 
least 5 working days notice of the meeting. 

 
3) The meeting should ideally be held on a one-to-one basis between the 

staff member and the Headteacher/line manager. However, the 
employee may ask that a work colleague or Trade Union 
representative (or family member, in exceptional circumstances, or if 
the individual is on long-term sickness absence and the meeting is to 
take place at their home) be present during the Health Review 
meeting. In this case the Headteacher/line manager conducting the 
Health Review meeting should also be accompanied by another 
member of staff or HR. 

 
4) In the case of long-term absence, arrangements should be made for 

the Health Review meeting to be held at a mutually acceptable 
location, which would normally be the School. Where necessary and 
based on the individual’s circumstances, it may be more appropriate 
for the meeting to be held at the employee’s home or at another 
mutually agreed venue. 

 
5) A comprehensive letter detailing all discussions should be provided to 

the staff member. This must indicate that, should the agreed objectives 
set out in the action plan not be met, a further Health Review may be 
appropriate. The action plan should be provided with the letter. 
 

7.  FURTHER HEALTH REVIEW MEETINGS  
 

1) Further Health Review meetings should be arranged between the 
Headteacher/line manager and the staff member where: 

 
• In the case of short-term absence, an employee’s attendance 

record continues to give cause for concern (e.g. where agreed 
outcomes from the first Health Review meeting have not been 
fulfilled within a reasonable or agreed timescale, which demonstrate 
improvement), 

 
• In cases of long-term absence, where the employee has not 

returned to work within a reasonable timescale, 
 

• In cases where a gradual return to work has been attempted and/or 
other forms of support have been provided, but the staff member is 
still unable to carry out the requirements of the role. 

 
2) The Headteacher/line manager should ideally be accompanied by an 

HR Business Partner at all further Health Review meetings. HR can 
guide Headteachers/line managers on the most appropriate approach 
to take. 

 
3) The letter accompanying the minutes and action plan from the meeting 

must indicate that, should the agreed objectives set out in the action 
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plan not be met, the staff member’s employment may be terminated 
due to medical incapacity, subject to a final Health Review meeting.   

 
8.  FINAL HEALTH REVIEW MEETING - (Medical Incapacity Hearing) 
 
1) A final Health Review meeting should be arranged where: 

 
• Despite the implementation of any support mechanisms, the 

individual’s absence levels still give cause for concern and the 
action plan(s) has not be adhered to, 

 
• For long-term absence, the staff member continues to be absent 

from work and there is no foreseeable return, or further to a return 
to work, with or without adjustments, the employee is still unable to 
carry out the required hours/duties of the post. 

 
2) The purpose of the final Health Review meeting is to consider whether 

it is reasonable and appropriate for the staff member’s employment 
with the School to continue, taking into account all the relevant 
information and support provided. 

 
3) Dismissal on the grounds of medical incapacity should be the final 

option in all cases and should only be considered where all other 
reasonable options have been explored. 

 
4) The employee should be advised in writing of the arrangements for a 

Final Health Review meeting and the composition of the panel. This 
letter should explain the purpose of the meeting and must outline the 
possible options open to the School following the meeting, including 
termination of employment.  The employee should be provided with at 
least 5 working days notice of the meeting and must be informed that 
they have the right to be represented by either a Trade Union 
representative or a work colleague. 

 
5) The panel will be the Final Health Review Committee of the Governing 

Body, comprising of a minimum of 2, but ideally 3 Governors, 
excluding parent, or staff governors,  who will have little or no prior 
knowledge of the case. The panel may be provided with  professional 
advice and support from an HR Business Partner. The Schools case 
should be presented by the Headteacher. Note: This procedure may 
be adapted in cases were the Headteacher has not been involved in 
the Informal and Formal Review processes to allow the Headteacher 
to hear the case against the employee. 
 
 

6) The staff member should be notified of the outcome within 5 working 
days of the Final Health Review meeting.  Where it is not possible to 
come to a decision within this timescale e.g. further medical input is 
required, the hearing officer should advise the employee of the reason 
for the delay and indicate when they will be notified of the decision. 
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7) Where the decision is to dismiss, the employee should be advised of 

their right to appeal against this decision to the staff Appeal 
Committee. 

 
9.  COMMUNICATION AND MONITORING 

 
1) It is important that the Headteacher/line manager and staff member 

should maintain an open dialogue throughout the Formal Approach 
and, as part of the action plan, Health Review meetings should be 
arranged to ensure there is time to follow-up and review any action 
plans. The aim of these discussions is to assess the success of any 
support measures, which have been put in place to try to help the 
employee achieve the objectives set in their action plan. 

 
2) Where it is confirmed that the employee has met the required 

expectations, the individual should be advised that their 
attendance/performance is at a satisfactory level and that those levels 
should be maintained. The employee should be made aware that if 
their health or attendance falls below satisfactory levels, a further 
Health Review may be held. 

 
3) The staff member should be informed of how long they will remain 

under the Formal Approach. This period should not normally last for 
more than 12 months, unless there are exceptional circumstances. 
Once this time period has elapsed, any further attendance/health 
issues would normally be dealt with by initiating the Formal Approach 
afresh, i.e. starting with the First Health Review meeting. 

 
4) Where the appropriate support has been implemented and the staff 

member’s health or attendance is still unsatisfactory either due to 
underperformance or absence, a further Health Review should be 
arranged. 

 
10.  INVOLVEMENT OF OCCUPATIONAL HEALTH 

 
1) The employee should be referred to the Occupational Health Unit in all 

the following cases, to enable early intervention: 
 

 
• Where information suggests that the reason for short-term 

absences relates to an underlying health condition that needs 
further consideration, it is not necessarily appropriate to refer an 
employee just because they have hit the short term absence 
thresholds. 

 
• An immediate referral (irrespective of the length of absence) 

should be made where the reason for absence is stress-related i.e. 
anxiety, depression, debility, exhaustion etc., 

 



 12 

• An immediate referral (irrespective of the length of absence) 
should be made where the reason for absence is musculoskeletal 
i.e. back pain, neck pain, work-related upper limb disorder 
(WRULD), sciatica etc., 

 
• Where the long-term absence trigger (a continuous absence of 21 

calendar days and above) has been reached.  If a fit note states 
that the employee will be absent from work for more than 3 weeks, 
the Headteacher/line manager should make the referral 
immediately, rather than waiting until the end of the sick note 
period, 

 
• Prior to the individual being progressed to the Final Health Review, 

in cases where: 
 

a) The individual has not previously been seen by Occupational 
Health, as the underlying cause(s) of absence appears not to be 
health-related, or, 

 
b) Where the medical information held is not current/up-to-date.   

 
2) This is critical to ensure that any decisions regarding the employee’s 

employment with the school are made based on full and relevant 
information. 

 
3) Where a referral is made to Occupational Health, Headteachers/line 

managers should ensure that they have received all relevant 
information and recommendations prior to progressing to any formal 
stage of the process. 

 
4) The link to the online Occupational Health referral can be found on the 

Trafford Services for Education (TSE) SLA Online website (under HR 
Consultancy /Occupational Health/Access to Health Management 
portal). The supporting template letters and forms for managers and 
staff can also be found on the website (under HR Consultancy /Policy 
and Guidance documents). 

 
5) Employees must attend Occupational Health appointments, failure to 

do so without reasonable justification may lead to the cessation of sick 
pay and/or disciplinary action. 

 
 

      11.  THE APPEAL PROCESS 
 

1) Where the individual wishes to exercise their right of appeal, they must 
state their grounds in writing to the Chair of Governors within 10 
working days of the notification of the decision to dismiss. 

 
2) An Appeal Panel, consisting of ideally 3, but not less than 2, 

Governors, excluding staff and parent governors who again will have 
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little or no prior knowledge of the case, will be convened as soon as 
possible and normally within 4 calendar weeks of the date the appeal 
was received.  The individual must be informed of their right to be 
represented at the Appeal Hearing by either a Trade Union 
representative or a work colleague. The Headteacher should again 
present the management case and can be supported by an HR 
Business Partner. The Appeals Panel can also be supported by an HR 
Business Partner who has not previously involved in the case. 

 
3) Unless there has been any fresh evidence unearthed, or a significant 

change in the circumstances affecting the case in question, the 
Appeals Panel will determine whether the previous decision was 
appropriate, given all the circumstances and evidence heard. 

 
4) The decision of the Appeals Panel is final and there will be no further 

right of appeal. The decision must be communicated in writing to the 
individual within 5 working days of the meeting.  Where it is not 
possible to come to a decision within this timescale, the individual 
should be informed of the reason for the delay and be given an 
indication of when they will be notified of the decision. 
 

Ill Health Retirement:  
 

5) If Early Ill Health Retirement has been refused, there is a right of 
appeal via the Internal Disputes Resolution Procedure under the Local 
Government Pension Scheme. 

 
6) There is a right of appeal for teachers against a decision taken in 

respect of their application for ill-health retirement benefits under the 
Teachers Pension Scheme. 

 
12.  KEEPING RECORDS 

 
1) Headteachers/line managers must ensure that the minutes of all formal 

Health Review meetings, together with action plans, relevant 
correspondence and Occupational Health reports are retained on the 
employee’s staff file. 

 
13.  FURTHER INFORMATION AND ADVICE 

 
1) Associated template letters and forms are available from the Trafford 

Services for Education (TSE) SLA Online website or from HR. 
 
2) A member of HR can support a Headteacher/line manager with the 

application of the Attendance Management Procedure and can be 
available to attend the Formal review meetings and Medical Incapacity 
Hearings.  

 
3) These services are available to those schools that purchase the 

annual Schools HR Service level agreement. 
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14.  EQUALITY 
 

1) HR aim to regularly review all the policies and procedures they 
recommend to ensure there are no negative equality impacts. 
Consultation with our customers is an important part of how we 
achieve this. If you feel, on reading this policy, that there may be a 
negative equality impact within your school, please tells us about this. 
Please also let us know if you need to access this policy in a different 
format. You can do this by contacting the following officer:- 

 
Schools HR Team        telephone number: - 0161 912 5440 

     HR Business Partner   email address: - schoolshrteam@trafford.gov.uk  
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Appendix 1 - ABSENCE NOTIFICATION 
 
Initial Contact 
 
1. On the first day of absence, the employee should contact the 

Headteacher/line manager by telephone as soon as is reasonably 
practicable and normally no later than 30 minutes prior to their contracted 
start time or such other time as advised for their particular working 
arrangements.  

 
2. The employee should make every effort to speak to the Headteacher/line 

manager. However, if for some reason the employee is unable to do so, 
they should: 

 
• Note the name of the person who answers the call. 
• Ask that they pass a message on to the Headteacher/line manager. 
• Keep a record of the call time. 
 
3. The Headteacher/line manager in most cases should normally try to 

contact the employee later in the day. 
 
4. It is important that staff make contact as soon as possible. If an employee 

does not keep in contact, he/she will be in breach of these procedures and 
this may affect the payment of contractual sick pay. 

 
5. It is not acceptable for the employee to text or e-mail their 

Headteacher/line manager (except where the employee is Deaf and may 
use textbox, text or e-mail), nor is it acceptable for someone else i.e. a 
family member, to telephone the Headteacher/ line manager on behalf of 
the employee, other than in exceptional circumstances, for example, the 
employee is in hospital. 

 
6. The employee should let their Headteacher/line manager know: 
 
• How long the absence is likely to be for, and,  
• A general description of the illness, so that an accurate absence record 

can be kept. 
 
7. The Headteacher/line manager should deal with the call sensitively and 

carefully, whilst asking relevant questions about the reason for the 
absence. 

 
8. As well as a general discussion about the nature of the illness, areas for 

discussion might include whether the employee has: 
 
• visited the Doctor 
• been prescribed any medication 
• had a view from the Doctor about the nature of the illness 
• an opinion about what might have caused the illness 
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• an estimate of when they might be able to return to work 
 
9.  It is also an opportunity to confirm current contact details. 
 
 
Initial Contact for Multiple Post Holders 
 
1. Where an employee has two or more jobs and they self-certify or receive a 

sick note to refrain from work, then this refers to all work unless specified 
by the Doctor on the fit note. The employee must contact each 
Headteacher/line manager and follow the correct notification process for 
each job. 

 
2. Where a member of staff has another job or undertakes voluntary work 

with another employer, a sick note from a Doctor will also cover this work 
unless otherwise specified. There may be exceptional circumstances 
where an employee holding multiple posts could be deemed fit to 
undertake one job but not the other. Headteachers/line managers would 
need to seek advice from Occupational Health if this situation arose.   

 
 
 
 


