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This is a brief process map of the absence management process and should be used alongside the guidance. For long term absences, options should be explored to support a return to work, these are explained within the guidance.

Employee reports as unfit 
for work

 

Manager inputs absence 
onto iTrent and Gartan and 
records communication on 

PA9

Employee returns to work 

Manager closes absence 
on Trent and checks to see 
if the employee has hit the 
trigger of 3 occasions or 8 
days in a 12 month rolling 

period 

If stress related, musculoskeletal or 
work related absence manager refers 

to Occupational health on Eopass. 
Manager seeks People Management 
advice if required 

Employee completes self 
certification 

HR08

Manager completes return 
to work interview with 
employee (if hit a trigger 
advises the employee that 
a support meeting will be 
arranged) 
HR09

Manager sends invite 
letter to Support meeting 

PA3

At the support meeting the 
manager sets a new trigger 

e.g. of no more than 3 
occasion or 8 days in the 
next 12 months or return 
to work with 6/8 weeks. 

The manager takes notes 
of the meeting and 

completes the PA10 action 
plan with the employee of 

the agreed actions  

Manager sends outcome 
letter to the employee and 

keeps a copy on file 
PA4a/PA4b

Trigger hit

Employee has further absence 
which hits triggers set at Support 

meeting

Manager invites employee 
to a stage 1 meeting with a 

station manager sending 
letter 
PA5a

Manager seeks People 
Management advice if 

required 

At the stage 1 meeting the 
manager may issue the 

First Improvement Notice 
and/or complete an action 

plan. A trigger e.g. of 
absence totalling 4 days or 
2 occasions in the next 6 
months or return to work 

in 6/8 weeks.

The manager takes notes 
of the meeting and 

completes or updates the 
action plan with the 

employee PA10

Manager sends outcome 
letter to the employee and 

keeps a copy on file 

PA6a 

Employee decides to appeal the 

issuing of the  Improvement Notice 

Manager receives the 
appeal and arranges for a 
higher level manager to 

hear the appeal 

Employee has further absence which 
hits triggers set at Stage 1 meeting, or 

where further options to support a 
return to work need to be explored, 

due to previous targets not being met.   

 

Manager invites employee 
to a stage 2 meeting with a 

Group Manager sending 
letter 
PA5a 

Manager seeks People 
Management advice if 

required 

At the stage 2 meeting the 
manager may issue a Final 
Improvement Notice and a 

trigger e.g. of absence 
totalling 3 occasions or 8 

days in the next 18 months 
or return to work within 6/

8 weeks.

The manager takes notes 
of the meeting and  

completes or updates the 
action plan with the 

employee 
PA10

Manager sends the 
outcome letter to the 
employee and keeps a 

copy on file 

PA6a 

Employee decides to appeal the 
issuing of the Improvement 

Notice  

Manager receives the 
appeal and arranges for a 
higher level manager to 

hear the appeal 

Employee has further absence which 
hits triggers set at Stage 2 meeting, or 

where all options to support a return to 
work have been exhausted.   

 

Manager seeks advice 
from People Management 

on the next steps

Hearing manager (AM) 
invites employee to a stage 

3 hearing sending letter 
PA8a

The manager is supported 
by People Management 

and a note taker 

The line manager presents 
the case on behalf of the 
service and the hearing 
manager decides on the 

most appropriate action 

Dismissal

Alternative further action - 
Manager completes or 

updates action plan PA10

The manager sends the 
outcome letter to the 
employee and keeps a 

copy on file 
PA8b

Employee submits appeal 

to hearing manager

The manager sends the 
outcome letter to the 
employee and keeps a 

copy on file 
PA8b

Hearing manager submits 
appeal to higher level of 

manager
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