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ABSENCE & WELLBEING
Long Term Absence Management Checklist
Absence & Wellbeing  |  White Cube Consulting

	EMPLOYEE NAME
	[Full Name]

	JOB TITLE
	[Job Title]

	DEPARTMENT
	[Department]

	LINE MANAGER
	[Name]

	HR CONTACT
	[Name]

	ABSENCE START DATE
	[Date]

	CURRENT ABSENCE DURATION
	[Number of days / weeks]

	FIT NOTE IN PLACE?
	☐ Yes - expiry:_______________   ☐ No - required



About long-term absence management
Long-term absence is generally considered to begin from the fourth week of continuous sickness absence, though organisations may define this differently in their Absence Management Policy. Managing long-term absence well requires a balance of genuine care for the individual and responsible management of operational impact.
The goal is always to support the employee back to work as quickly as is reasonable and sustainable - not to manage them out. The process must be fair, well-documented, empathetic and compliant with the organisation's legal obligations, including the duty to make reasonable adjustments under the Equality Act 2010 where a disability or long-term health condition is involved.
This checklist provides a stage-by-stage guide. HR must be involved throughout. Do not make any formal decisions about an employee's future employment during long-term absence without HR guidance.


▪ Summary Stages
	Early absence
	Weeks 1-4

	Welfare & OH
	Weeks 4-8

	Review & Adjustments
	Weeks 8-16

	Capability Considerations
	16+ weeks


STAGE 1   Weeks 1-4: Early Absence Management
	ACTION
	LEAD OWNER
	STATUS

	☐  Contact the employee on day one of absence by telephone - record the conversation
	Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Agree a regular welfare contact schedule with the employee - typically weekly, unless they request less frequent contact
	Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Obtain self-certification form for absences of 1-7 days; obtain fit note from day 8 onwards
	Line Manager / HR
	☐ Done
☐ In Progress
☐ Pending

	☐ Inform HR of the absence and provide initial details - do not manage long-term absence without HR involvement
	Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Record all absence and contact accurately in the HR system
	Line Manager / HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Confirm to the employee what sick pay they are entitled to and for how long
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Ensure team operational cover is arranged without undue pressure on the absent employee to return prematurely
	Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Assess whether an early Occupational Health referral would be appropriate - particularly if the condition is complex or likely to be prolonged
	HR / Line Manager
	☐ Done
☐ In Progress
☐ Pending





STAGE 2   Weeks 4-8: Welfare Meetings and OH Referral
Where absence extends beyond four weeks, the management approach should become more structured. A formal welfare meeting (not a disciplinary meeting) should be arranged at an appropriate stage.
	ACTION
	LEAD OWNER
	STATUS

	☐  Arrange a welfare meeting with the employee - at home, in the workplace or by phone/video, as appropriate to their condition
	Line Manager / HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Before the meeting: ensure the employee knows the purpose is supportive, not disciplinary; invite them to bring a companion if they wish
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  At the welfare meeting: discuss the nature of the illness (at an appropriate level), prognosis and likely return date; explore whether any support could help; discuss alternative duties or adjustments if relevant
	Line Manager / HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Commission an Occupational Health referral if not already done - particularly if the condition may constitute a disability under the Equality Act 2010
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Confirm sick pay position in writing - particularly if the employee is approaching the end of their contractual sick pay entitlement
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Review fit notes as they are submitted; follow up promptly if they are not received
	HR / Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Document all contact and discussions contemporaneously - record what was said, agreed and any follow-up actions
	Line Manager / HR
	☐ Done
☐ In Progress
☐ Pending


Where there is any indication that the employee's condition may constitute a disability under the Equality Act 2010 (substantial and long-term adverse effect on normal day-to-day activities), an Occupational Health referral is strongly recommended before any further action is taken. The organisation's duty to make reasonable adjustments is triggered from this point.


STAGE 3   Weeks 8-12: Formal Review and OH Report
	ACTION
	LEAD OWNER
	STATUS

	☐  Receive and review the Occupational Health report - share with the employee and discuss at a follow-up meeting
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Hold a formal absence review meeting - formally documented and with right to be accompanied
	Line Manager / HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Consider OH recommendations for phased return, reasonable adjustments or alternative duties - respond in writing
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Consider whether a Case Conference involving HR, Occupational Health and the Line Manager would be beneficial
	HR / Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Explore all reasonable alternatives to dismissal: phased return; redeployment to a suitable alternative role; temporary reduction in hours or duties; extended unpaid leave
	HR / Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Where adjustments are identified, document and implement them - or record in writing why any adjustment is not reasonably practicable
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Maintain regular welfare contact - absence of contact is often experienced by the employee as abandonment
	Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Review sick pay position and confirm in writing if entitlement is about to cease
	HR
	☐ Done
☐ In Progress
☐ Pending





STAGE 4   Beyond 12 Weeks: Extended Absence and Future Planning
Where absence extends beyond 12 weeks with no clear return date, the organisation must balance its ongoing duty of care to the employee with its legitimate operational needs. Any consideration of dismissal must be preceded by thorough process, genuine exploration of alternatives, and HR / legal advice.
	ACTION
	LEAD OWNER
	STATUS

	☐  Obtain an updated Occupational Health report if the earlier one is more than 8 weeks old or circumstances have changed
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  Hold a further formal absence review meeting with the employee - review prognosis, alternatives and support
	HR / Line Manager
	☐ Done
☐ In Progress
☐ Pending

	☐  Take HR and where necessary legal advice before considering any action that could lead to dismissal
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  If dismissal on grounds of capability is being considered: ensure process has been followed thoroughly; alternatives have been genuinely explored; the employee has been warned that dismissal may result; a final decision meeting has been held with right to be accompanied
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  If the employee is dismissed: confirm the decision in writing; confirm notice entitlement; confirm right of appeal; arrange final pay calculation including any outstanding holiday pay
	HR
	☐ Done
☐ In Progress
☐ Pending

	☐  If a return to work is agreed: arrange a phased return plan; hold a return-to-work interview on the first day back; confirm any adjustments in writing
	HR / Line Manager
	☐ Done
☐ In Progress
☐ Pending


 
Dismissing an employee on grounds of long-term sickness absence without following a thorough process, exploring all reasonable alternatives and taking specialist HR advice creates significant legal risk.
An Employment Tribunal may find the dismissal unfair and, where disability is involved, potentially discriminatory. Always take HR advice before taking any action that may lead to dismissal.

Before considering dismissal, ask:

· Have we exhausted reasonable adjustments?
· Have we considered redeployment?
· Has Occupational Health been consulted recently?
· Would we be comfortable explaining every decision to an Employment Tribunal?



▪ Record of Welfare Contacts
Record every contact made with the employee during the absence. This log is an important document - keep it accurate and contemporaneous.
	DATE
	METHOD
	CONDUCTED BY
	SUMMARY - KEY POINTS AND AGREED ACTIONS

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 

	 
	☐ Phone
☐ Video
☐ Email
☐ In person
	 
	 



This checklist and the welfare contact log must be stored securely on the employee's personnel file. They must not be shared beyond HR and the relevant manager without good reason. Treat all information about the employee's health as sensitive personal data under UK GDPR.
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