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Presenter
Presentation Notes
WELCOME the participants.
INTRODUCE yourself and your co-facilitator who will be managing the polls/surveys ( Who you are, what you do, where you do it and why you are qualified to facilitate this presentation)
My name is Julie Trytek, I am the HR Associate at Deer Lodge Centre, I administer and support the Attendance Support & Assistance Program aka ASAP at DLC. 

We’ll be spending our time together discussing Attendance Management and the Attendance Support and Assistance Program, commonly referred to as ASAP.  We want to acknowledge that each site has specific metrics, policies and processes when it comes to managing attendance and application of ASAP,   especially during this pandemic. While we will be discussing these principles and tools for managing attendance, your site’s specific processes, policies and collective agreements will take precedence.   

*Poll to gauge understanding* In order to better present these materials, we would like to do a quick survey to gauge the class familiarity with AM and ASAP. This survey will be anonymous, please take a quick moment to answer the survey popping up on your screen. (3 options, I have no experience, I have been on the employer side, I have been on the employee side) *Do not share results

Throughout our time together you may notice me saying ‘It depends’ regularly; I’d like reinforce that matters pertaining to attendance management must be considered on a case by case basis. There is no black and white application of the program. As we manage individuals, each individual’s ASAP should be reviewed and addressed on a case by case basis. 


Time: 8:30 a.m. – 8:35 a.m.



Administrative ltems

« Agenda e Participation
 Breaks e Discussion
e ‘Parking Lot’  Confidentiality
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Presentation Notes
Our session is scheduled to run 3.5 hours.
We have scheduled a 10-minute break approximately half-way through the morning. As we are now delivering this content digitally, I will leave it up to you to let me know if you would prefer to keep the break time or power through. You are welcome to get up and move around during our time, but we certainly encourage participation. 

*Quick Poll – or Show of Hands – Break or No Break.*

During our session we will utilize polls, case studies and refer to the manual you have been provided. Please note that the manual includes information and templates that may be very helpful as you manage attendance, while we will not be using it today, we encourage you to review it and keep it handy for reference.

This session is designed to be interactive.  Your experiences, questions, answers and ideas will add greatly to our mutual learning here today. We will break for comments. As you will be muted during the presentation, if you have a question, an experience to share or anything to add, please click the “raise your hand” button to let us know so we can unmute you. There will also be additional opportunity at the end of our time today for discussion.

As with any training program, should any confidential information become part of our discussions, please respect all parties by not repeating that information outside of our discussion today.

Lastly, our content is newly developed as is our delivery, you will receive a quick survey with regard to your training today and we would greatly appreciate your feedback so we can adjust the program for relevancy, engagement and usefulness.

Time: 8:35 a.m. – 8:40 a.m.



Additional Related Workshops
Offered by OSD

e Progressive Discipline
e Duty to Accommodate/Ability Management
 Performance Management



Presenter
Presentation Notes
Note: * Duty to Accommodate/Ability Management is part of the manager bootcamp and will be scheduled for delivery after the ASAP presentation


Workshop Outline

Goals for our session:

» Attendance Management vs. ASAP — defining and
differentiating

» Why managing attendance is important

* Roles, rights and responsibilities

= Disciplinary vs. Non — Disciplinary

= When to, how to apply ASAP and what to expect
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Presentation Notes
By the end of our session today you should understand the differences between Attendance Management and ASAP.
Why it’s so important that attendance is managed. Consistently and with clarity.
Your roles, rights and responsibilities in supporting regular attendance
Determining culpable (disciplinary) and non culpable (ASAP) absenteeism 
How to apply the program and understanding the steps. 

Time: 8:40 a.m. - 8:45 a.m.


Getting Started....

Attendance Management: Strategies and efforts
focused at an entire staff group that support and
encourage regular attendance — these strategies and
efforts generally reflect good management practices
that can be used for all staff regardless of site or
sector. (Good Management Practice)

ASAP: Strategies and efforts focused on building a
program specific to an individual staff person to
assist that staft person In their efforts to improve
attendance. (No-Fault, this program is not disciplinary)

Discipline: Culpable absenteeism is dealt with through a
disciplinary process. It does not form part of
Attendance Management or ASAP. (Fault)
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Presentation Notes
**Review and draw distinctions between them.  It is important that the participants understand the differences if they are to be successful at managing attendance.
Attendance Management:
Hold regular Staff Meetings to keep your staff informed and involved. Develop ways for employees to feel free to contribute ideas and suggestions. 
Make each employee aware that they are a valued member of the “team” and the organization and that their attendance is critical.
Know your employees.
Be aware of problems that may effect employee attendance or performance.
ASAP:
Helping a Staff Person to Deal with Issues that Prevent regular, consistent attendance.   Issues such as:
Childcare		Personal Health            	
Housing		Addictions
Transportation	Lifestyle
Discipline:
Calling in Sick and then Picking Up a Shift at Another Site
Failure to Follow Proper Call In Procedures without a Reasonable Excuse
Time: 8:45 a.m. – 8:55 a.m.



Attendance
Management



Presenter
Presentation Notes

It is a basic term of every employment contract that, in exchange for their salary or wages, an employee will regularly attend for their scheduled hours of work.  Therefore, employers are justified in taking action when an employee is absent from work.


Definitions

e Attendance: Attending at work, on time and
remaining at work when scheduled including
returning from breaks on time.

« Absence: Any time an employee, who is
scheduled or otherwise expected to be at work,
IS not at work. (WCB excluded)

« Excess Absenteeism: A level of absence that is
above the norm of the employee’s comparator
group and which warrants individualized
attention = ASAP. No magic number of
absences triggers this concern.
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Presentation Notes
Page 9 of Manual

To be a successful manager in managing attendance you must be familiar with definitions relating to ‘absenteeism’.  

*Poll – Why do you think managing attendance is important


Time: 8:55 a.m. – 9:00 a.m.



Why Manage Attendance?

 Promotes higher staff morale

« Fair workload allocation

o Efficiency

e Quality service

o Causes of absence will go unaddressed

 Improved health, wellness and quality of work life for
staff

o Continuity of care

o
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Employment is a contract – both employer and employee have responsibilities.

Additional points:
Employer:
It’s costly, if an employee calls in sick, the site will pay from the sick bank, pay for another employee to work , may result in paying OT. 
Potential increase in errors or injury by staff left to work short or mandated

Employee:
Employee is responsible to work their contractual obligation (EFT). 
Absence from work negatively impacts patient care.
Income protection = short term disability. LTD plans have a 4-6 month wait from last day worked to start of coverage. Sick time fills the gap. The alternative is EI, which pays less and extended benefits aren’t maintained. 

Time:  9:10 a.m. to 9:15 a.m.



Roles, Rights, and Responsibilities

* Manage attendance of your staff on a regular basis and
communicate expectations

* Maintain regular contact and provide support to an
employee who Is absent from work

e Ensure the provisions of the Collective Agreement are
followed

 Respect legislation related to employment (i.e. Human
Rights Code)

e Maintain confidentiality of employee information

* Inform employees about ASAP and address all
employee questions and concerns or direct to the
appropriate department (i.e. OESH or HR)
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Communicate to your staff
Follow the rules
Be a resource to your staff – be available to chat, know resources to share – EAP, OESH

Refer to pages 6-8 of the manual for a more comprehensive list, including the roles of HR, Union and OESH in supporting attendance management. 


Time: 9:25 a.m. – 9:30 a.m.



Monitoring Attendance

Regular reviews will enable you to note:

* Excess absenteeism (i.e. above the average for the
particular unit/program/service)

e Any types of patterns in absenteeism
e Increases in income protection usage

* Itis also important to recognize employees who have
shown improvement in their attendance and to those that
their attendance has always been satisfactory
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Presentation Notes
Before we manage, we monitor, it’s often easy to recall only the most recent interactions and apply as a catch all. Ie: an employee that has had a lot of missed time lately but has years of no absences may feel like they are “always calling in.” Human bias happens for us all. 



Time: 9:30 a.m. – 9:35 a.m.






3 Types of Absenteeism

Non-Culpable: No fault (Innocent)



Presenter
Presentation Notes
It is important to distinguish between non-culpable and culpable absenteeism since the range of permissible employer responses to an employee’s absence are dependent on this distinction  

Absence that may result from factors outside the direct control of the employee. 
 	Dealt with through ASAP.
	Not a disciplinary matter.

	Examples:
Sickness 
Injury

Non-culpable absenteeism is also referred to as ‘innocent’ absenteeism.  The idea is that the absence is justified.  Such absence is not a disciplinary matter and never forms part of the discipline record.  Addressing non-culpable absence is accomplished by managing attendance.

Resource: Page 9 in your materials provide you with some terminology that relates to attendance and absenteeism

Time: 9:35 a.m. – 9:40 a.m.



3 Types of Absenteeism cont’d

Culpable: Employee at Fault
Not handled through ASAP

GAMizG
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Culpable absenteeism is also referred to as blameworthy absenteeism. It is absence from work that is not justified.  

Absence from work without authorization for reasons which are within the control of the employee, partially or entirely.

Examples:
Lateness/leaving work early including break times.
Failure to notify of absence
Absence without approval
Abuse of Leave
Absence not supported by medical information

Time: 9:40 a.m. – 9:45 a.m.



3 Types of Absenteeism cont’d

Patterned: Absence may appear to be non
culpable when viewed In isolation however the
pattern may suggest culpable
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Presentation Notes
Page 9 of Manual

Patterned absenteeism refers to absences that are non-culpable in isolation; however, upon review of overall absenteeism, a pattern appears that suggests culpability.  For example, every Monday after payday.

Examples: 
Is the Employee often absent the last 2 shifts of a stretch of 7?
Is the Employee often absent every third Thursday of the month?
Are there sick calls after requesting time off?
Are there sick calls on holidays (i.e. Christmas)?

Time: 9:45 a.m. – 9:50 a.m.



Case Study #1 - Jane

Your employee Jane sh

ows up to work late at

least twice a week. In addition, her coworkers
have advised you that she reqularly returns late

from her coffee and/or

unch breaks.

9
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Poll Multiple Choice:

This is an example of:
Non-Culpable Absenteeism
Culpable Absenteeism
Amnesia
Not wearing a watch



Case Study #2 - Phil

Your employee Phil requested November 17, 18,
19, 20 and 215t off as vacation time. Due to
operational requirements you are not able to
grant him the 215t off and advise him of such in
person and in writing. On November 215t Phil
calls in sick for his shift. Phil later discloses to you
that he was returning from a pre-booked flight
and “forgot” that his last vacation day had been
declined.

GltG
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Poll Multiple Choice:

This is an example of:
Non-Culpable Absenteeism
Culpable Absenteeism
An innocent mistake
Poor Planning



Case Study #3 - Sara

You are meeting with your employee Sara to
discuss her recent increase in sick time usage and
late arrivals at work. During this meeting she
discloses to you that her child’'s day care has
adjusted their hours of operation and their new
open time makes it impossible for her to drop her
child off and make it to work in time.
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Poll Multiple Choice:

This is an example of:

Non-Culpable Absenteeism
Culpable Absenteeism
A complicated situation
Other 
** regardless of what they pick we hope this one opens the conversation up to a – “this is more complicated and a situation that has multiple layers eg: family status accommodation etc” 



WHAT, WHEN, HOW

ABSENCE TYPE TOOL USED
Staff: Attendance
High Unit Average Management
Individual:
Culpable, Fault Discipline
Individual:
Non Culpable, No Fault, ASAP
Excessive
Individual: Uncertain Until Determined
Pattern Absence Whether Fault Or No-Fault
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Presentation Notes

At this point it is critical to ensure that all participants understand the distinction between the different types of absenteeism and the various tools that are available to address each type before proceeding.  Explain that the disciplinary process used in regard to culpable absenteeism is not dealt with in this training session.  The remainder of the session will focus on non-culpable or innocent absenteeism in which discipline forms no part.

Time: 10:05 a.m. – 10:10 a.m.



Medical Information

» Issues of absence often relate to medical issues. The
ability to obtain medical information is a delicate balance
between employer’s right to know and the employee’s
right to privacy.

« Before requesting medical verification/information,
always consult with HR and refer to the collective
agreement.
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Presentation Notes
Identify to the group that the status of the law surrounding the issue of the right to medical information is constantly changing.  The trend is toward a decrease in the amount of medical information that an employer can demand and have access to. As a result, encourage participants to seek input from HR before requesting medical verification/information. Also keep in mind that during times of pandemic, you may not be asking for notes as to not overtax the medical providers.

Time: 9:50 a.m. to 9:55 a.m.

If a break is occurring, place it here. 



Childcare Related Absences

* Please note, income protection cannot be utilized in circumstances
where adequate childcare is not available.

* This does not apply in situations pertaining to an ill child/family
member where family sick does apply as per Collective Agreement
language.

« |f an employee is having frequent trouble finding childcare, need to
have a discussion with Manager and look at the following;
« Shift swaps (short term, not permanent)
» Consideration of applying for alternate rotations/efts
» Searching for additional childcare
» Going on atemporary LOA
 Temporary Accommodations based on family status (in consolation with HR)
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Presentation Notes
-coding would be unpaid leave 


Attendance Support
and

Assistance Program



Presenter
Presentation Notes
Welcome back from break
We will start the 2nd part of the presentation which will focus on the Attendance Support and Assistance Program aka ASAP


What Is ASAP?

ASAP is a framework to assist managers to
* Review
* Develop, and

* Implement a Customized plan for
dealing with an individual employee’s
excessive level of absence
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Presentation Notes
Time: 10:35 a.m. to 10:40 a.m.

As you can see from the slide…
Key Points to take away

Non Disciplinary-if you believe the ee’s absenteeism is culpable-do not handle it through ASAP
Individualized-this is not one size fits all, ASAP manual provides guidance and framework but we would look at each individual and circumstance to develop a plan or course of action
Non Culpable-like Amy mentioned, ex sick time and injury
Supportive Management Tool

COPY FROM PREVIOUS SLIDE
ASAP:
Helping a Staff Person to Deal with Issues that Prevent regular, consistent attendance.   Issues such as:
Childcare		Personal Health            	
Housing		Addictions
Transportation		Lifestyle


When i1s Absenteeism
Excessive?

The excess absenteeism rate will depend on your site

GG



Presenter
Presentation Notes
What percentage does your site manage their absenteeism at? 
Raise your hand if you are aware what percentage your site manages their absenteeism 
4%, 5%, 6% , Greater than 6% or Unsure-if unsure reach out to your HR department to find out

HR within each site will determine the level of absence within each sector that constitutes an “excessive level” such that ASAP should be considered (WCB absences and culpable absences are excluded from this determination) Some site will set a percentage and leave it other sites may reevaluate the percentage annually and adjust the rate 

For example DLC is 4% and that is across the board, we do not have different percentages for different sectors or classifications


Time: 10:40 a.m. to 10:45 a.m.



How do you Determine
Excessive Absenteeism?

The ASAP report



Presenter
Presentation Notes
HR will provide a quarterly report for your unit or department-for it to be up to date, I will run it once the last day of the month has been exported and corrected for payroll purposes-you can always ask HR when they will run the next report to know when to anticipate it

BUT: you don’t have to wait for the report. If you notice staff away from work more than usual, have a conversation and see if help is needed. Early intervention is important. You can reach out to HR for mid quarter info as well.

Calculation – Sick time (paid, unpaid, family, personal, medical appointments, unpaid late call in) divided by total hours for the period (regular worked, vacation, stat time) equals percentage

Quarters: 
Q1 Apr 1- Jun 30, Q2 July 1 – Sep 30, Q3 Oct 1 – Dec 31, Q4 Jan 1 – Mar 31
There are a few tools to give you a snapshot of time off:
ESP – Events Calendar (shows where in the rotation the time off fell, can be very helpful for reviewing for patterns)
SAP – ZHRR_SICK report (states day of the week and whether it was before or after a stat) OR PT90
Calendar mapping – good old fashioned pen and paper. 





You've ldentified a Candidate for
ASAP — Now What?

Is ASAP appropriate?
You need to determine:

Culpable or non-culpable



Presenter
Presentation Notes
 add to 1st line-Not all abseentism is appropriate for ASAP.

Culpable/non culpable-if not sure reach out to HR 
Isolated incident – surgery, death of a loved one, COVID related, Flu spanning more than one quarter – conversation vs ASAP

At DLC we track COVID related sick time and do not count COVID 19 related absences for the ee or dependent family members-ASAP report does not differentiate the 2 so this has to be done manually.


Time: 10:45 a.m. to 10:55 a.m.



STEPS OF ASAP

Communicate the Concern — Initial Meeting
Formal Attention to Attendance

Formal Attention to Attendance — Notice of Possible
Termination

Formal Attendance Management: Assessment of On-
Going Viability of Employment
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Presentation Notes
Start here 1st At this point, it is important to run through and review the Steps of ASAP – We will go into each step in more detail through the presentation 
The goal is not to get to Step 4, make this clear to the employee.
Progression through the program site specific – Up or Off the program.
Proceeding to the next step is not automatic.  

You can find these steps also outlined on pages 14 - 26 of the Manual

Time: 10:55 a.m. to 11:30 a.m.



Step 1

Communicate the Concern:
Initial Meeting



Presenter
Presentation Notes
Informal, typically manager and employee only, discussion followed by email or letter. 


Before the Meeting

= Review the ASAP manual for templates and resources

= Have a copy of the ASAP report to provide to your
employee
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Presentation Notes
Note the available sick balances in their banks to share with them
Short Term Disability/Income protection - 6 month LTD
-financial concern, you have little to no sick time available, may take EI a while to get income (if you qualify)
-your sick time is there for you to use-use can decide how you manage your sick time

Where does the union come in to play? What if my EE wants the union present?
Checklists for meetings in the manual


During the Meetin

= |nform

= Communicate
* [nquire

= Resource

= Document
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Presentation Notes
Be mindful of your disposition and come prepared to meetings to provide info but also listen, example crossed arms/not looking at ee and letting HR do all the talking-will the ee open up about why they are not coming to work?

Inform-Explain the program step and intent 
ASAP is a supportive, non- disciplinary program, meant as a support tool to help manage absenteeism over the established rate of _% for site. 
Absences are reviewed on a quarterly basis, meeting quarterly
Not questioning the legitimacy of absences
Review their sick time percentage, shifts & incidents 

Communicate-Communicate your expectation-regular attendance is important also part of your contractual obligation. Impact on patient care/services etc. reminder re appropriate use of family sick time

Inquire- What factors are impacting your attendance? What have you done to address them? Ask what supports the employee needs

Resource-Share resources (EAP, OESH, HR, union) Have the ASAP and EAP brochures with you to give to Ee. Also advise the Ee you can be a resource to them. Any information that is shared with EAP, OESH or manager is kept private.
 
Documentation-Take detailed notes

Let the employee know what’s required of them to get off of the program. (Each site is different, but we don’t typically go backwards, progress up or come off)


After the Meetin

= Follow Up
= Encourage

= Summary
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Presentation Notes
Letter templates in the manual
Follow up-Schedule a follow-up meeting
Encourage-Check-in regularly, before the next meeting
Summary-Provide an email or letter summarizing the meeting 

Does anyone have any questions at this point?
A lot of what we will cover will be repetitive from this point forward



Step 2

Formal Attention to
Attendance




Determination

e Move or Maintain

e Consult Human Resources
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Presentation Notes
If your Step 1 employee is unable to demonstrate consistent and sustained improvement in their sick time usage it may be necessary to move them to Step 2 of the program
Prior to a formal meeting, review the employee's attendance records and consult with HR (if applicable) to assist with determining next steps. 



The Meetin

= Attendees
= |nformation

= What's really going on?
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Union representation should attend any ASAP meeting Step 2 and above, however it is the employee's decision, and they may opt to decline representation. Document it.

At the meeting, the employee’s sick usage, including percentage for the quarter as well as number of shifts/incidents in the quarter should be reviewed. Reiterate the purpose of the meeting, expectations.

The employee should be given the opportunity to provide information or rationale related to their individual circumstances that may need to be taken into consideration.



Potential Outcomes

1. The employee is placed on Step 2 of the ASAP program as a result
of their sick time usage - Strategize

2. The employee indicates that their increased sick usage is due to a
medical condition — OESH/Disability Management

3. The employee indicates that there are personal reasons that have
contributed to their sick time usage. — EAP/ LOA

4. The employee indicates that they are having issues with childcare
and that it is the contributing factor to their sick time usage.- Dig
deeper
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Outcome 1:
Take this opportunity to review and discuss strategies to assist in improving their attendance. 
Review the potential of a temporary reduction in EFT 
Assess the possibility of temporarily restricting the ability to pick up shifts 
Offer additional means of support such as the Blue Cross EAP program.

Outcome 2:
Have the employee connect with OESH/Disability Management and provide applicable medical documentation in order to determine if their involvement is necessary.

Outcome 3:
Encourage the employee to seek appropriate assistance and remind of availability of the Blue Cross EAP program.
Discuss the appropriateness of considering a personal Leave of Absence
LOA may be the best thing at this time, as a manger you can plan ahead and replace shifts instead of constantly reacting to same day sick calls, possibly paying OT

Outcome 4:
Discuss appropriate and intended uses of personal and family income protection.
Provide employee with Family Status Accommodation request information
Review what the employee has done to date to mitigate circumstances
Review specific barriers and determine whether adjustments can be mutually agreed upon



Clarity, Consistency, Follow up

= To be clear is to be kind
= Set a date and plan to meet

= Summary
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Ensure that the employee is advised that if satisfactory improvement in their attendance is not demonstrated and maintained there is the possibility of moving to Step 3 of the ASAP program. 
Prior to ending the meeting ensure a follow up meeting is scheduled (if possible) so all parties are aware of the upcoming date/time.
Provide all necessary parties (i.e: employee, union, manager) with a written record of the meeting and provide to HR to be placed on the employee file.



Step 3

Formal Attention to
Attendance — Notice of
Possible Termination




Determination

 If your Step 2 employee is unable to demonstrate
consistent and sustained improvement in their sick time
usage it may be necessary to move them to Step 3 of
the ASAP program.

e Consider how long or how many quarters they have
been at Step 2. Has there been any improvement in their
attendance, what efforts have they made towards
decreasing their absences?
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Presentation Notes
Consult with your HR if a move to step 3 makes sense given the considerations above. 
When did you meet last? Has there been appropriate time for medications to take effect, shift changes to occur, time for their step 2 efforts to have made a difference. 
Be prepared in this meeting to maintain on step 2 depending on the information disclosed by the employee. 


The Meeting

Union Representation — encouraged if they declined
previously — document if declined

Summary — how long have they been on program and
what they’ve tried

Inform the employee — percentage and instances of
absence

Accountability — what immediate steps is the employee
going to take to change the situation
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Presentation Notes
Union representation should attend, however it is the employee's decision, and they may opt to decline representation.

For those with a long history of ASAP, you may want to prepare a summary. 

At the meeting, the employee’s sick usage, including percentage for the quarter as well as number of shifts/incidents in the quarter should be reviewed.

The employee should be given the opportunity to provide information or rationale related to their individual circumstances that may need to be taken into consideration.



Potential Outcomes

1. The employee is placed on Step 3 of the ASAP program
as a result of their inability to meet the comparator-
Strategize, Restrict?

2. The employee indicates that their increased sick usage
IS due to a medical condition or addiction —
OESH/Disablility Management

3. The employee indicates that there are personal reasons
that have contributed to their sick time usage. — EAP/
LOA
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Outcome 1:
Take this opportunity to review and discuss what the employee has done. What has worked, what hasn’t?  
Review specific barriers and determine whether adjustments can be mutually agreed upon
Review the potential of a temporary reduction in EFT (to help maintain the owned pcn) or encourage the employee to apply for lower EFTs on a term or perm basis
Assess the possibility of Temporarily restricting the ability to pick up shifts, long call and short call – for a defined period of time – Reassess at each meeting 
Restrict OT – contract dependent – restriction on mandating
Offer additional means of support such as the Blue Cross EAP program.
Make it clear that immediate improvement is needed 

Outcome 2:
Have the employee connect with OESH/Disability Management and provide applicable medical documentation in order to determine if their involvement is necessary. More discussion on this in Duty to Accommodate Session

Outcome 3:
Encourage the employee to seek appropriate assistance and remind of availability of the Blue Cross EAP program.
Discuss the appropriateness of considering a personal Leave of Absence




Clarity, Consistency, Follow up

To be clear is to be kind — Step 4 is possible

» Responsibility and Accountability

= Set a date and plan to meet — prioritize your Step 3s

= Summary
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Ensure that the employee understands that further inability to manage their absences at an acceptable rate, may lead to frustration of contract.

Understand that it is the employee’s responsibility to implement changes and manage their absences. Participation is key in determining next steps.

Prior to ending the meeting ensure a follow up meeting is scheduled (if possible) so all parties are aware of the upcoming date/time. I often advise that meetings for those on step 3 will be prioritized to the beginning of the quarter, right after the report is completed to give the employee the greatest opportunity to apply strategies that are identified at the meeting.




Step 4

Formal Attendance Management:
Assessment of On-Going Viabllity of
Employment

AKA

Frustration of Contract
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Presentation Notes
This meeting should never be a surprise to the employee. By this time you explored multiple options and avenues of helping the employee to decrease their absenteeism, you have communicated clearly to the employee and their union (if applicable) that should the absenteeism goal not be met by the time this meeting occurs, that the employer will have to determine if the employment contract has been frustrated due to absenteeism.

I will often explain step 4 as similar to being unable to pay your mortgage or rent payments consistently, you run the risk of losing your home. It is a consequence of inability to fulfill your portion of the agreement. Step 4 is when both parties have tried everything to help the employee consistently meet their EFT and it’s just not working. Given this history of absenteeism, the employer has lost confidence in the ability that a lasting change will occur and must end the employment relationship due to Frustration of Contract.  



The Meeting

= Employee, Union, Manager & HR present
= New Information
= Grievance

= | etter, Next steps, EAP

(]
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It’s important to ensure all parties are present for full support and that the termination letter is ready to be presented to the employee at the end of the meeting. 

It’s at this stage that often new information regarding a personal matter, addictions issue or Human Rights issue may surface. Be sure to discuss with your HR and know that you can pause the meeting to caucus if need be.

Be prepared that you will likely receive a grievance, this is why it’s important that you have taken detailed notes and provided consistent communication, support and follow up throughout the program. 

*Reminder, your notes can be used if the grievance goes to arbitration – make sure they are appropriate and concise. 

For WRHA employees, EAP resources are offered to each employee for three months following their final day. Provide a brochure and reference it in your meeting. 



Key Points To Remember

= Timelines set out in this Program are guidelines only and can be
adjusted for individual circumstances as warranted.

= Documentation is necessary.
* Individualized plans are of key importance.
= Proceeding to the next step is not automatic in the ASAP process.

= Where an employee’s absence record can be attributed to a medical
condition this may constitute a disability under the Manitoba Human
Rights Code. As a result, reasonable accommodation may be
required.

(]
BAHINB . Winnipeg Regional Office régional de la
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Presentation Notes
Timelines set out in this Program are guidelines only and can be adjusted for individual circumstances as warranted.
The manager must maintain accurate documentation.
Individualized plans are of key importance.  Take into account individual circumstances when assessing whether or not to proceed to the next Step.  Proceeding to the next step is not automatic in the ASAP process.
Where an employee’s absence record can be attributed to a medical condition this may constitute a disability under the Manitoba Human Rights Code. As a result, reasonable accommodation may be required. Where a medical condition exists, consult with Human Resources / OESH Disability Management Coordinator.

Time 11:30 a.m. to 11:35 a.m.


Case Study #4 - Erica

Erica has levels of absence that are slightly above
the average for your hospital. You have discussed
her attendance in passing a few months ago and
she told you that she calls in sick to take care of
her children when her babysitter is sick. You think
that she feels that she is entitled to take this time
because she has available family sick income

protection.
What should you do?

HAg
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Discussion Question



QUESTIONS
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Presentation Notes
Thank you for your time and participation.

Advise that Feedback and Evaluation Form will be forwarded to them electronically.

Time: 12:15 p.m. to 12:30 p.m.
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