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If it’s important to you, 
it’s important to us.

Has the employee been 
absent for more than 4 weeks?

Yes No

Consider operational needs 
(ie how long can the absence 

be sustained?)

Maintain contact with the 
employee - hold an informal 

counselling meeting.

Follow any medical advice and 
keep under review.

No

Seek the employee’s consent 
to obtain medical advice. Consider 

the best approach 
with the employee.

Yes

Meet with the employee to 
discuss adjustments and agree a 

return to work plan.

Keep under review until the 
employee has returned to work.

On their return:

Yes

Is the employee likely to 
return before operational 

difficulties make the 
absence unsustainable?

Set a review date and hold a 
further meeting if the employee 
has not returned prior to this.

Follow the medical advice. 
Can adjustments be made to get the 

employee back to work?
No

Write to the employee, inviting 
them to a meeting to discuss 

potential dismissal for 
incapacity / incapability.

Follow the 3 Step Statutory 
Dismissal Procedure / the ACAS 

code / your company’s own 
capability procedure as appropriate.

Hold a return to work interview.

On their return:


