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The need to update FFT’s sickness procedure

HR Department
FFT Education 79 Eastgate, Cowbridge,CF71 7AA
                                                                 T: 01446 776262  E:HR@fft.org.uk



Executive summary
The aim of this report is to demonstrate the need for a new sickness procedure to be implemented at FFT  due to considerable  company growth over the last four years.
The methodology used in the report was secondary research from a variety of sources, namely textbooks, journal articles, newspapers, websites and fact sheets. The research focused around the importance of using a human resource information system when monitoring sickness absences, implementing the Bradford factor as a way of monitoring sickness and the importance of the line manager in ensuring the procedure is being upheld
The report concluded with considerable company growth there was a need for a more standardized sickness procedure .Recommendations made were the HR department to start implementing changes with a 9 step action plan with the hope into this procedure going live by April 2019.























Contents 

· Literature Review – Pages 5-7
· Methodology – Pages 8-9
· Conclusion – Page 10
· Recommendations – Pages 11 -12
· References – Page 13



























Introduction
This report will outline the need to update FFT’s current sickness procedure. As a company FFT has grown considerably over the last 4 years going from just one office in Cowbridge in 2014 to 4 offices  in Cowbridge and FFT’S Datalab based in London. There are now over 80 employees on permanent contracts as well as contractors, associates and temporary staff.  It is paramount that a strategic policy is in place to ensure that employee absences are dealt with in a fair, understanding and supportive way. It will help ensure the effective management across the business which is critical to employee wellbeing as well as maintaining absence levels. It will also help ensure line managers are dealing with all absences in a supportive way but also be clear regarding any unacceptable levels of absence as set by FFT. 
Whilst on the whole FFT does not have a problem with sickness absence it has been noted here there are certain employees who have had a high number of absences throughout the year. Short term absences are disruptive to the business and need to ensure we are minimising staff who take the ‘odd day off.’
Currently all sickness records are paper based which has become impractical and unmanageable given the company’s considerable growth and its size now. By moving these records onto our Human resource information system (HRIS) People HR it will not only enable line managers to easily tack staff absence it will also enable up to date reports to be pulled off for monthly senior management team (SMT) meetings.
Line managers will need to be fully trained and up to speed so they can fully implement the new procedure within their teams. It is proposed a temporary administrator is hired for a month to move all paper records onto the HRIS and all line managers attend absence management training courses in order to learn how to deal with absence efficiently. (ACAS, n.d.) The cost of this project will be minimal as most aspects can be carried out by the HR department in house. The only cost to the company will be a the temporary member of staff and the ACAS training course, when this was looked into the offer a discount for the more people that attend.









Literature review
The main focus of a need for the over haul of FFT’s current sickness procedure is to maintain a standardize policy across all offices and ensure line mangers and senior members have the skills and knowledge to ensure it is fully and properly implemented. Also, the need is to ensure that all employees are treated fairly receive sufficient support should they require it.
The new procedure is going to focus on three main areas:
· Area 1 – Moving the paper system onto our HRIS ‘People HR’
· Area 2 – Using the Bradford Factor to measure absence
· Area 3 – Ensuring line managers are properly trained up so can confidently execute the new procedure
Area 1
At present FFT’s sickness records are all paper based and given the business’ considerable growth this is no longer a viable system. All sickness records need to be transferred onto People HR where they can be properly monitored.
By having all sickness records centrally stored on People HR it will allow managers to easily monitor absence, pick up on any patterns and deal with absence accordingly. The use in HRIS systems has grown rapidly in recent years and the volume of data that they allow HR practioners to store. (Taylor, 2014) By having records based on a HRIS it allows HR practioners and line managers to effectively monitor what goes on. As well as being able to monitor sickness absence it will allow HR to easily pull off reports. This will ensure SMT receive accurate up to date information for weekly meetings. This will allow SMT to see the cost implication absence has on the business and allow for strategic planning around this. Taylor along with Lawler and Mohram agree that by having this information within a HRIS system it will be easier for strategic planning and making business decisions.  (E.E & Mohrman, 2003)
The only possible down side of moving out sickness absence monitoring to a HRIS is some managers not being able to use the system .In order to get the most out of a HRIS staff  must by train how to use it properly and this can be both costly and time consuming. (Weeks, 2014) However, the HR department has had in depth training on how to use People HR and have been trailing it for the past six months. They will hold workshops for line managers and be on hand to answer any questions or provide additional training. This will reduce the cost element significantly. The diagram below taken from People HR details the tools line magers will use to monitor staff absence.

[image: Image result for people hr bradford factor sick days heat map][image: Image result for people hr bradford factor sick days heat map][image: Image result for people hr bradford factor sick days heat map] 







Area 2
The second change to be implemented is by changing the way absence is monitored with the introduction of the Bradford factor. Research carried out by ACAS, Bye start and CIPD all conclude that frequent short term absences can be more disruptive to a business than long term absence. Detailed below is a diagram taken from People HR to demonstrate exactly how Bradford factor works. (Crowley, 2018)
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People HR, has the Bradford factor built in and will alert mangers to when employees are hitting trigger points so all managers need to really do is just monitor employees absence records after each period of absence The Bradford factor is used by many companies and is a simple effective way to track absence management and alert the company employees who have frequent absences.  The Bradford factor uses the concept the short term absences are more disruptive to a business than longer term absence and will trigger line managers when an employee has had an unacceptable level of time off. (Leatherbarrow & Fletcher, 2014)
One of the positives of using the Bradford factor, as discussed by People HR, is it is a mathematical trigger. This ensures that all employees are treated exactly the same. Personal opinion does not factor into this equation so managers cannot be accused of treating employees unfairly.  (Lewis, 2016)  Leatherbarrow & Fletcher conclude the Bradford factor is one of the most well-known absence management systems and used across many organizations. 
Even though the Bradford factor is very well used is does come with its limitations. As Adrain Lewis goes on to say, the Bradford factor cannot be used in isolation.  Whilst it is a great tool to show you the initial problem line managers play a major part in enforcing this and ensuring they have a good return to work process after each absence. This will be discussed in detail in area three.
Probably the biggest downfall with the Bradford factor is it is more geared towards short term absence. The Bradford factor does not take into consideration employees who have long term illnesses e.g. cancer who for example would need to take say a few days off per month for treatment which would see them with a very high score. It also does not take into account employees with disabilities.  When using Bradford Factor it is important to ensure it is used in conjunction with the other tools in people HR to give a full well rounded picture of the employee’s absence. It is also important that the equality act (2010) is being adhered to at all times.
Area 3
With the introduction of moving all sickness records onto the HRIS system and the new Bradford factor system it is imperative line managers and fully trained of the systems and feel confident in carrying out the process. CIPD research carried out in 2013 found that “line managers had a pivotal role in promoting employee wellbeing and the outcome is more positive when line managers have bought into the importance of this.” 
As mentioned one of the key aims is to reduce frequent periods of short term absence. One of the key components to achieving this is a clear and effective return to work programme.  (CIPD, 2013), points out how important it is to train managers to carry out return to work interviews. It is their opportunity to talk to their staff and establish if there is an underlying cause to their absence. It is also the perfect opportunity to address any concerns of level of absence or implement any procedures to help, for example, flexible working, working from home days etc. Nic Paton from Personnel today notes that getting line mangers to buy into the Return to work  process is the most effective way of reducing absence. . (Paton, 2016)
By having a concise sickness procedure there is a hope it will have a positive effect on the business and a motivational effect on employees as all staff know where they stand and will have clear guidelines and support if they are having issues, thus improving staff wellbeing and absence levels. Abraham Maslow developed his hierarchy of needs which stated when our basic needs are met self-actualization is more likely to be met.  For example, if an employee had a problem at home it could affect their performance at work and could be causing them to take time off. This is why line managers need to be able to deal with this effectively and highlights the importance of a good return to work procedure. This is supported by Edgar schein who concluded “ it is within the reciprol spirit of the psychological contract that people are motivated to work gain satisfaction from what they do, develop feelings of job security, belonginess and commitment and enjoy a culture of trust and mutual respect. All of this implies that the exchange aspect of the psychological contract is about mutual expectations and the satisfying of needs.”
 









Methodology
This report has been approached by the researcher by conducting secondary research in support of the suggestions proposed to implements into the business. The research has been focused around three key areas The need to use a HRIS system, moving to monitoring absence by using the Bradford factor and the importance of line mangers in ensuring the system is implemented properly and fairly.
The resources used were textbooks, newspaper articles, journals, factsheets and websites. All this research involves utilizing existing data in order to back up proposals brought forward. 
The three core sources used were an introduction to HR text book, the CIPD website and ACAS. All 3 sources used a mixture of qualitive and quantitate research.
Source 1
Textbook – Introduction to Human Resource Management by Charles Leatherbarrow and Janet Fletcher
This textbook was chosen as it is a core textbook with qualitive and quantitive research derived from primary and secondary research. 

	Strengths
	Weaknesses

	Credible
	Published in 2014, so 4 years old

	Different authors and sources used
	

	Qualative research
	



Source 2
CIPD Website
This website was used to conduct research throughout the report. 
	Strengths
	Weaknesses

	Credible
	Published in 2014, so 4 years ols

	Up to date
	

	Reliable
	







The ACAS website throughout the report to ensure the suggestions that were made were within the law. ACAS was also helpful when researching courses for line managers and the costings.
	Strengths
	Weaknesses

	Credible source
	Some research is out dated

	Reliable
	

	Qualitive research
	



To improve this report and strengthen findings primary research could have been undertaken to ensure this report was relevant to FFT.  The primary research could be used is Interviews with current line managers to see how they feel the current procedure could be improved or questionnaires. Also, speaking to other business to gain insight into their sickness procedure so as a company FFT could benchmark. However, I feel from the sources used enough evidence for the need for an updated sickness procedure at FFT.

















Conclusion
In Conclusion this report documents a need for a standardized sickness procedure to be rolled out across FFT. The three main areas addressed within the report are the need to move all paper records on the existing HRIS system to ease of monitoring, implementing the Bradford factor to monitor and ensure line managers and fully equipment to 
The vital component from this report is the ‘buy in’ from line managers as they are going to be the ones directly responsible for upholding it. The report also shows the importance of ensuring managers receive adequate training so not only are the confident enough to implement this procedure within their teams but also are able to deal with in problems that arise. The training will also ensure line mangers know how to support staff should any issues persist, improving employee well-being across the company.





















Recommendations
From the research carried out in this report it is demonstrated the there is a need to update FFT’s current sickness procedure. There are a number of recommendations to put forward to ensure that…
It is completely viable to have the new sickness procedure ready to roll out within the next six months, with the aim of being ‘live’ by April 1st 2019. Most of the work in rolling out this procedure will be carried out by the HR department, meeting with the Senior management team (SMT) for approval and sign off. Over the next six months the HR department will draft up the new sickness policy ready for review by the Senior management team, as well as ensuring line managers receive adequate and full training to be able to implement the procedure with confidence in their teams, before rolling out the new procedure to all staff at the beginning of April 2019.
The HR department with liaise with Line managers for suitable dates and then book them on to ACAS training courses so they understand the importance of a concise sickness procedure and will hopefully develop strategies and methods to deal with how to address sickness within their teams. It is highly recommended that SMT members also attend these courses as it is imperative to implement this procedure from the top. If line managers approach SMT for advice it is essential that advice can be given with confidence. If SMT are 100% behind this new procedure it is more likely line managers will be too and it will be enforced correctly.
HR will then hold workshops detailing the new procedure and exactly how it will work, firstly for SMT before rolling it out to line managers. Workshops will be held in small groups of 6 and for the managers in the London office and managers based on the road these workshops will be done via skype for business.  HR will send an email around to all employees outlining the new procedure and what is expected of them, there will also be drop in sections at lunch time where staff, including line managers and SMT, can call in and ADDRESS Any questions they may have on the new policy or any existing absences.
Please see below an 9 step plan of exactly what needs to be carried out and by when:
	
	What needs to be done?
	Who is responsible for doing this?
	Date to be completed by
	Cost implications

	Step 1
	Hire Temporary administrator to upload sickness records to People HR
	HR Department (via agency)
	ASAP
	Approx.£12.85 (based on standard agencies pricing) for a maximum of 2 weeks

	Step 2
	New sickness policy to be drafted and handed to SMT for review
	HR department
	November 1st 2018
	N/A

	Step 3
	Sickness policy to be reviewed and approved by SMT
	SMT
	December 1st 2018
	N/A

	Step 4
	Line managers to be booked on to training courses
	HR department
Line managers
	By the end of January 2019 all line managers would have attended the course
	£105 per line manager (approx. 15 line mansge)
Discount for group bookings

	Step 5
	Workshops detailing new sickness procedure presented to SMT 
	HR department
SMT (feedback and suggestions)
	Presented to SMT during weekly meeting w/c February 4th 2019
Approved by SMT w/c February 28th 2019
	N/A

	Step 6
	Workshops rolled out to all line managers
	HR department
	By March 15th 2019 all line managers would have attended the HR workshop
	N/A

	Step 7
	Email sent around to all staff detailing new policy
	HR department
	March 18th 2019
	N/A

	Step 8
	Drop in sessions held over lunch time for staff members
	HR department
	Every lunch time W/C March 25th 2019
	N/A

	Step 9
	New policy and procedures goes ‘Live’
	HR department
	April 1st 2019
	N/A














Reference List
ACAS, n.d. ACAS working for everyone. [Online] 
Available at: https://obs.acas.org.uk/
[Accessed 23 october 2018].
CIPD, 2013. Basics of Employee relations. [Online] 
Available at: WWW.CIPD.CO.UK
[Accessed 24 OCTOBER 2018].
Crowley, J., 2018. Alternatives to Bradford Factor for measuring absence. [Online] 
Available at: http://www.peoplehr.com
[Accessed 22 10 2018].
E.E, L. & Mohrman, S., 2003. HR as a strategic partner: what does it take to make it happen?. Human Resource planning, 26(3), pp. 15-29.
Lawler, E. &. M. S., 2003. HR as a strategic parten:what does it take to make it happen?. Human Resource Planning, 26(3), pp. 15-29.
Leatherbarrow, c. & Fletcher, J., 2014. Introduction to Human Resource Management: A guide in HR practice. 3RD ed. london: CIPD.
Lewis, A., 2016. What HR needs to know about The Bradford Factor. [Online] 
Available at: http://www.hrnews.co.uk
[Accessed 24 October 2018].
Paton, N., 2016. Line manager are key to return to work after absence. [Online] 
Available at: www.personneltoday.com
[Accessed 21 october 2018].
Taylor, S., 2014. Resourcing and talent management. 6TH ed. london: CIPD.
Taylor,S. & Woodhams, C., 2016. Studying Human Resource Management. 2nd er. London: CIPD
Weeks, K., 2014. An analysis of human resource information systems impact of employees. Journal of management Policy and Practice, 14(3), pp. 35-49.








































[bookmark: _GoBack]
14

image2.jpeg




image3.png




image4.png
©) People - PSL services 2 Vogantm

Sickness. Holidays (Days) Bradford Factor
P 10% 28 704 pos

Sick Days Heat Map
Amelie Little DR e

Smart Planner

Useful heatmaps highlight

e emerging trends and potential

workforce

Pubic Hodays - © | voncay oy 73 [
< January 2013 - December 2013 >

Employment




image5.jpeg
The Bradford Factor

The Bradford Factor is a simple (yet useful!) equation that can be used to quickly determine
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