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GENERAL OVERVIEW: 

There are six (6) phases in the Attendance Awareness Program.  The 
Attendance Coordinator provides attendance reports to managers at the end of 
each quarter. At Phases 1, 2, 3, 4, 5 and 6 an interview must take place between 
the Manager and the Employee.  The Attendance Awareness Program does not 
track absences due to work related injuries or illnesses, modified work, trial work, 
vacation or approved unpaid leaves or absences caused by a chronic condition 
or chronic disability, scheduled surgeries or medical procedures and subsequent 
post surgical/medical procedure follow-up as required with appropriate medical 
documentation (that meet HOODIP definition of disabling an employee from 
working their job) or absences caused by orders from the Ministry of Health or 
the Medical Officer of Health. 

 

Awareness Phase and Quarterly Reviews: 

The attendance of all is reviewed by the Hospital on a quarterly basis (i.e. January – 
March, April – June, July – September and October – December).  All employees start 
out in the base “Awareness Phase” of the program. 

Progression beyond the Awareness Phase occurs when the employee’s level of 
absences has met the triggering events for higher phases.  There are six (6) phases in 
the program.  An interview will take place with his/her Manager at Phases 1, 2, 3, 4, 5 
and 6. 

 

Triggers to move from Awareness Phase to Phase I in the Attendance Awareness 
Program: 

Movement from the Awareness Phase to Phase 1 begins when after each attendance 
review, any of the following triggering events is met unless the Manager of the employee 
is satisfied that progression in the circumstances is not warranted: 

(a) During the previous 12 month period an employee’s absences exceeded 
the Hospital average by a factor of 1.25 or more; or 

(b) During the previous 12 month period, the employee had eight (8) or more 
days/shifts of absence*; or 

(c) During the previous 12 month period the employee’s attendance reveals 
a pattern of absences – for example, M-F schedule always away 
Mondays and Fridays 

* Note: Partial days will be pro-rated based on scheduled shift 

Ex. Emp A is scheduled 7.50 hours but goes home sick after 3.00 hours 
this shift would count as .40 days (3.00 hrs / 7.50 hrs)  
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Phase 1 and Above/Movement within the Attendance Awareness 
Program/Management Discretion: 

Movement into Phase 2 or higher phases takes place if, during any subsequent quarter, 
the employee experiences more than two (2) days/shifts of absence or he/she is over 
the Hospital average (greater than 1.25 above the Hospital average of all sick time in 
that time period) unless the employee’s Manager exercises his/her discretion based 
upon the employee’s circumstances, to have the employee remain at his/her current 
phase and monitor.  Where a Manager exercises his/her discretion the same shall be 
discussed with and documented by the Attendance Coordinator.   

Where an employee is at Phase 1, 2, 3, 4, 5 or 6 movement back one (1) Phase will 
occur if the employee is absence free for three (3) consecutive months.  When an 
employee is moved back one (1) Phase they will receive the “Improved Attendance” 
letter without a meeting being required. 

The employee will remain in his/her current Phase if the employee has no more than two 
(2) additional days of absence in the subsequent quarter unless the Manager exercises 
his/her discretion, based upon the employee’s circumstances, to move the employee 
back one (1) Phase. 

When the Manager exercises his/her discretion to move an employee back one level, a 
meeting will occur with the employee and Manager to explain the rationale the decision 
and to offer any further assistance to continue to help the employee improve his/her 
ability to meet attendance expectations. Any meeting with an employee that will result in 
adverse effect on that employee will have the union there. 

Establishment of a Chronic Condition or Chronic Disability: 

An employee seeking to establish the existence of a chronic condition or chronic 
disability that is affecting his/her attendance must provide the appropriate medical 
documentation to Employee Health Department (Attending Physician Statement) or such 
other documentation as agreed to by the parties to establish the existence of such a 
condition or disability.  The employee must also keep the Employee Health Department 
informed of the status of his/her chronic condition or chronic disability from time to time 
by providing such medical updates as the Employee Health Department may reasonably 
require.  Any medical information received is maintained in strict confidence within the 
Employee Health Department. 

When a chronic condition or a chronic disability is established, the Employee Health 
Department will advise the employee’s Manager, the Attendance Coordinator and the 
Union along with any recommendations concerning work accommodation (if applicable).   
It is the responsibility of the employee if they are unable to attend work given their 
chronic condition/chronic disability to identify to their Manager when they are calling in 
sick that they are unable to attend work due to the same, they must also provide 
appropriate medical documentation supporting the absence is related to their chronic 
condition. 
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Program Procedures – Phase 1 to 6: 

1.0 PHASE 1 

The following steps occur when an employee has met the criteria for Phase 1: 

1.1 Notification of Phase 1: 

 The Attendance Coordinator will: 

 Notify the employee’s Manager and Union that the employee has met the 
criteria for Phase 1 

The Manager will: 

 Exercise his/her discretion based upon the employee’s circumstances, to 
have the employee remain at his/her current phase and monitor or to 
advance to the next Phase (see above General Overview) 

1.2  Phase 1 Interview: 

 If an interview is to be held, the Manager will: 

 Hold the interview with the employee and union representative as soon as 
possible,  

 Distribute copies of the Phase 1 letter and Confidential Counseling Form 
(CCF) as indicated on the form. 

The Phase 1 interview is an offer of assistance, and is held between the Manager, 
employee and Union representative.  During the interview, the Manager will review and 
discuss with the employee: 

 Goals/purpose of Attendance Awareness Program 

 Impact of absenteeism on departmental operation and providing excellent 
patient care 

 Employee’s attendance/absence record 

 How the employee has met the Program threshold 

 Hospital’s attendance expectations 

 Identification of ways to improve attendance 

 Any challenges the employee has with meeting the expectation to attend 
work on a regular basis with the goal of removing barriers to improve 
attendance 

 Resources/assistance available 
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 The availability of the Employee Health Department to review the possible 
existence of a chronic condition or chronic disability that is affecting the 
employee’s attendance 

 Potential outcome of excessive absenteeism (i.e. may lead to a non-
disciplinary termination) 

 Attendance will continue to be monitored 

 Discussions will be maintained confidential 

 

2.0 PHASE 2 

The following steps occur when an employee has met the criteria for Phase 2: 

2.1 Notification of Phase 2 Interview: 

The Attendance Coordinator will notify the employee’s Manager and Union that the 
employee has met the criteria for Phase 2 

The Manager will exercise his/her discretion based upon the employee’s circumstances, 
to have the employee remain at his/her current phase and monitor or to advance to the 
next Phase (see above General Overview) 

2.2 Phase 2 Interview 

 If an interview is to be held the Manager will: 

 Hold the interview with the employee and union representative as soon as 
possible; 

 Distribute copies of the Phase 2 letter and CCF as indicated on the form. 

The Phase 2 interview is an offer of assistance, and is held between the Manager, the 
Union representative and the employee.  At the interview, the Manager will review and 
discuss with the employee: 

 The goals/purpose of the Attendance Awareness Program; 

 The impact of absenteeism on departmental operation and providing 
excellent patient care 

 The employee’s attendance/absence record 

 How the employee has met the Program threshold 

 The Hospital’s attendance expectations 

 Identification of ways to improve attendance 
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 Any challenges the employee has with meeting the expectation to attend 
work on a regular basis with the goal of removing barriers to improve 
attendance 

 Resources/assistance available; 

 The availability of the Employee Health Department to review the possible 
existence of a chronic condition or chronic disability that is affecting the 
employee’s attendance 

 The potential outcome of excessive absenteeism (i.e. may lead to non-
disciplinary termination); 

 Attendance will continue to be monitored 

 Discussions will be maintained confidential 

 

3.0 PHASE 3 

The following steps occur when an employee has met the criteria for Phase 3 

3.1 Notification of Phase 3 Interview: 

 The Attendance Coordinator will: 

 Notify the employee’s Manager and Union that the employee has met the 
criteria for Phase 3; 

The Manager will: 

 Exercise his/her discretion based upon the employee’s circumstances, to 
have the employee remain at his/her current phase and monitor or to 
advance to the next Phase (see above General Overview) 

3.2 Initial Phase 3 Interview: 

 If an interview is to be held the Attendance Coordinator will: 

 Arrange as soon as possible for the Phase 3 interview between: 

 The Manager 

 The employee 

 Attendance Coordinator 

 Union representative 

 Hold the interview with the employee as soon as possible 
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 Distribute copies of the Phase 3 letter and the CCF as indicated on the 
form. 

During the Phase 3 interview, the Attendance Coordinator and Manager will 
review and discuss with the employee: 

 The goals/purpose of the Attendance Awareness Program; 

 The impact of absenteeism on departmental operation and providing 
excellent patient care 

 The employee’s attendance/absence record 

 How the employee has met the Program threshold 

 The Hospital’s attendance expectations 

 Any challenges the employee has with meeting the expectation to attend 
work on a regular basis with the goal of removing barriers to improve 
attendance. 

 Identification of ways to improve attendance 

 Resources/assistance available 

 The potential outcome of excessive absenteeism (i.e. may lead to non-
disciplinary termination) 

 The availability of the Employee Health Department to review the possible 
existence of a chronic condition or chronic disability that is affecting the 
employee’s attendance 

 Attendance will continue to be monitored 

 Discussions will be maintained confidential 

 

4.0 PHASE 4 

The following steps occur when an employee has met the criteria for Phase 4: 

4.1 Notification of Phase 4 Interview: 

 The Attendance Coordinator will: 

 Notify the employee’s Manager, Director of Human Resources and 
Labour Relations and Union that the employee has met the criteria for 
Phase 4 

The Manager will: 
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 Exercise his/her discretion based upon the employee’s circumstances, to 
have the employee remain at his/her current phase and monitor or to 
advance to the next Phase (see above General Overview) 

4.2 Phase 4 Interview: 

 If an interview is to be held the Attendance Coordinator will: 

 Arrange as soon as possible for the Phase 4 interview between: 

 Manager 

 Employee 

 Attendance Coordinator 

 Union representative 

 Director of Program  

 Hold the interview with the employee as soon as possible 

 Distribute copies of the Phase 4 letter and the CCF as indicated on the 
form. 

During the Phase 4 interview, the Attendance Coordinator, Manager and Director 
of Program will review and discuss with the employee: 

 The goals/purpose of the Attendance Awareness Program; 

 The impact of absenteeism on departmental operation and providing 
excellent patient care 

 The employee’s attendance/absence record 

 How the employee has met the Program threshold 

 The Hospital’s attendance expectations 

 Any challenges the employee has with meeting the expectation to attend 
work on a regular basis with the goal of removing barriers to improve 
attendance. 

 Identification of ways to improve attendance 

 Resources/assistance available 

 The potential outcome of excessive absenteeism (i.e. may lead to non-
disciplinary termination) 



 

Attendance Awareness Manual Version 1 – January 2017 

 The availability of the Employee Health Department to review the possible 
existence of a chronic condition or chronic disability that is affecting the 
employee’s attendance 

 Attendance will continue to be monitored 

 Discussions will be maintained confidential 

 

5.0 PHASE 5 

The following steps occur when an employee has met the criteria for Phase 5: 

5.1 Notification of Phase 5 Interview: 

 The Attendance Coordinator will: 

 Notify the employee’s Manager, Director of Human Resources and 
Labour Relations and Union that the employee has met the criteria for 
Phase 5 

The Manager will: 

 Exercise his/her discretion based upon the employee’s circumstances, to 
have the employee remain at his/her current phase and monitor or to 
advance to the next Phase (see above General Overview) 

5.2  Phase 5 Interview: 

 If an interview is to be held the Attendance Coordinator will: 

 Arrange as soon as possible for the Phase 5 interview between: 

 Manager 

 Employee 

 Labour Relations representative or designate 

 Union representative 

 Director of Program 

 Attendance Coordinator 

 Hold the interview with the employee as soon as possible reviewing: 

 The goals/purpose of the Attendance Awareness Program; 
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 The impact of absenteeism on departmental operation and 
providing excellent patient care 

 The employee’s attendance/absence record 

 How the employee has met the Program threshold 

 The Hospital’s attendance expectations 

 Any challenges the employee has with meeting the expectation to 
attend work on a regular basis with the goal of removing barriers 
to improve attendance. 

 Identification of ways to improve attendance 

 Resources/assistance available 

 The potential outcome of excessive absenteeism (i.e. may lead to 
non-disciplinary termination) 

 The availability of the Employee Health Department to review the 
possible existence of a chronic condition or chronic disability that 
is affecting the employee’s attendance 

 Attendance will continue to be monitored 

 Discussions will be maintained confidential 

 Distribute copies of the Phase 5 letter and the CCF as indicated on the 
form. 

 

6.0 PHASE 6  

PRE-MEETING DISCUSSION: 

 The Attendance Coordinator will: 

 Notify the Manager 

 Arrange for a review of the case with the Employee’s Manager, Director 
of the Program, Director of Human Resources/Labour Relations, 
Employee Health and any other management personnel involved in the 
administration of the Attendance Awareness Program as the case 
requires prior to notifying the employee 

 Each case will be carefully examined on an individual basis, giving 
thoughtful examination of a variety of factors, not purely statistics.  Any 
decision with respect to termination of employment may be justified 
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should the employee’s attendance record and individual circumstances 
show that: 

 a lengthy past record of excessive absenteeism exists; 

 Windsor Regional Hospital has satisfied its duty to accommodate; 
and, 

 the employee is not likely to attend work regularly in the 
foreseeable future 

 Prepare a written letter outlining the results of the intermediate review OR 
assist in the preparation of a non-disciplinary termination notice. 

 Human Resources/Labour Relations will communicate with the Union the 
outcome of the pre-meeting discussion and the intention of the Hospital 
for the Phase 6 interview (below) (if applicable). 

6.2 Phase 6 interview: 

 If an interview is to be held the Attendance Coordinator will: 

 Arrange as soon as possible for the Phase 6 interview between the 
management individuals below as deemed necessary by the Director of 
Human Resources/Labour Relations to fulfill the purposes of the meeting: 

 Manager 

 Employee 

 Director of Program 

 Attendance Coordinator 

 Director of Human Resources/Labour Relations and any other 
management personnel involved in the administration of the 
Attendance Program as the case requires 

 Union Representative 

 Discuss the results with the employee. 
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WINDSOR REGIONAL HOSPITAL – NAME OF CAMPUS 
ATTENDANCE AWARENESS PROGRAM - CONFIDENTIAL COUNSELLING FORM 

 
Date: Month dd, yyyy  EE#:    Employee: First & Last Name 

Position: Title    FT/PT: Status  Dept: Department Name 

Manager: First & Last Name  Union: Name of Union Rep & union        

 Attendance Phase:           (phase meeting is based on) 

Absence Record from start of 3 or 12 mos. to end of 3 or 12 mos.= ###.## hours = 

##.## days OR 

( # of hrs absent / avg # of hrs absent., if ee is 25% higher)  

Items discussed at all Phases (check off all items discussed or reviewed during the 

interview): 

 the interview is non-disciplinary and is intended to provide support and to assist the 
employee to develop an action plan to improve attendance understanding that non-
disciplinary termination may occur if triggering events are met 

 the employee is not required to disclose the diagnosis of a medical condition or the 
details of a personal issue 

 explain how the employee met the criteria for this phase  

 explain the impact of absenteeism on department, hospital operations and fellow 
employees (i.e. costs, morale, patient/worker safety, etc.) 

 discuss the employee’s absence record and review any possible patterned 
absenteeism 

 explain the attendance expectations and the support provided by WRH to allow the 
employee to commit to address absenteeism 

 discuss some of the assistance/resources available i.e. Confidential Services of the 
Employee Health Department, Confidential Services of our EAP, Healthy Lifestyles 
Program, Union 

 Review the Employee Heath Department’s role in establishing a Chronic 
Condition/disability and outline the employee’s role in this process 

 Issue Chronic Condition Form if necessary 

 review criteria to be moved back a phase in the Program (3 consecutive months 
absence free) 

 review criteria for advancement to next Phase in Program (more than 2 days of 
absence in a quarter) 

 explain that the employee’s attendance will continue to be monitored  
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 develop strategies to improve attendance – what is the employee and the employer 
doing to address the absenteeism 

 

 

 

 Describe strategies for improvement (may include work accommodation (Employee 
Health approved), scheduling or position changes (HR/Union involvement), EAP, 
discussion regarding workload, work environment etc. 

 

 

 Description of any supports/resources accepted or declined by the employee – EAP, 
list of community resources, HR (bullying/harassment issues), Employee Health – 
modified work, Organizational Development (career options) 

 

 

 discussions will be kept confidential except as indicated below 

 again offer support and communicate confidence the employee will be able to meet 
expectation of regular attendance 

 issue Phase letter to employee and distribute as indicated 

 copy and distribute this Confidential Counselling form as indicated below 

 

Manager: _________________________________  Date: ______________ 

Complete at Phase III or higher 

Signature of Employee: ___________________________ Date: _______________ 

 

Signature of Union Rep: ___________________________ Date:  _______________ 

 

Waiver of Union Representation – I, _____________________ choose to waive my right 
to union representation at this counselling meeting. 

 

Signature of Employee: ___________________________  Date_________________ 

 

 

Distribution:   Employee;  Manager;  Attendance Management  Union 

Absences: 

List absences addressed during this meeting  


