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 This guide is designed to help Ontario Public Service (OPS) and Commission Public Bodies (CPBs) employees understand the Employee Attendance and Support Program (EASP) in support of the Attendance Policy.
[bookmark: _Background]Background
The OPS is committed to the effective management of employee attendance that balances an employee’s need for support when absent due to injury, illness or disability with the organization’s need to maximize workforce productivity. The EASP was developed based on extensive consultations with stakeholders who told us that simplified processes were a key priority. By simplifying attendance processes, managers are able to better focus on employees who need support. The EASP is designed to provide managers with the flexibility and supporting resources to determine the next steps related to an employee’s attendance on a case-by-case basis. The Ministry of Government and Consumer Services, HR Service Delivery Division, is responsible for leading the development of the EASP and creating the resources, training and learning materials to support policy compliance, and maintaining the program.
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[bookmark: _Application_and_Scope]Application and Scope
Effective Jan. 1, 2018, the EASP applies to all employees appointed to work in ministries or CPBs in accordance with section 32 of the Public Service of Ontario Act, 2006, with the exception of:
· Employees represented by a bargaining agent that has entered into an agreement that a specific attendance program applies to a particular group of employees
· Employees who have been notified that a specific attendance program applies
The EASP must be applied in a manner consistent with Ontario’s Human Rights Code, applicable OPS collective agreements, the Management Board of Cabinet Compensation Directive, the Attendance Policy, the Disability Accommodation Policy and any other applicable legislation.
The EASP only applies to non-culpable (innocent) absences that are:
· Paid non-occupational short-term sickness plan (STSP) absences and unpaid sick leave absences for regular employees
· Non-occupational attendance credit absences and unpaid leave absences related to illness or injury for fixed-term employees
Non-culpable (innocent) absenteeism occurs when an employee, through no fault of their own, is unable to attend work because of injury, illness or disability. This type of absence is treated in a non-disciplinary manner.
The EASP does not apply to:
· Occupational illness or injury absences covered under the Workplace Safety and Insurance Act or Long-Term Income Protection absences, which are covered by other pay and benefit policies or collective agreement provisions and legislation
· Any other paid and unpaid leaves (e.g. vacation, education, parental, maternity, bereavement, adoption, emergency family, compassionate)
· Culpable (non-innocent) absences, which are unauthorized absences within an employee’s control and that may result in disciplinary action (e.g. leaving early without approval, failing to notify management of absences)
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[bookmark: _Purpose]Purpose
The purpose of the EASP is to give managers a structured approach to proactively monitor employee absences and support employees in achieving and maintaining regular attendance.
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[bookmark: _Intent]Intent
The EASP is designed to provide:
· Simplified processes
· No formal program levels
· Reduced administrative burden that enables managers to: focus on providing proactive assistance and support to employees; resolve attendance issues; and manage absenteeism through employment accommodation and assistance when required
· Flexibility
· Timely, positive and individualized employee support strategies with flexibility to support changes in an employee’s health-related needs
· Coordinated HR support (leveraging HR processes/expertise through the HR advisor)
· EASP is supported by HR Advisory Services. HR advisors work with managers to determine if other HR expertise and/or supports are needed.
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[bookmark: _Calculating_Days_Towards]Calculating Days Towards the Enterprise Attendance Threshold
Managers are responsible for timely approval of employee absences and tracking absences to determine if the employee has exceeded the attendance threshold.
For the purposes of establishing the threshold, sick leave usage is determined by analyzing recorded absences in WIN. For the purposes of calculating a “day” towards the threshold, a day is a day. This means any shift that you are scheduled to work, or accept, regardless of the length of the shift (whether it is four, 7.25, eight or 12 hours) is considered a day.

For example: If you have a compressed work week arrangement and work a 7.75 hour shift instead of a 7.25-hour shift, you would record the absence in WIN as 1.07. However, the absence would count as one day towards the threshold. If you are absent for six hours of a 12- hour shift, you are considered absent for a partial day or half of your shift. Accordingly, you will have accumulated one half day – or 0.5 – of a sick absence towards the threshold.
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[bookmark: _Disability_and/or_Employment]Disability and/or Employment Accommodation
Effective employment accommodation helps employees with permanent or temporary disabilities get the support they need. When addressing absences, it is important for managers to consider the requirements of Ontario’s Human Rights Code and the employer’s duty to accommodate employees with disabilities. Your manager must also take into account, when determining next steps, if you have a disability, disability-related absences and an associated accommodation plan. Individual needs are to be accommodated in a way that promotes dignity, integration and full participation in the workplace to the point of undue hardship. For more information see the Disability Accommodation Policy.
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[bookmark: _Employee_Representation]Employee Representation
Employees represented by a bargaining agent are entitled to have representation during all attendance and employment accommodation meetings in accordance with relevant collective agreements, the Attendance Policy, and the Disability Accommodation Policy. If you choose to meet without bargaining agent representation, you must sign a Waiver of Representation form which will be retained by your manager.

If you are not represented by a bargaining agent -- Senior Management Group (e.g. Executives), Management Compensation Plan or Excluded – you are permitted to have a support person of your choosing attend the meeting with you. Non-represented employees do not complete a Waiver of Representation form. 
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[bookmark: _Understanding_the_Program][bookmark: _Toc10026259]Understanding the Program
The EASP has four processes to help managers offer early support to an employee and monitor an employee’s absences. The four processes are:
· Employee exceeds the enterprise attendance threshold
· Further absences
· Attendance assessment, and
· Attendance management
Exceeding the enterprise attendance threshold is the trigger for managers to begin monitoring an employee’s absences under the EASP. Although early intervention is not a formal EASP process, it is an important part of helping employees to maintain regular attendance. By speaking with an employee early, managers can help ensure the employee is getting the support they need. The diagram below shows the EASP processes:
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[bookmark: _Toc506809452][bookmark: _Toc506809834]* Enterprise Attendance Threshold
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[bookmark: _Early_Intervention]Early Intervention
Your manager may have early discussions with you, which can help prevent or mitigate absences by addressing situations where there may be a need for support. This is consistent with the OPS’s commitment to promote a supportive work environment where employees are encouraged to identify productivity barriers related to illness, injury or disability that may affect their ability to achieve and maintain regular attendance. By taking part in early discussions, you may be able to identify situations that may affect your attendance or where you may need support. Your manager may then be able to proactively address these issues.
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[bookmark: _When_Absences_Exceed]When Absences Exceed the Enterprise Attendance Threshold
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Managers are responsible for timely approval of absences, monitoring an employee’s absences and notifying an employee of their inclusion in the EASP when their absences exceed the enterprise attendance threshold. When your absences exceed the threshold, your manager is required to review your absences along with any other absence information, including information from discussions with you, your absence history, health circumstances and patterns of absences. Following the review, your manager will notify you that you are now in the EASP and the support options available to you.
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[bookmark: _Further_Absences]Further Absences
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When an employee has already been notified that they have exceeded the threshold, triggering their inclusion in EASP, and takes further absences, an EASP meeting is recommended. As with all attendance meetings, you are entitled to have representation at the meeting. During the meeting, the manager should discuss the absences with you and explain the attendance support process and the available supports. You and your manager can also establish or modify an attendance plan.
Return to table of contents
[bookmark: _Attendance_Assessment]Attendance Assessment
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An attendance assessment is done when a manager, having considered all absence information to date, is unable to determine the likelihood of further absences.
The manager should work with their HR advisor to review the file and determine next steps. Next steps may include:
· Review and update an existing attendance plan where:
· a manager feels that the absences are isolated and will not continue, or
· an employee provides new/updated health information that identifies a change in limitations and restrictions
· Involve other HR processes and/or expertise (depending on the specific employee circumstances)
· Schedule an attendance management meeting
Return to table of contents
[bookmark: _Attendance_Management_1]Attendance Management
[bookmark: _GoBack][image: ]
The attendance management process is focused on ensuring that managers make informed decisions about an employee’s ability to meet their job requirements. The most appropriate course of action regarding the employee’s attendance will be determined by taking into consideration the employee’s specific circumstances. The attendance management process is focused on ensuring that managers make informed decisions about an employee’s ability to meet their job requirements. The most appropriate course of action regarding the employee’s attendance will be determined by taking into consideration the employee’s specific circumstances. Your manager may choose to conduct an attendance management meeting with you. As with all attendance meetings, you are entitled to have representation at the meeting.
During this meeting, your manager may discuss with you:
· Previous discussions
· Absence history
· Supports (current and additional options)
· Attendance plan(s)
· Potential employment outcomes (including but not limited to exploring additional accommodation options or applying for long-term income protection)
Additional meetings between you, your manager and representative may occur.
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[bookmark: _Exiting_the_EASP]Exiting the EASP
When your absences are being managed under the EASP and your manager decides no further action is required, they will continue to monitor your absences under the EASP for the rest of the calendar year. At the start of the following calendar year, your absences no longer need to be monitored under the EASP and once again absences will be tracked against the annual enterprise attendance threshold.

You will continue in EASP, if as of December 31 (of any given calendar year):
· An established attendance plan continues to be in effect, and/or
· Established attendance goals documented in the plan have not been met.
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[bookmark: _Supporting_the_Program]Supporting the Program
This section provides information on:
· The types of meetings that can be conducted during the different processes
· Developing attendance plans
· Setting attendance goals
Return to table of contents
[bookmark: _Meetings]Meetings
Meetings should be non-confrontational, objective and positive with the goal of soliciting participation and information that will help to resolve attendance concerns as soon as possible. Every employee should be treated with respect and dignity. Attendance concerns must be reviewed on a case-by-case basis to acknowledge individual employee circumstances.

Two types of meetings may be conducted:
1. An EASP meeting
2. An attendance management meeting
Below is a chart outlining the key differences between the two types of meetings:
	
	[bookmark: _Toc508109224][bookmark: _Toc10026263]EASP MEETING
	[bookmark: _ATTENDANCE_MANAGEMENT][bookmark: _ATTENDANCE_MANAGEMENT_MEETING][bookmark: _Toc508109225][bookmark: _Toc10026264]ATTENDANCE MANAGEMENT MEETING

	Pre-requisite
	Employee exceeds the threshold
	· EASP meeting(s) previously held
· Attendance plan previously established

	Goal/Purpose:
	Opportunity for managers to:
· notify employee threshold has been exceeded
· discuss absences
· explore support options
· develop an attendance plan
· notify employee that attendance plan goals have been met, if applicable
· notify employee that attendance plan goals have not been met, if applicable
	Opportunity for managers to:
· continue to discuss absences
· explore additional support options, if available
· amend an attendance plan
· raise employee awareness regarding potential employment outcomes 





	Disciplinary
	No
	No

	Entitled to representation
	Yes
	Yes
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[bookmark: _Conducting_an_EASP]Conducting an EASP Meeting
EASP meetings are intended to provide an opportunity for managers to seek information and offer assistance to employees. This could include employment accommodation or information about the Employee and Family Assistance Program.

An EASP meeting may occur:
· As a first step once you have exceeded the threshold
· If absences continue despite previous notification that you have exceeded the threshold
· When the goals of an established attendance plan are met, and no further action is required
· When the goals of an established attendance plan are met, and further absences are taken
· When the goals of an established attendance plan are not met
During an EASP meeting, your manager, when warranted, should discuss the absences with you, explain the attendance support process and identify any available supports. If required, you and your manager may establish or modify an attendance plan. Multiple EASP meetings can occur throughout a calendar year as your manager monitors your attendance under the program and determines that more information and consultation with you is required. Where subsequent meetings occur, you and your manager should also review steps that have already taken place to determine how to effectively update the attendance plan or establish a new plan.
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[bookmark: _Conducting_an_Attendance]Conducting an Attendance Management Meeting
Attendance management meetings are an additional opportunity for managers to seek information and offer assistance to employees. These meetings also provide an opportunity to confirm the employee is aware of potential outcomes for not achieving regular attendance.
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[bookmark: _Attendance_Plans_and]Attendance Plans and Goals
[bookmark: _Developing_Attendance_Plans]Developing Attendance Plans
An attendance plan is an individualized written plan between you and your manager with specific attendance goals and timelines. Plans are generally established during EASP meetings. The objective of the plan is to help you improve your attendance with improvements defined on a case-by-case basis.

The plan may incorporate the following:
· Discussions between you and your manager
· Medical limitations and restrictions
· Other health information
· Attendance history
· Accommodation plans, where applicable
You should be provided with a copy of your attendance plan.
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[bookmark: _Setting_Attendance_Goals]Setting Attendance Goals
Attendance goals are individualized and should consider an employee’s needs, including needs related to a disability.

Goals may be numeric and/or non-numeric:
· Numeric goals are quantifiable in nature, such as the number of days absent.
· Non-numeric goals may include a temporary change in work hours or type of work. They may also include an agreement to follow a recommended medical treatment plan or supports your manager will put in place to prepare for your return to work.
Attendance goals should have an established timeline within which they are reviewed and achieved.  In some cases, your manager may decide that further health information is needed before finalizing an attendance goal. In the interim, your manager may set short-term goals while observing attendance. Once health information is received, you and your manager may meet again to set goals that reflect your unique circumstances. While you and your manager should make every effort to collaborate to jointly establish attendance goals, ultimately your manager will determine whether the goals are reasonable and appropriate. If your circumstances change, you must inform your manager immediately so that appropriate adjustments can be made to the attendance goal(s), if necessary.
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[bookmark: _Meeting_Attendance_Goals]Meeting Attendance Goals
Once you meet the goals set out in an attendance plan, your manager will hold an EASP meeting with you to notify you that attendance goals have been achieved. During this meeting, your manager may also discuss your needs for extending and/or modifying the plan. If your manager determines that no further action is required, your attendance will continue to be monitored under the EASP for the rest of the calendar year. If, during this period:
· Further absences are taken, you will be requested to attend an EASP meeting
· No further absences are taken, at the beginning of the following calendar year, you will no longer be monitored under the EASP and once again absences will be tracked against the enterprise attendance threshold
An attendance plan can be established with time frames that continue into the following calendar year.

Example: Medical limitations and restrictions or information on file requires a numeric goal that extends beyond the current calendar year. An employee’s documentation indicates that the employee may need to take up to four days per month from Dec. 1, 2018 to April 30, 2019. The manager and employee establish one attendance plan with a numeric goal for December 1, 2018 through to April 30, 2019.
As specified above, once you meet the goals set out in an attendance plan, your manager will hold an EASP meeting with you to notify you that attendance goals have been achieved. During this meeting, your manager may also discuss your needs for extending and/or modifying the plan. If your manager determines no further action is required, your attendance will continue to be monitored under the EASP throughout the remainder of the calendar year. If there are no further absences taken, at the beginning of the following calendar year, you will no longer be monitored under the EASP and once again absences will be tracked against the enterprise attendance threshold.

Return to table of contents
[bookmark: _Not_Meeting_Attendance]Not Meeting Attendance Goals
If you have not met the attendance goals, your manager should meet with you to review the goals. Based on the information provided during the meeting, your manager determines next steps (e.g. whether attendance goals should be modified).
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[bookmark: _Moving_to_a]Moving to a New Position and/or Ministry
When you move to another position in the same or different ministry, and have an attendance plan, employment accommodation plan and/or return-to-work plan, it is the new manager’s responsibility to administer those plans.
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[bookmark: _Roles_and_Responsibilities]Roles and Responsibilities
[bookmark: _Employees]Employees
· Make every effort to attend work on scheduled days, if able to perform their position duties
· Ensure familiarity with the Attendance Policy and the EASP
· Record attendance in WIN upon return to the workplace
· Identify as soon as possible to their manager situations that may affect attendance or require support
· Promptly notify their manager of an inability to report for work in keeping with established workplace protocols
· Maintain regular contact with their manager throughout the absence period and provide an expected return-to-work date
· Where applicable, provide timely and relevant health information and identify any employment accommodation needs to their manager
· Cooperate with their manager throughout the EASP process and advise their manager, as soon as possible, of difficulties in adhering to an established plan (e.g. attendance plan, employment accommodation plan – including a return-to work-plan)
· Arrange to be accompanied by a support person or bargaining agent representative, as applicable, at attendance meetings
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[bookmark: _Managers]Managers
· Manage employee attendance consistently with regard to individual circumstances
· Monitor an employee’s attendance to:
· proactively identify any potential absenteeism issues and offer support at an early stage
· calculate absences and monitor an employee’s attendance as absences approach and exceed the threshold
· record attendance in WIN for employees who are absent and unable to do so
· confirm that employee absences are appropriately documented and approve an employee’s recorded attendance in a timely manner
· notify the employee when their sick absences exceed the threshold and determine next steps
· Support injured and ill employees by:
· actively promoting a supportive work environment by facilitating early intervention through regular monitoring of employee attendance, and addressing potential attendance challenges as soon as possible
· safely transitioning employees back into the workplace once their condition improves
· conducting EASP meetings in a timely manner
· helping to address concerns by administering a range of options to support the employee throughout the EASP, in accordance with applicable legislation, OPS policies, and collective agreements
· consulting with HR advisor and/or disability accommodation specialist when applicable
· Address absenteeism by:
· working with employees to create an attendance plan and goals
· conducting attendance assessments, where required
· conducting EASP and attendance management meetings, where required
· consulting with HR advisor and/or disability accommodation specialist when applicable
· Ensure:
· Familiarity with the Attendance Policy and the EASP
· employees are aware of their attendance responsibilities, their entitlement to representation and the supports that are available to help meet work responsibilities
· bargaining agent represented employees sign the appropriate waiver if they decline representation
· confidentiality and secure storage of employees’ health information and EASP documentation
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[bookmark: _Terms_and_Definitions_1]Terms and Definitions
Absence: An employee not in attendance because of illness, injury or disability.

Attendance: Presence of employee at the specified place of work during the approved hours of work.

Disability Accommodation Specialist (DAS): Provides specialist services to support managers with their accountabilities relating to the enterprise disability management program, including return to work (RTW) and employment accommodation (EA).  The DAS also supports employees by facilitating EA/RTW cases, through a case management approach, involving occupational and non-occupational injury or illness scenarios.

Employee and Family Assistance Program:  An enterprise-wide confidential program that provides professional, confidential support services including counselling, programs for help with common life challenges and resources to employees and their eligible dependents.

Employee Attendance Support Program (EASP):  An enterprise-wide attendance program that provides a structured approach for managers to monitor employee absences proactively and to support employees in achieving and maintaining regular attendance.

Employee:  A public servant appointed to work in a ministry or Commission Public Body in accordance with section 32 of the Public Service of Ontario Act, 2006.

Employment accommodation: A process that removes barriers and modifies workplace practices so employees can participate equally in the workplace. Visit the OPS Wellness site for more information.

Enterprise Attendance Threshold: A threshold set by Treasury Board Secretariat on behalf of the Public Service Commission that, if exceeded, is the trigger for managers to notify the employee of exceeding the threshold and to follow the enterprise program. The threshold applies to the calendar year and must be communicated annually, in a timely manner to managers and employees.

Health information: Information about a medical condition related to prognosis (e.g. expected recovery time), capabilities, restrictions, limitations, symptoms that may affect an employee’s ability to perform job functions and verification of absences for payment of income benefit purposes (e.g. short-term sickness plan). For more information, see the Health Information Program.

Human Resources Advisor: Trusted advisors and partners in the attainment of their client’s ministry business objectives. Provides guidance and recommendations to help OPS managers make informed decisions, promote positive labour relations, support organizational transformation and improve employee performance. HR advisors are HR generalists who work in collaboration with centres of expertise within the HR community to provide their OPS managers with specialist knowledge and services.

Innocent absenteeism (non-culpable absenteeism): Through no fault of their own, an employee is unable to attend work because of injury, illness or disability.

Manager: Individual to whom human resource management powers, duties or functions have been delegated.

Non-occupational absence: Absence related to illness or injury that arose outside of an employee’s workplace or specified place of work.

Return to work: A proactive, employee-focused process to help injured or ill employees safely return to work activities in a timely way. Visit the OPS Wellness site for more information.
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