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1	Introduction





1.1	This policy and procedure has been developed to ensure that good 


management practice is implemented when employees are asked by 


management to undertake additional responsibilities for a limited period of 


time and to ensure the application of such arrangements in accordance with 


principles of equal opportunities.





2	Acting Up and Secondment Procedure





2.1	The scope for acting up or internal secondment arises from:





the urgent need to cover a post or area of work;


the temporary nature of this requirement;


the competence of existing employees to undertake this work.





2.2	Managers should firstly consider the relative merits of acting up or internal secondment by redistributing duties. The manager may consider making an external temporary appointment if it is determined that suitable internal  arrangements cannot be made.





2.3	Acting-up and Secondment may occur under the following circumstances to cover:





Maternity Leave;


Long-term absence;


Vacant posts (during the recruitment process for a permanent replacement);


Special projects and time limited posts.





2.4	Acting-up and secondment opportunities may be used to offer employees on-the-job training and development, whilst meeting the needs of the organisation:





as part of career development for employees at all levels;


to create career development opportunities for members of under represented groups, by providing training and job experience at a higher level.





2.5	An honorarium payment can be justified where the following conditions apply:





The duties being covered are at a higher level than would normally be appropriate to the grade of the postholder;


AND


The extra duties are to be performed for a limited period only;


AND


A full acting-up allowance is not justified


AND


There is additional workload over an extended period.





2.6	Honoraria payments would not normally be applicable for those who work additional hours and who have access to Flexitime.  Time Off in Lieu (TOIL), or overtime unless   duties at a higher level of responsibility are being assumed. 





3	Acting Up





3.1	Acting-up may occur when an employee undertakes the full range of duties of a higher graded post for a continuous period of at least four weeks (four week period not applicable to former manual and craft employees) within the area he/she works for a reason other than annual leave or short-term sickness absence of another employee.  In such circumstances the employee would receive the pay rate (ie the spinal column point) that would apply if he/she had been promoted to the post.





3.2	When an employee has a deputising role within his/her job description, then he/she would normally act up into that post.  If there is no such provision then the post can be advertised within the appropriate work group via internal memorandum.  A minimum closing date of five working days should be given to ensure that all employees have the opportunity to apply.  Where the functional duties of the post relate closely to a similar job or jobs in another Service Cluster, then the post should be advertised in Havering’s Network circular.





3.3	Secondments





3.3.1	Internal secondment will normally apply between sections/Service Clusters.  Secondees will be appointed on the salary and conditions applicable to the ‘vacant’ post.





3.3.2	The advertising of an Acting-Up or Secondment opportunity, whether within the Service Cluster or in the vacancy list, should be carried out at the earliest opportunity.





3.3.3	If the scheme is used for covering a vacancy, there should be no consequent delay recruiting to the post on a permanent basis.





3.3.4	Acting-up or secondment arrangements should normally be for a maximum period of six months unless it is clear from the beginning that a longer period will be needed (eg Maternity Leave).  If, however, at the end of this period the arrangement is still required, it should be reviewed with a view to whether it should be continued for a further six months.  This will be subject to agreement by the Head of Service under his/her delegated powers.  (Alternative arrangements could be made to terminate the current agreement and advertise the post or to split the post and make it available on an honorarium basis).  Where it is planned to extend the arrangements, advice should be obtained from the Service Cluster Personnel Team - or exceptionally - Corporate Human Resources. 





3.3.5	A structured programme should be set up as part of the employee’s personal development (eg an induction process, target setting and a development plan with regular reviews).





3.3.6	It is very important from the Council’s point of view that any acting  up or secondment arrangement operates smoothly and effectively in order for the Council’s business objectives to be achieved. If during the acting up or secondment arrangement it comes to light that the employee is under performing or that work performance is otherwise unsatisfactory, he/she will be given managerial support, guidance and direction with a view to encouraging improved work performance so that the arrangement can continue in a satisfactory manner. If, however, following support and guidance the employee is unable to perform satisfactorily in the role, then the arrangement may be terminated subject to notice and the employee shall return to his/her normal duties. The employee can also terminate the arrangements if he/she is unhappy with the position.





3.3.7	The terms and conditions attached to the Acting-Up or the Secondment post should be those that apply during that period for the higher post (ie salary, annual leave entitlement, car allowance etc).  The terms and conditions applying, including length of the anticipated arrangement and notice period, should be confirmed in writing.





3.3.8	If a vacant post is not being advertised in the normal way, ie because of an impending restructure, the reasons should be agreed in advance by the Head of Service and confirmed in writing to the Head of Human Resources.  The trade unions should be informed.





3.3.9	The advertisement of any Acting-Up or Secondment vacancy should include the short-listing criteria for the post and any qualification requirements.  Information that would normally be sent to the applicants under the usual recruitment procedure should be forwarded to interested employees (ie job description, person specification, and any additional information that would be used in the selection process).





3.3.10	Candidates will be required to complete an application form obtained from the Service Cluster Personnel Team.





3.3.11	The selection of Employees for Acting-Up or Secondment should be in line with the Council’s recruitment and selection procedure.





3.3.12	The successful candidate will not be required to give formal notice in accordance with their contract of employment, but should be released to take up the Acting-Up or Secondment post as soon as is reasonably possible.





3.3.13	The employee appointed should be able to return to their substantive post at the end of the Secondment/Acting-Up period on pay and conditions no less favourable than they would have received had the Secondment or Acting-Up arrangements not taken place.





3.3.14	If for any reason, the original postholder does not return to his/her post, the post should be advertised and filled on a permanent basis.  An employee covering such a post who applies for the permanent advertised post has no guarantee of appointment and should be considered with other applicants in the normal way.





4	Guidelines on the Payment of Honoraria





4.1	A manager may consider granting an honorarium to an employee who performs duties over an extended period which are outside the scope of the post for which they are employed.





4.2	The application for an honorarium payment should be approved by the Head 


of Service and processed and recorded by the Service Cluster Personnel 


Team.





4.3	The reason for the payment and the anticipated duration of the arrangement should be given by the Line Manager.  For the purposes of delegated powers approval, the manager should also specify whether the honorarium is a one-off payment or is to continue on a monthly basis.  In the latter case, a date for the review of the situation should be noted by the Service Cluster Personnel Team which should be after no more than three months have elapsed.





4.4	It should be specified that the tasks are not part of the normal fluctuating demands of the post, and that payment in this instance will not result in recurrent applications.





4.5	If the payment is claimed for additional duties reference to the postholder’s job description should clarify whether or not the claim is justified.





4.6	Is Funding Available?





4.6.1	Confirmation should be given that funding is available from the Service Cluster budget since there is no contingency provision for honoraria payments.  The Cost Centre code must be recorded for Finance/Audit purposes.  Where additional duties are shared between employees, the honoraria payments should be proportionate to their respective grades.  However, it may be simpler, fairer and administratively less cumbersome to share equally any agreed payment or reward for extra hours worked.





5	Calculation of Payments





5.1	It is important to consider the most cost effective method of rewarding 


	employees for performing additional duties.





5.2	Where higher graded duties are undertaken, the honorarium figure would be the difference between current salary of the postholder and the lowest spinal column point of the assumed grade, calculated pro-rata for the percentage of time involved.  Where the duties carried out are not covered by a current job description, a listing of duties should be provided and an evaluation of this undertaken to determine the appropriate grading.





5.3	For example, an employee on Scale 3 scp 15 covering 50% of the duties of a scale 5 post scp 22 £14,337 - £11,730 * 50% = £1303.50 per annum, £108.62 per month.





5.4	In the calculation of temporary additional duties, the level of responsibility should be considered by the Service Cluster Personnel Team and the honorarium should reflect the difference between actual and additional work level as well as the additional time involved.





5.5	The honorarium payment should be assessed in the light of what could otherwise be payable under overtime arrangements.





5.6	The honorarium form (attached) should be completed by the Manager and returned to the Service Cluster Personnel Team.





5.7	If it is proposed to make the payment on a regular basis over an extended period, a date should be diarised for review of the situation.  When the payment is to cease, both the employee and the Finance Section should be informed immediately.





5.8	The honorarium request should be passed to the Head of Service for approval and returned to the Service Cluster Personnel Team.





5.9	The signed form should be forwarded to the Payroll Section for input, and a copy retained for Service Cluster Personnel records and central monitoring.





6	What is the Procedure for Ad-Hoc Project Work?





6.1	Project work not covered as part of the normal duties of the post may warrant a one-off honorarium payment.





6.2	For special project work, the actual duties involved in the project should be listed and the percentage of time involved estimated.  Where the duties undertaken are not those of a recognised post an evaluation should be made by the Service Cluster Personnel Team to establish the grade appropriate to the responsibilities.  The Council’s approved Job Evaluation Scheme should be used, and full descriptions of the duties will be required to identify the key areas for factor assessment.  It may be possible to make a benchmark comparison with similar project work undertaken within the Authority.





6.3	It is essential to differentiate between project work which can be broadly included as a feature of an employee’s job description and for which an honorarium would not be appropriate, and the assumption of sole responsibility for an ad-hoc project which entails duties over and above the normal level of responsibility and/or which are not a normal requirement of the employee’s job.





7	Cautionary Notes





7.1	Prolonged payments can be viewed as part of normal salary, and could be taken into account for the purposes of a redundancy calculation.





7.2	It is possible that an employee paid an honorarium on a long term regular basis might have some justification for a regrading claim, and care should be taken that the situation is monitored.  It is therefore recommended that the employee is informed in writing of the terms of the payment.





8	Records and Monitoring





8.1	Service Cluster Personnel Teams should maintain records of all acting up, secondment and honoraria applications and the justification for the claim.  These records will be subject to central audit by Corporate Human Resources (and possibly by the Audit Section), and will assist in benchmarking when comparison is required.  Service Cluster Personnel Teams should keep records of name, section, post number, payroll number, start date, end date, amount to be paid, calculation arrangements, rationale for payment, etc.





REQUEST FOR PAYMENT OF HONORARIA





1	Employee(s) in respect of whom payment of honorarium/honoraria is requested:





Name�
Designation�
Grade of Post�
Spinal Column Point�
�



�
�
�
�
�



�
�
�
�
�



�
�
�
�
�



�





2	Reason for Request:





	Vacancy	Sickness Absence	Additional work load





	(delete whichever is not applicable or state reason if different from above)











�





3	Where appropriate, details of the post concerned:





Designation�
Grade�
Name of Postholder (or former postholder)�
�



�
�
�
�



�
�
�
�









�


4	Period concerned:





	From ................................200       To ........................................200 / 			                                still continuing





�





�
5	Brief details of the additional duties and responsibilities being undertaken by the employee(s) concerned:


























�





6	Where appropriate what proportion of duties/responsibilities of the post concerned (as indicated in Item 5) is being undertaken by the above named employee(s):




















�


7	Recommended Honorarium/Honoraria





	£............................. per month/per annum/lump sum





	£............................. per month/per annum/lump sum





	£............................. per month/per annum/lump sum








	Calculated as follows:























�





Signed .........................................................     Designation ........................................





Date ............................................................................








This form should be completed and returned to:




















EMPLOYEES ASKED TO UNDERTAKE ADDITIONAL RESPONSIBILITIES





DO’S AND DON’TS





DO’S


�
DON’TS�
�
Do determine whether the person is undertaking full duties of the post or only part


�
Don’t guess, look at up-to-date job description�
�
Do advertise among appropriate work group unless there is a nominated deputy


�
Don’t assume that a particular person will act up - others may be interested�
�
Do use normal selection method and inform all candidates giving positive feedback


�
Don’t appoint in a method that cannot be justified if questioned�
�
Do check funding is available


�
Don’t exceed budget without permission�
�
Do inform employees in writing of duties, remuneration and likely duration


�
Don’t rely on word of mouth to tell of nature of work, length and pay�
�
Do inform employees of end of honorarium and thank them for their work


�
Don’t leave employees unappreciated�
�
Do provide regular support and supervision and appropriate training


�
Don’t assume that employee can just get on with it�
�
Do communicate with all relevant employees on the arrangements and your expectations


�
Don’t leave employees to hear unofficially�
�






�









Deciding on payments for additional duties
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Employees Asked to Undertake Additional Responsibilities


Policy and Procedure


 


























No payment





NO





Has the employee undertaken extra duties?





YES





Were they asked to do so by management?





NO





YES





Consider time off in lieu/paying overtime





Are the extra duties similar to the employee’s normal duties?





YES





NO





Do the duties arise from a specific post?





May be eligible for a discretionary honorarium payment.  Refer to Service Cluster Personnel Team





NO





YES





NO





Are the duties related to a higher grade?





YES





Pay formula honorarium.  Refer to Service Cluster Personnel Team





Did employee undertake 100% of duties of specific post?





NO





Acting up allowance payable.





Refer to Service Cluster Personnel Team





YES











