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Secondments - Policy, Principles and Advice

A number of secondments have been arranged over the last year or so as a result of the establishment of new statutory services, and others have been arranged on an ad hoc basis. 

There is increasing interest in secondment opportunities for staff seconded to other jobs in the same and other services or in outside organisations; and for the Council to be host to secondees from outside organisations. This interest has come from managers, whose services would benefit from secondment arrangements, and from staff who wish to increase their experience and expertise without a permanent change of job, service and/or employer. 

Secondments provide a way of widening the pool of potential recruits from which posts can be filled; a way for services to benefit from a wider range of skills and expertise; and a way to develop staff without the permanent loss to the Council of the individuals concerned. 

A corporate approach to secondments, backed up by management guidance, has now been agreed.  This sets out the Council’s intention to make greater use of secondments, and how this will be achieved.

The policy and management guidance are attached.  Personnel Support Units/HR Operations have more detailed advice and model secondment agreements which managers can use.  Unlike the private sector, local government is more restricted in seconding staff, and HR Operations/PSUs will advise you about any secondment arrangements you may be considering.

Managers’ Guidance – staff secondments

1.0
Policy and Principles

1.1
The Council recognises that its services benefit from employing staff who have wide and varied work experience from within service areas, across service areas and outside the Council (particularly in those organisations working in partnership with the Council).  Therefore, as part of its commitment to service and staff development and flexible working, and subject to the needs of the service, the Council will:

· take the initiative in seeking secondment opportunities inside and outside the Council, both short and longer-term, and bring secondment opportunities to the attention of appropriate staff

· explore secondment opportunities with other employers particularly the Council’s partners)

· facilitate secondment arrangements so that staff can be released from their substantive posts

·  consider the option of secondment in the course of normal recruitment processes

·  use secondment as a way of providing long term cover

1.2 Secondments provide a way of widening the pool of potential recruits from which Council posts can be filled; a way for services to draw on a wider range of skills; and a way to develop staff without the permanent loss to the Council of the individuals concerned.

1.3 The aim of the policy is to encourage a proactive approach to:

· identifying secondment opportunities for Council staff within and outside the Council;

· identifying secondment opportunities with the Council for employees of outside organisations;

· offering secondment as an option when recruiting; and 

· providing cover (e.g. for long-term cover arrangements, widening the pool from which cover can be drawn and taking advantage of the developmental opportunities).

1.4
These notes provide guidance on the opportunities presented by secondment and the issues to be considered when agreeing/setting up secondments.

2.0
Definition of secondment

2.1 An employee is said to have been seconded when s/he takes up the duties of another position (usually on a temporary basis) whilst still substantively employed under the original contract of employment and, in most cases, has a right to return to that job when the secondment ends.

2.2 Secondments can be internal (i.e. within and across Council service areas) or external (i.e.  a Council employee is seconded to work in another local authority or some organisation outside the local government service).   The Council may also accommodate secondees from  outside organisations.

3.0
Secondments can only be agreed if they are in the Council’s best interests

3.1
The Council has specific power to second staff to other local authorities and to health authorities.  The Council may have power to second staff more generally in appropriate circumstances.   Secondments to public organisations or organisations performing public functions are less likely to be open to challenge than secondments to the private sector and voluntary organisations.  Because of legal restrictions on local authorities, any proposals to second Council employees to non-public organisations, or receive employees from non-public organisations, must be referred to your Personnel Support unit/HR Operations before any firm agreements are made.

3.2
The Council is not obliged to enter into secondment arrangements.  Secondment of staff must be for a legitimate purpose which benefits the Council (e.g. a secondment by the Council to a joint committee of which the Council is a member authority).  Even where there is a legitimate purpose, the power to second staff must be exercised reasonably and properly in all the circumstances.  Regard should be had to such matters as the need to employ replacement staff (e.g. on fixed term contracts) and the consequences for seconded staff of any reorganisation during the secondment period. 


Jointly provided services

3.3
The Council and other organisations may jointly set up a service which includes seconded staff who specialise in particular areas of work e.g. the Youth Offending Service is part of Social Services but members of the team are drawn from the Council’s Education and Youth and Play services, as well as outside bodies such as the Health, Probation and Police Services.

Services in which the Council has an interest

3.4
The Council may have close working arrangements with other public services, such as the Health Service.  Where there is not a jointly provided service, the Council may agree to second its employees from a particular service area to the outside organisation for service and individual developmental reasons.  Arrangements where the Council hosts a secondee from an outside organisation can arise for similar reasons.  

Individual initiative

3.5
An individual employee may apply for and be offered a secondment in another service area or non-Council organisation.  Subject to paragraphs 3.1 and 3.2, such arrangements can proceed provided the employee’s substantive service area consents; it is reasonable to expect that employees will sound out their management at an early stage if they are pursuing an interest in being seconded.

3.6
An employee may approach her/his Head of Service and express an interest in being seconded and the Head of Service may wish to seek opportunities for the employee inside or outside the Council.


The Council’s initiative
3.7
A Head of Service may wish to offer secondment opportunities to Council staff and/or employees of other organisations.  This can arise in various circumstances, including:

· the Council would benefit from bringing in expertise and experience from outside the particular service(s);

· the need to fill  temporary posts.  The offer of secondments can encourage applicants from inside and outside the Council who would not wish to give up a permanent post for a temporary position;

· to promote individual and team development;

· to assist in the recruitment of key staff (maybe in hard-to-fill posts) where the offer of a secondment would be more acceptable than a permanent job;

· to provide long-term cover.   Imaginative use of long term cover can offer secondment opportunities and widen the pool of potential recruits.

An outside organisation’s initiative

3.8
An outside organisation may approach the Council with a request that the Council considers seconding one or more of its employees to work with them for a period. This could be a request for a particular Council employee, or it could involve a recruitment exercise within a group of employees.  Alternatively, the outside organisation may offer to second one of its staff to work with the Council.  


Selection

3.9
In appropriate circumstances (e.g. when there is more than one employee who is interested in a secondment opportunity or where the suitability of a particular potential secondee needs to be tested) the Council’s Recruitment and Selection Procedures can be used to select secondees.

4.0    Secondment agreements
4.1
All secondment arrangements between the Council and outside organisations require formal agreements between the two parties, and between the employer and the secondee.  Similarly, internal secondment arrangements require formal agreements between the service areas concerned and between the Council and the secondee.  

4.2
In order that the Council’s interests are protected, it is vital that service area management take the lead in setting up secondment arrangements, and have direct contact with the seconding/host organisation/service.  Individual secondees must not be allowed to enter into agreements on behalf of the Council, even if they took the initiative in identifying the secondment opportunity in the first place.

4.3 One of the main problems with secondment arrangements is where it is not made clear from the outset which party employs the secondee during the secondment period; without this clarity all sorts of contractual confusion and problems can arise.  Therefore, it is important to involve the Personnel Support Unit/HR Operations at an early stage when negotiating secondment arrangements and in drawing up secondment agreements.  Personnel Support Units/HR Operations have model agreements to assist managers.

4.4
As the terms and conditions of a secondment agreement with the employee in effect become part of the secondee’s contract of employment, it is appropriate that the seconding employer (i.e. the Council in respect of Council employees and the outside organisation in respect of its employees; for internal arrangements, the seconding service area) makes the secondment agreement with its employee.  

4.5
Secondment agreements between the seconding and host organisations, and between employer/service area and secondee must be clear on the following points:

· A statement that the employer will remain the seconding employer and not the host organisation.

· The reason and purpose of the secondment.

· The duties expected of the secondee during the period of secondment, and who will control the performance of these.

· The terms and conditions of employment which the secondee will enjoy whilst seconded, and what will happen to these at the end of the secondment.

· Any particular requirements of the host organisation (e.g. about conduct, equalities, confidentiality, intellectual property etc.).

· That remuneration and other financial benefits, together with PAYE and national insurance contributions, will continue to be paid by the seconding organisation throughout the period of secondment.

· Any arrangements for the host organisation to “reimburse” the seconding organisation with salary costs (including oncosts).

· The contractual position of the secondee throughout the period of secondment, and in particular what this will be when the secondment ends.

· Performance management arrangements (e.g. appraisal and development, disciplinary and competence procedures).                                                    

· Any payments, including fees, to be made by the host organisation to the seconding organisation in respect of the secondment.

· The position with regard to any additional allowances, expense claims etc. to which the secondee was entitled in her/his substantive post, or may be entitled during the secondment (including details of who will meet the cost).

· That the secondment is normally for a specified period (from and to stipulated dates), which may or may not be extended for a further specified period by agreement between the three parties (exceptionally, the secondee will perform a specific task which may or may not be time-limited).

· Who will be entitled to any fees which the secondee may earn from other sources during the period of secondment.

· Whether or not the employee will be expected or required to do any work for the seconding organisation during the period of secondment.

· The respective rights of the seconding and the receiving organisations to terminate the secondment during its period.

· The position which will obtain if the secondee decides to terminate the secondment.

· Any conflicts of interest that may arise or appear to arise as a result of the secondment.

· Insurance.

Insurance

4.6
With regard to insurance cover, it is important that you seek the advice of the Council’s Risk Manager (in Finance and Property Services) in connection with secondments to and from organisations outside the Council. This is to make sure that the interests of both the Council and secondee are protected.  He will also advise you on what should be included in the secondment agreements. 


Support to managers

4.7
Your Personnel Support Unit/HR Operations have examples of secondment agreements and can assist you when making secondment arrangements. 
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