

1
Introduction and Aim

1.1
The London Borough of Havering consider that all posts are open for job sharing.  


Exemptions to this will only be granted where the operational requirements of a 


post mean that sharing is not practical.  Managers must discuss with Corporate 


Human Resources why they consider a post unsuitable for job share prior to 


communicating their decision.

1.2
Job Sharing is a way of working where two or more people (usually two) share the 


hours and responsibility of one full time position.  The salary and benefits are 


divided pro rata to the proportion of full-time hours that they work.  These 


guidelines enable managers to introduce job sharing within the London Borough of 


Havering.

1.3
Managers who adopt job sharing into their service area will be rewarded with highly 


motivated individuals who will demonstrate that productivity can be increased 


through job sharing.  Two people sharing a role will bring different areas of 


specialised skills and knowledge which will complement their partner .

1.4
Research has been undertaken by external bodies which supports that employees 


working reduced hours are more energetic, fresh and creative than full time 


employees and that job sharers tend to have the additional commitment of not 


wishing to let down their partner as well as loyalty to the organisation.

1.5
Managers may arrange job sharers to work peak periods together or to attend 


different meetings at the same time.  There is greater flexibility for the organisation 


when employing a partnership.

1.6
Managers may find that partners are willing to stand in for each other even though there may be no contractual requirement.  However during periods of absence, one half of the job share will be covered with no additional cost i.e. the partner will be attending work.

2
Why is Job Sharing Needed?
2.1
There are a number of individuals who may find full time working a significant 


problem, for example:

· Women and men responsible for children, elderly or disabled relatives;

· Employees nearing retirement who wish to phase their reduction of hours worked;

· People with disabilities;

· People taking degrees (part-time);

· People entering self-employment on a phased basis;

· People who do not need or want to work full-time.

2.2
The conflicting demands between home and work are recognised as potential causes of stress.  Flexible working arrangements have a positive effect upon stress levels.  This has been especially proven for senior or managerial roles where surveys have demonstrated that flexible working arrangements have reduced the cost of stress on employers.

2.3
Job Sharing offers a way of increasing access to professional and skilled work for those who wish to work part-time.

3
Setting Up a Job Share
3.1
How can a Job Share be set up?

3.1.1
When considering setting up a job share post the needs of the service should be 


looked at very carefully.  If it is not possible to grant an employee’s request to job 


share, the reasons for this should be fully explained to the individual in writing.  


Failure to be able to justify refusal may lead to a claim of indirect discrimination.

3.2
Posts can be shared in a number of ways:

3.2.1
One or more candidates can apply jointly and be appointed for a vacant post on a job share basis.

3.2.2
One successful candidate can be appointed to a vacant post on a job share basis 

and the remaining portion advertised.

3.2.3
Two separate candidates can be appointed to a vacant post on a job share basis.

3.2.4
An employee returning from maternity leave may apply to work part-time and job sharing may be an appropriate option.

3.3
Recruitment

3.3.1
Managers should consider the possibilities of job sharing with the presumption that any post is suitable for job sharing unless it can be positively demonstrated otherwise.

3.3.2
In determining the suitability of a job share partnership it is important to ensure that the proposed pattern of working meets the demands of the post.

3.3.3
Unless there is full justification for a decision that a post is not suitable for job sharing, all posts will be advertised as being open to job sharers.  In this way people interested in either full or part time working can apply.

3.3.4
The short listing and selection of job share applications will be carried out in accordance with the Council’s Recruitment and Selection Procedure.

3.3.5
It is important, wherever possible, that prospective job sharers meet each other 

before the selection stage, preferably after short listing.  The responsibility for 

arranging this rests with the applicants.  To assist candidates form successful 

compatible job share partnerships, candidates should be informed of other short 

listed job share applicants after applicants have given their consent.

3.3.6
When the most suitable candidate is a single job share applicant, they should be 

offered the post subject to the other part of the post being filled (this may involve 

further advertising).

3.4
Requests by existing employees

3.4.1
When a current employee requests to work part-time, full consideration should be given to the feasibility of such a request.  It may be possible to rearrange the work to allow the employee to work part-time or alternatively, job sharing may be a solution.

4
Hours and Work Arrangements

4.1
The way in which a job is shared depends on the needs of the job, the service and the employee and so will vary from post to post.  However, when organising a job share, managers should also ensure that if half of the job share falls vacant, then the working hours that would be advertised are sufficiently viable to attract new applicants.

4.2
It may be necessary for a period of overlap to be built into the job sharer's hours of attendance.  Managers should take the budgetary implications of this into account.

4.3
Objectives

4.3.1
Job shares are most successful when both sharers have clearly understood the objectives of the role and their personal objectives that they are committed to.

4.4
Dividing the work

4.4.1
This can be done in a number of ways depending on the work involved.  The duties and responsibilities of a post need to be carefully analysed so that the best form of job sharing can be adopted to meet the needs of the service and the employee.  The job can be divided into projects, tasks, clients or time, as appropriate.

4.5
Cover

4.5.1
If it is a justifiable requirement for job sharers to provide cover for each other during 

periods of annual leave, a clause should be included in the job description and 

written statement of terms and conditions of employment.  A phrase such as "Each 

postholder will be expected to make provision wherever possible, to cover periods 

of planned absence by the other job share partner" would be suitable.  Such a 

clause may not be essential, as job sharing ensures that part of the post will usually 

be covered.  The clause should not be adopted as a matter of course but should a 

manager feel there is a justifiable reason they must discuss this with Corporate 

Human Resources prior to including the clause in the contract of employment.

4.6
Accommodation

4.6.1
Depending on the nature of the post, the hours worked and any overlap period that is necessary, there may be a need to provide two desks, chairs and other essential facilities.

4.7
Hours of Work

4.7.1
The actual division of hours will depend on the needs of the job and the service provided.  Common splits in job sharing are:

· One sharer works mornings and the other afternoons;

· Work three days one week and two days the next;

· One week on and one week off.

4.8
Overlap Periods

4.8.1
Managers must also decide what, if any, overlap period will be required by the sharers to ensure efficient communication.

4.9
Training

4.9.1
Managers must ensure that job sharers' training arrangements and educational opportunities are no less favourable than those for full-time employees.  Both sharers should receive equal access to training.

4.10
Superannuation

4.10.1
The current Superannuation scheme is open to all employees whatever hours they work.

4.11
Promotion

4.11.1
Job sharers will be considered for promotion in the same way as full-time employees.

4.12
Leave

4.12.1
Annual leave is split pro rata to hours and days worked.

4.12.2
Bank Holidays would normally be received by whichever job sharer happens to be working on the day they fall.  Another option would be for the job sharer who has had the Bank Holiday off to work an additional half-day in place of the other sharer so they in effect, share the Bank Holiday.  Such arrangements depend on how the hours of the job are shared and is the responsibility of the manager to ensure all parties agree the arrangement in advance.

5
Management Implications

5.1
Employing individuals as a Job Share should not cost any more in terms of salary and National Insurance contributions.  In fact, there may even be a small saving to the employer in that National Insurance contributions for two job sharers will often be less than for one full-timer.

5.2
However, costs can be incurred if an additional overlap period is required, and if 

extra facilities are needed e.g. furniture and equipment.  There can also be 

additional management time in terms of performance management and additional 

training costs.

5.3
The costs incurred  by management are often short term, one off and insignificant 

when compared with the long term benefits of employing a job share in respect of 

productivity etc.

5.4
Managers may have concerns when saturation point is reached in respect of being 

able to accommodate further job shares.  This will have to be justified by the 

manager when it arises.  However research has shown that in most organisations 

job sharing only forms 1-1.5% of the workforce.

5.5
Managers may also be concerned about different levels of performance, however 

this is an area that managers must address and monitor in order to ensure 

performance measures are met.

5.6
Managers need to explore the impact on pensions for employees who are reducing 

their hours as they near retirement.

6
When One Job Sharer Leaves

6.1
If one partner in a job share arrangement leaves, the post should automatically be offered as a whole time post to the remaining job sharer.  When the remaining job sharer does not wish to work whole time, the single job share post should initially be advertised internally and if there is no suitable applicant, externally.  The remaining job share may be offered extra hours temporarily, but should not be compelled to take them.

6.2
If another suitable job share partner cannot be found and it is necessary to continue to cover the post whole time, the remaining job share partner should, wherever possible, transfer to another post, accommodating as far as possible the hours of work already agreed.  Provision should be made for this within the contract of employment of both partners.

6.3
Only when all the above options have been exhausted will the remaining job sharer's contract be terminated in accordance with their contract of employment.

7
Guidelines on Contract of Employment/Terms for Job Share Posts

Clauses to be added to the employees contract:

7.1
Bank Holidays
7.1.1
Job Sharers are required to work in such a manner, to allow an equal amount of Bank Holidays.

7.2
Hours of Duty
7.2.1
Job Sharers are required to ensure that the full-time hours of the post are divided between the partners.  You will be required to work hours per week/month, the pattern of hours will be determined by your manager to meet the needs of the service and hence may change to meet the needs of the business, as much notice as possible will be given by management to enable the necessary domestic arrangements to be made.

7.3
Annual Leave

7.3.1
Pro rata to hours worked.

7.4
Continuity of Employment
7.4.1
Where a job sharer is absent from work for a whole week in between periods of work, the employer recognises this as an arrangement whereby the employee is considered to have been continuously employed.
7.5
Duties
7.5.1
The postholder will be jointly responsible for the completion of duties and responsibilities of the post.  The arrangements for matching skills to responsibilities is for the job sharers to agree in conjunction with their manager.

7.6
Resignation/Dismissal of One Job Sharer
7.6.1
If a postholder in this job share arrangement leaves, the post will automatically be offered as a whole time post to the remaining job sharer.  When the remaining job sharer does not wish to work whole time, the vacant post of the job share will be advertised in accordance with the Council’s recruitment policy.

7.6.2
The remaining job sharer will be offered extra hours temporarily, but will not be compelled to take them.  If a suitable job share partner cannot be found and it is necessary to continue to cover the post whole time, the remaining job sharer should be redeployed to another post where possible.

7.6.3
Only when all the above options have been exhausted will the remaining job sharer’s contract be terminated.  

7.7
Cover for absences
7.7.1
In any case of annual leave it is expected that both job sharers will not be absent at the same time to enable part of the week to be covered.  If one part of the job share is absent from work for a significant period of time or the half post becomes vacant for any reason, the postholder may be invited to work extended hours, possibly up to a standard full time week if personal circumstances allow this.

7.7.2
If it is a justifiable requirement for job sharers to provide cover for each other during periods of annual leave (this will be discussed with Corporate Human Resources), The following clause should be included in the job description and written statement of terms and conditions of employment:
7.7.3
"Each postholder will be expected to make provision wherever possible, to cover periods of planned absence by the other job share partner" would be suitable.  Such a clause may not be essential, as job sharing ensures that part of the post will usually be covered.

8
Monitoring

8.1
Each Service Cluster Personnel Team are responsible for monitoring the number of  job share partnerships on a yearly basis.  This information will be reported to Corporate Human Resources who will report annually to Members.
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