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GUIDELINES FOR MANAGERS


1.
THE BENEFITS OF JOB SHARING

1.1
For many staff, part-time work is the only suitable way of combining a career and family or other commitments.  Job sharing facilitates the maintenance of full-time posts whilst providing opportunities for staff to progress their careers on less than full-time hours.

1.2
Job sharing aids staff recruitment and retention.  It is essential for all employers to make it easier for trained staff to maintain their careers and facilitate the return to work of staff who have left to start a family or for other reasons.

1.3
There is potential for greater productivity than is obtainable from one person.

1.4
There is a greater continuity because one sharer may be available when the other is on sick leave or on leave etc.  There is the possibility that one half will stand-in on a paid full-time basis in an emergency, although this opportunity must not be abused by the manager and should be discussed and agreed with all parties involved.

1.5
Turnover may be reduced.  Job sharing assists in the retention of capable staff who might otherwise have left and such staff will eventually be available on a full-time basis when suitable vacancies arise.  . 

1.6
There is some increase of time necessary for supervision and briefing and communication has to be attended too much more precisely.  

2.
DRAWBACKS OF JOB SHARING

2.1
Time may have to be made available for the job sharers to overlap with each other to enable them to communicate fully with each other.  Unless additional hours can be paid, an overlap arrangement may reduce the total hours covered each day.
2.2
Hours should be organised to suit both the service and the employees. However, it is understood that the hours/days/weeks agreed with either job sharer should always be such that should a part vacancy occur, the working arrangement to be advertised will form a sufficiently viable package to attract new applicants.
2.3
Awkward divisions of responsibility can sometimes occur usually as a result of bad planning, but flexibility and a willingness to learn usually overcome any problems of this nature.
2.4
Great care should be taken not to confuse working arrangements with the job description. Although the duties may be divided, the overall responsibility must be shared. One partner should not be able to monopolise the most prestigious areas of work.
2.5
Job sharers have to be compatible.  They should have the level of skills and experience identified in the job description and person specification to undertake the role.  Personality clashes are no more likely than in any other working relationship.

2.6
Although confusion about reporting and communications can arise with any job, there is a possibility that other staff, especially those reporting to the job sharers, can become confused by having two people to report to at different times.  Good communication will be required to overcome this with all parties involved.

3.
WHAT JOBS ARE SUITABLE FOR JOB SHARING

NHS Fife’s policy states every job within the organisation is open for job sharing unless it can be demonstrated that the post is unsuitable for job sharing.  This should be identified by the recruiting Manager attaching a covering memo to the Vacancy Management Form and should be discussed with the relevant HR Officer/Manager prior to submission.  It is easier immediately to see the problems of any new arrangements rather than the potential benefits.  Traditionally, working has been seen as a full-time arrangement, however, there are no inherent reasons why this should be the case.  As an example of looking at things differently, it could be said that ward based nursing is a 24 hour job and, therefore, that job sharing is, and always has been, the basis for such nursing.

4.
COSTS

4.1
The major item most employers consider when implementing a job share scheme is National Insurance cost.  However, the maximum increase would be very small and in most cases there would be, in fact, a small saving.

4.2
Other costs include holidays, sickness pay etc but as these are usually divided on a pro-rata basis there is usually no additional cost.  Training courses can cost more.  Where uniform or special clothing is worn two sets will have to be supplied, but with regard to desk, chair or other fixtures, unless there is considerable amount of overlap, these can usually be shared.

4.3
Costs may be incurred by an overlap period, i.e. the period when job sharers work together to communicate with each other, unless this is maintained within full time equivalent.  
5.
HOW JOB SHARES CAN BE SET UP

5.1
Posts can be job shared in a variety of ways:


5.1.1
Two candidates can apply jointly for a vacant post and both be 
successful.


5.1.2
One successful candidate can be appointed to a vacant post on a 

job share basis and the remaining portion can then be advertised.

5.1.3 An employee returning from maternity leave who wishes to undertake part-time work can opt to do so in her substantive post as a job sharer.  The remaining portion would then be advertised. Although there is no requirement for a manager to accede to such a request, the Agenda for Change Terms and Conditions and the Hospital Medical and Dental Staff and Doctors and Dentists in Public Health Medicine and the Community Health Service Terms and Conditions state that such requests should not be unnecessarily refused. 


5.1.4
An existing post-holder can opt to job share and the remaining 

portion would then be advertised.  Acceptable reasons for wishing 

to job share are domestic responsibilities, ill-health, disability, 


study and pre-retirement.

6.
HOURS AND WORK ARRANGEMENTS

6.1
The best guide to these is feasibility and this will differ from department to department and from post to post.

6.2
Hours

As a general principle, a 50/50 split of full-time hours over the 52 weeks 
of the year is the favourite option.  However, managers should consider 
that at some point in the future one part of the job share may have to be 
advertised independently and, therefore, both parts should be viable in 
terms of attracting new applicants.

7.
DUTIES AND RESPONSIBILITIES

7.1
There are no rules/preferred options.  The duties and responsibilities of 
each post may be analysed and the sharing may take several forms.  
The aim in all cases is that the best mode be adopted for ensuring 
efficiency, therefore division may be into projects, tasks, clients or time.

7.2
All parties should take great care not to confuse working arrangements with the job description.  The latter is what is being shared and, although the duties may be divided, the overall responsibility will always be shared.  Without this understanding, it would be possible for one partner to monopolise the most prestigious areas of work.  The partners should always be in a position to claim that, at some time, each had fulfilled the duties and responsibilities of the whole post and this would be linked to their Personal Development Plan and the KSF outline for the post.

8.
ADJUSTMENTS TO WORKING ARRANGEMENTS

8.1
These should be handled with care and sensitivity using the same principles as for full-time workers who would not expect their working patterns to be changed without full consultation.

8.2
Where the partner has been approached and agrees to cover for an absent colleague, if time over and above contractual hours is involved, the extra time should be paid as plain time or time off in lieu granted, whichever is more appropriate.  If the hours are merely exchanged, then there would be no salary adjustment necessary.  These arrangements must be agreed in advance with the supervisor/manager.

8.3
Managers should be aware that if a job sharer is asked to make changes to study, caring or childcare arrangements, additional expenses may be incurred by the job sharer and it may not be unreasonable for the job sharer to be unwilling to or indeed unable to change those arrangements, especially at short notice.

8.4
Short-term and one-off changes in working hours arrangements whether to meet the needs of service or to accommodate personal situations of job sharers that may arise unexpectedly are a matter of consultation and agreement between the parties.

8.5
Where changeover/overlap arrangements are determined as an essential requirement of the job share and are agreed by the manager and the job sharers, such arrangements should be achieved within the normal established total hours, where necessary reducing the working span of attendance.   

9.
RECRUITMENT, SELECTION AND INTERVIEWING

9.1
All full-time posts except those declared unsuitable (Section 3) will be advertised on the basis of being open for job sharing.

9.2
Where there is no eligible job share arrangement in place, the following interviewing procedure will apply:


9.2.1
Each candidate will be interviewed individually to assess personal ability to do the job.


9.2.2
Each candidate should receive broadly the same structure, time 
and questions as each other.


9.2.3
Each interviewer should make their assessment of each 


candidate at the end of each interview.

9.2.4
Candidates putting themselves forward on a job share basis 


should be questioned on such details as may be necessary to 

enable the panel to make a considered judgement about the 


feasibility of job sharing.


9.2.5
The panel should rate candidates against each other in respect of ability to do the job.


9.2.6
It is up to the panel to decide whether pairs of potential job sharers could undertake the duties of the post.  Alternatively, where one of a pair is unsuitable, but the other is not, a decision needs to be made whether to offer the suitable candidate the post and re-advertise for the other half.

9.3
Existing job sharers may apply for promotion in the normal way on a joint or individual basis.  Selection arrangements for joint promotion would be as outlined above.

10.
MANAGEMENT PERFORMANCE/APPRAISAL

10.1
Where there are problems of performance which can be related to the job share arrangements, such problems should be tackled collectively.  However, if the performance of one of the job sharers is not up to requirements, then the manager will have to consider all possible ways of improving such performance in line with the NHS Fife Management of Employee Capability Policy.
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