
	SECONDMENT


	Introduction:


A secondment is a temporary transfer within the Council, or to or from another organisation, such as another local authority or the Civil Service.  

A secondment can provide the resourcing solution to filling a temporary post, which may otherwise be hard to fill on fixed-term contract terms. 

A secondment can be a useful learning and development tool and assist in motivating and retaining employees, by providing an opportunity for employees to broaden their knowledge and experience, gain new skills and develop existing ones.

	Definitions:


Secondment - A temporary transfer of Council employee within the Council 

Outward Secondment - Council employee seconded to work for another organisation 

Inward Secondment - Another organisation’s employee seconded to work for the Council

Secondee - Person who is on secondment
 

Donor Organisation - The secondee’s employer 

Host Organisation - The organisation to which an employee is seconded

Line Manager – Council employee’s manager

Secondment Manager – manager of the secondment post

Secondment Agreement – Terms of an Inward or Outward Secondment, as agreed in writing by Donor and Host Organisations and the secondee

	Application:


This policy applies to all staff with the exception of school-based staff who, under local management arrangements, are covered by procedures adopted by the Governing Body of each school. This policy excludes Part-time Fee Contracts, and Supply and Casual staff either directly employed or supplied through an agency.
This policy applies to all secondments.  

The terms of a secondment to or from another organisation must be agreed in writing. 

In the case of an Inward Secondment, the Recruitment Centre will advise the recruiting manager concerning the completion of the Council’s Model Inward Secondment Agreement.  

In the case of an Outward Secondment, the host organisation’s secondment agreement may be used instead of the Council’s Model Outward Secondment Agreement, provided it is lawful and covers all the issues, such as keeping in touch arrangements, learning and development objectives, payment of salary, pension arrangements, expenses, dealing with disciplinary and capability issues.  

Line managers must consult Human Resources Consultancy Team before entering into an Outward Secondment Agreement.

Before applying for any type of secondment, an employee must discuss the proposed secondment with his / her line manager. 
It is important to note that, should the line manager be agreeable in principle to a secondment, any proposal to recruit someone to cover whilst the employee is on secondment would need a Director’s and the Leaner Board’s authority. 
Where the line manager decides that, for business reasons, s/he is unable to agree to the proposal, the employee may request the line manager’s reasons for the decision and the duration thereof, in writing.  
Employees may not apply for a secondment during their 21 week induction and assessment period (which applies to employees who are new entrants to the Council and to employees who have recently transferred from one Council job to another). 
In particular, line managers should only agree to an Outward Secondment if there is a reasonable prospect of the Council’s employee acquiring knowledge and skills that are either relevant to the employee’s substantive job, or likely to be of use in another area of the Council.  

Line managers must consult Human Resources Consultancy Team before entering into an Outward Secondment Agreement.

For further details see the section entitled External Secondment Agreements – Inward or Outward.  
Enfield Council employees who apply for secondments must:

· Have been in their post for a period of two years, unless otherwise agreed by the line manager

· Not be under disciplinary investigation

· Not have current disciplinary warnings on his/her record

· Not be currently subject to formal action under the capability or absence and attendance procedures.

There are three parties affected by a secondment: the employee, the employee’s line manager and the secondment manager.  The interests of all three should be taken into consideration when determining secondment terms, such as objectives to be met, secondment duration and arrangements for the secondee’s return at the end of the secondment.

	Principles:


Secondments are to be advertised internally - to maximise Council employees’ career development opportunities and keep recruitment costs to a minimum.  

A secondment may also be advertised externally where a recruiting manager is able to demonstrate that there is a shortage of the requisite skills / knowledge / professional qualifications within the Council’s workforce.

Except where a Council employee is going on secondment to another organisation, the Council’s Recruitment and Redeployment Policies apply to all secondments.  This includes obtaining:

· Redeployment clearance, for all secondments of 3 months or longer duration, before internally or externally advertising vacancies, and;

· Satisfactory pre-appointment clearances, such as evidence of identity and right to work in the U.K and references. 

Once the above clearances have been obtained, the date on which the secondment starts shall be subject to the employee giving notice (not resigning) in accordance with their contract, i.e. 1–3 months (unless the line manager agrees to an earlier start date).

In the case of an Inward Secondment, the secondee shall be treated as a ‘new entrant’ for the purposes of induction to the Council and to the service and team to which s/he is seconded.  Managers should refer to the appendices in the Council’s Induction & Assessment Policy for the induction checklist and details about setting SMART Objectives). 

The aforementioned policies are located on the Human Resources intranet site, under Recruitment. 

Induction & Assessment Policy 


Recruitment Policy



Redeployment Policy



	Types of Secondment:


There are four types of secondment:

· An internal secondment, which may be offered to an employee who is interviewed for a job, is the highest scoring candidate, is not appointable, but has demonstrated that s/he has the potential to develop the necessary competencies to undertake the job.  Human Resources need to be advised of the proposed secondment and it must be discussed with the candidate’s line manager, as there may be business grounds that would preclude the secondment going ahead. 

The relevant selection criteria in the person specification that the applicant did not meet will need to be identified as measurable objectives that will be addressed at performance appraisal.  This appraisal should take place at least 6 weeks before the end of the secondment period as the knock on effects of the outcome will need to be considered (where other posts have been temporarily filled to cover the vacancies the secondments have created).  Where performance objectives are achieved, the secondee can be confirmed in post without the need for further advertisement.  Rarely should extensions of secondments be agreed.  Where objectives were not achieved, the secondee would return to the substantive position.  

· A temporary transfer of a Council employee to another post within the Council.   Where this is for three months or longer, the Council’s Recruitment and Redeployment policies apply.  Details of the vacancy must be referred to the HR Recruitment Centre.  

At the end of the transfer period the employee would be expected to return to his / her substantive post.  

It is important to note that an employee whose employment is temporary or fixed term has the same rights to apply for job opportunities, including secondments, as an employee who is substantively employed, on a permanent contract.  However, as s/he does not have a substantive post any offer of a secondment would be for a further fixed term or temporary period.  

Where the secondment is short-term (for less than three months) payment can be arranged by completing Acting Rank and Acting Rank (Returning) forms.  Note that where there is no existing post in the structure (e.g. a new post needs to be created to carry out a fixed-term project) HR Consultancy Team must be informed as the transfer may:

· Necessitate changes to SAP post information

· Affect the employee’s terms and conditions (rate of pay in the new role, leave entitlement etc) – which would need to be varied in writing

· Entail carrying out a job evaluation if a new post is being created (e.g. to carry out a fixed-term project)

Please note the following arrangements which apply to posts graded Scale 4 and below:

· Where a post at Scale 4 or below cannot be covered by a redeployee, secondment or acting-up arrangement, the post may be filled by an agency worker procured through the Council’s contract with Matrix.   See the intranet for current agency worker recruitment guidance.
For further advice about Acting Up Arrangements, please refer to the intranet under the blue tab - Staff.
It is Council policy to promote opportunities to all redeployees in the first instance, and then to all permanent staff on the basis that their substantive post will remain unchanged.   For example: if a Scale 4 post becomes available and is filled by a Scale 3 on a secondment basis, the vacancy to replace the Scale 3 should be filled by a temporary worker.  The secondee's substantive post will remain Scale 3.

Any opportunities for 3 months or longer must go through redeployment process first and should then be advertised internally only as a secondment opportunity.  The manager should only contact Matrix where the post remains vacant after trying the above.    

· Inward secondment of another organisation’s employee to work for the Council. 

· Outward secondment of Council employee to work for another organisation.

	Duration of Secondment:


This will depend on the reason for the secondment.  However, the secondment should not normally exceed 12 months - e.g. to cover a period of maternity leave.  Refer to section above entitled Types of Secondment, regarding internal secondments.

The duration of the secondment must be specified in any advertising, the offer letter and, if the secondment is to or from another organisation, in the Secondment Agreement.

Two months before the secondment is due to end, the situation should be reviewed by the line manager in preparation for the secondee’s return to the substantive post or, subject to the written agreement of all parties, the secondment may be extended by a maximum period of six months.  Refer to section above entitled Types of Secondment, regarding internal secondments.

The Human Resources Consultancy Team must be informed of any proposal to extend a secondment, so that an extension letter can be issued and any disruption to salary arrangements is avoided.  
In the event that the secondee’s substantive post becomes redundant during the secondment period, the secondment end date will be the date the secondee’s period of redundancy notice ends.

	Purpose of Secondment:


There are no prescribed reasons.  Some examples of situations that would be suitable for a secondment are:

· Maternity cover

· A task of fixed-term duration 

· A grant-funded fixed-term post

Whatever the reason for the secondment, the Council should benefit in some way from the proposed secondment.

For example, in the case of an Internal Secondment, the Council could benefit in three ways: 

1. Fixed-term vacancies filled quickly and cost-effectively 

2. Opportunities for Council employees to learn new skills and develop existing ones

3. Potential to increase staff retention and motivation.

The benefit to the Council of an Inward Secondment is a manager who has not been able to internally fill a fixed-term vacancy could potentially do so via an Inward Secondment, at the end of which the secondee returns to work with the Donor Organisation.  

In the case of an Outward Secondment the potential benefit for the Council is the employee acquiring knowledge and skills, which are either relevant to the employee’s substantive job, or likely to be of use in another area of the Council.  To facilitate this, the line manager should identify learning and development objectives and discuss and agree how these could be achieved with the employee and host organisation.  In the event that the line manager is unable to reach an agreement, (which would bring into question the value of the secondment to the Council) s/he should review whether the secondment should proceed. 

	Early Termination of Secondment:


In certain circumstances it may be reasonable and appropriate to terminate the secondment earlier than had been agreed.  

Early Termination is for agreement in writing between the secondee’s manager and the secondment manager, in consultation with the secondee and Human Resources.

Unless all parties agree to vary or waive the requirement, ending a secondment early shall be subject to a minimum period of two months’ notice. 

In the event of gross misconduct whilst the secondee is on an Inward or Outward Secondment, the host organisation must contact the secondee’s line manager urgently and may require that the secondee does not attend work pending the outcome of the employer’s investigation into the alleged gross misconduct.

	Keeping in Touch:


The line manager must agree appropriate ‘keep in touch’ arrangements with the secondment manager and secondee.  In particular, the secondee must be kept informed of anything that could affect the secondee’s return to his / her substantive post.  The Council’s policies concerning restructuring, redeployment and redundancy shall apply, as appropriate.  

	External Secondment Agreements - Inward or Outward:


The terms of an external secondment agreement (inward or outward) are to be set out in writing.  The Council’s Model Inward Secondment Agreement must be used for Inward Secondments, where the secondee will be working for the Council.  For an Outward Secondment, where a Council employee is seconded to a host organisation, the host organisation’s own version may be used as long as it addresses all the issues covered in the Council’s Outward Secondment Agreement and the terms are lawful.  (Managers must discuss the proposed Outward Secondment with Human Resources Consultancy Team before agreeing to anything).  

Important Note: There are arrangements for inclusion in an Inward / Outward Secondment agreement that the line manager and host manager need to discuss and agree.  These are:

Appraisal:

Outward Secondment - the line manager agrees with the employee and the host organisation how the secondee will be appraised, which should include the provision of performance feedback at least twice yearly.   

Inward secondment, a similar arrangement may be agreed with the Donor Organisation.

Authorised Signatory:
The HR Recruitment Consultant will send the Secondment Agreement to the person authorised to sign an Inward Secondment Agreement on behalf of the Council – this is the secondment manager.  The secondment manager is responsible for completing the sections of the agreement specified in the covering letter (such as invoicing arrangements), for getting the agreement signed by the other parties concerned (Donor Organisation and the secondee) and for completing the External Secondment Confirmation Form.  This form is to be returned as soon as possible to the HR Recruitment Consultant.  Note that the secondee may not start until the Secondment Confirmation Form and all other clearances, such as references, have been received.

Outward Secondment Agreement - The person authorised to complete, sign and send it to other parties on behalf of the Council is the employee’s line manager. The line manager establishes who in the host organisation is responsible for authorising the agreement and confirms on the External Secondment Confirmation Form that all parties have signed the agreement. The line manager is to raise any queries with the relevant HR Consultant before completing and signing it.  If the Host Organisation proposes using their own agreement rather than the Council’s, the content of the agreement must be discussed with HR Consultant before anything is agreed.   Note that the secondee may not be seconded to the Host Organisation until all necessary arrangements are in place and the HR Consultancy Team have received the completed Confirmation Form.

Contacts:

Outward Secondment – the line manager is the host organisation’s contact for any matters that may arise during the secondment, such as reporting sick leave or other absence, performance and appraisal, queries about payment of salary.  The line manager must notify Payroll in the prescribed manner if the employee is absent from work for any reason.

Inward Secondment – the secondment manager establishes who the Donor Organisation’s contact is and what the notification requirements are.  

Learning & Development:

Outward Secondment - Ideally, the Outward Secondment should enable the employee to develop existing skills and abilities and gain new ones that will be useful when the employee returns to the Council.  The line manager identifies learning and development objectives and discusses and agrees with the employee and host organisation how these could be achieved.

Inward Secondment, a similar arrangement may be agreed with the Donor Organisation.

Keeping in Touch:

Outward Secondment – To maintain the employment relationship and facilitate the employee’s return to the Council when the secondment ends, the line manager agrees how to keep the employee in touch with developments.  

For example,

· Watch This Space Magazine, Team Brief, service area publications

· Invitations to seminars, events, training days, as appropriate

· Keep in Touch meetings (for longer term secondments)

Inward Secondment, a similar arrangement may be agreed with the Donor Organisation.

Pay & Expenses:

Outward Secondment - The Secondee remains on the Council’s payroll and continues to receive salary applicable to the Council grade and role and will be entitled to incremental progression and any pay increases arising from salary reviews. 

The line manager agrees and puts in place arrangements for paying the employee and obtaining full reimbursement from the host organisation of the Council’s costs, as listed below. (Note that where the salary for the secondment is higher than the employee’s substantive salary, the line manager arranges payment of the differential, via an honorarium) 

· Secondee’s Gross salary

· Honorarium payments (where applicable)

· Council’s National Insurance and Pension Liability (on-costs)

Obtaining reimbursement commonly entails the Council invoicing the Host Organisation on a regular basis (usually quarterly).  It is the line manager’s responsibility to establish who will issue these invoices, to provide any information that is required so that the invoices can be issued and to check that the invoices are paid.

The host organisation may reimburse the secondee for work-related expenses incurred, subject to proof of expenditure being provided.  Payment arrangements must be defensible and avoid creating situations that could lead to conflicts of interest or suspicions of impropriety.

Inward Secondment – The secondee remains on the Donor Organisation’s payroll and receives the salary applicable to the seconded Council role.  Where this is less than the secondee’s substantive role the Donor Organisation can pay the difference to their employee.  However, other than in exceptional circumstances, about which Human Resources have been consulted, the Council would not reimburse the differential.  The Council reimburses the Donor Organisation by the method agreed.  Usually, this entails the Donor Organisation sending an invoice to the Council on a quarterly basis.  The invoice is for reimbursement of the payments that the Donor Organisation has made, including the secondee’s gross salary and employer’s National Insurance Contributions and Pension payments (which are known as ‘on-costs’).

Working Hours:

Outward Secondment - Working hours must comply with Working Time Regulations and should not be materially different from the employee’s working hours prior to the secondment.  Start and finish times are for agreement between the secondee and the host organisation. 

Inward Secondment – Working hours and pattern would be that which is applicable to the job, as stated in the job advertisement.

Annual Leave:

Outward and Inward Secondments - Whilst on secondment, the employee retains pre-secondment entitlement to annual leave, privilege and public holidays.  Time off work is for agreement between the secondee and the host organisation.  The secondee may be required to take leave where the host organisation closes for business on days when the donor organisation does not, e.g. when the Council has a privilege day at Christmas time. 

Sickness Absence:

Outward and Inward Secondments - Whilst on secondment, the employee retains pre-secondment entitlement to sick leave and pay. The donor organisation’s contact is to be advised of any absences, so that appropriate action can be taken in accordance with the donor organisation’s absence / attendance policy.

Conduct & Confidentiality:

Outward and Inward Secondments - Whilst on secondment to or from the Council, the secondee is subject to the Council’s standards and rules governing conduct and confidentiality, and would also be required to observe those of the donor / host organisation.

Disciplinary & Capability:

Outward Secondment - Council Manager to be advised if there is a concern about the secondee’s conduct or performance and to take action in accordance with Disciplinary & Capability Policies. 

Inward Secondment – The secondee is not a Council employee.  Therefore, the Donor Organisation must be advised of any concerns about the secondee’s conduct or performance, so that action can be taken in accordance with the Donor Organisation’s policies.

Outward / Inward Secondment – any serious concerns should be discussed with Human Resources Consultancy Team as it may be appropriate to terminate the secondment early – the section entitled Early Termination of Secondment refers. 

Complaint / Grievance:

In the event of a complaint or grievance how best to proceed will depend on the nature of the complaint and the circumstances.  The host manager should urgently inform the donor manager and, in consultation with their Human Resources departments, determine how the investigation should proceed. 

Health & Safety:

The host organisation is required to comply with all obligations which are placed on an employer under the Health and Safety at Work Act 1974 and to treat the secondee as an employee for the purposes of this Act.  E.g. host organisation to carry out workstation assessment. 

Miscellaneous:

The following additional provisions are included in the Council’s Model Secondment Agreements:

Working with Integrity 

Intellectual Property

Health & Safety

Equality

Management of Secondee

Liability 

Relationship

Undertaking (Inward only)

Continuous Service (Inward only)

Non-Solicitation (Outward only) 
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