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TO STATE SUPERVISORS, MANAGERS AND EMPLOYEES IN ADMINISTER-

THiS GUIDE 1S NOT STATE

POLICY

IS NOT BINDING ON ANY AGENCY AND
IT IN NG WAY ESTABLISHES PRACTICE OR SETS PRECEDENT,

IMPLEMENTED

s auige provides assistance in implementing 2-18-107, MCA, which provides

for job sharing, Citations of specific policies and rules to be used o adminis-

ter salary and benefits are found in the sections covering these areas.



INTRODUCTION

In 1983, the Montana Legisiature approved a bili formally establishing job
sharing as an employment option for state agencies and employees.

Job sharing means the sharing by two or more persons of a position that
is considered a permanent or aggregate position. The Legisiature intends
that job sharing be used by agencies as a means to promote increased
productivity and employment opportunities.

The source of increased productivity in job sharing s principally the
reduced labor cost that comes from the superior job performance of part-
time employees. Compared with full-time employees, their productivity is
often higher, their absenteeism and tardiness lower, and their turnover is
also lower,

Early resuits of studies of job sharing show that:

(1) job-sharing partners usually combine diverse skills that
are complementary; and

o
L]
——

the main problems with job sharing are ensuring that job
sharers have compatible perscnalities, that the two
partners' salaries are equitable, and that there is
accountability for work guality between the two job
sharers.

This guide is intended to provide agencies and employees with tools to evaluate
whether specific positions ana employees are appropriate for job sharing.
Methods are suggested for handling day-to-day work assignments, for
administering performance appraisal and for work pianning, Each agency is
responsibie for establishing job sharing arrangements and administering and
evaluating their success. The relationship of current law and rules on salary
and benefits to job sharing arrangeme ts aiso is explained in this guide.



EVALUATING POSITIONS FOR JOB SHARING

A proposal for job sharing commonly is deveioped in two ways, Where a
supervisor believes a position may be appropriate to job share, the super-
visor may develop the proposal. The supervisor should evaluate the
position to determine if it is appropriate for a job share, Sometimes,
current employees want to share a position. In this case, it would be
appropriate to have the interested employees evaluate their personal
situation, determine if job sharing is appropriate for them, and develop
the proposal, subject to revision and approval by management.

An accurate position description is the foundation for the evaluation of a
specific position for job sharing. While some studies indicate that any
position has the potential to be shared, some types of jobs lend themselves
more eas:y to this type of arrangement.

Some questions you may consider when looking at a specific pesition in-
ciude: )
-- Does it require a broad range of skills?
--  Can duties and responsibilities be clearly defined and
divided?
- Does this position entail unusual amounts of stress?
-—  Does this position encompass regular peaks of activity
and periods of non-activity?
-~ Are the job responsibilities reasonably autonomous?
-—  Are the job responsibilities unusually tedious or
monotonous?
--  Would the position benefit from coverage during unusual
working hours?

Where you can answer yes to some or all of these questions, the position
m2y be a good candidate for job sharing. The employee who currently is
in the position or a comparable position also is a good source of informa-
tion on whether it appears job sharing may be successful,

A position description for a position which currently is being successfully
shared foliows. The working title of this position is Policy Deveiopment
Coordinator.
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Tha Poution Description should provide o detaded sraterment of the dunes and resgpansibdities assigoed 1 an amgloyee, Ay (he Dusithing o
a3t ant eftectiva personnel adminsirat:on srogram, the Pangon Dewnovan must be compieted o assist in classificaton, pav, wcootmare saiee
partormanca evaluation, yawng, staffing analy s and aiher manageman; funchions, Thuy, 0 arcer B3¢ (NS farm 0 oe atfechive, Joacuate o -
afforr mut Be sxpanded 0 Foldowimg i3 instructions, in undarianding ts vnent and in campleting f.

Each agency may decide who snould complata the form. Conncerations that affect thiy zhoiwcs are tne circurnstances for compuer ng
Amgre to shmulate emploves participaton and inereat, and the authonty and rasponability of managament (o datermise the duties ang ressee
Fibities of Dositions, Tha form does reduirs that managément ComOiRte the saclinns concerning chytica! demands, sudervision recaven ang rec..
ments. Jignatyre 2/ocks have paen provided to aiiow larger dgencies several fevell at review and aoproval, Each agency snouhll sstaciises 1
Grsbioy AN procactare regarding e saview acd approval af (he toem

Setfora orocesding, PLEASE READ THE ENTIRE FORM to understand Now sections reiats o sach othar and to avaid repeating coiceo
11 thers ars a0y Querions abauT SOMoleting this torm, CONIAGT your xency personnet otficer or the State Persannet Dhivison ar &3.. 00

MPLOYEE GR SUPERVISOR / M/ SAGEMENT

1o,
PLEASE TYPE QR PRINT CLEARLY
i Tile Lo Class Coda Grogs Fouten Yi
Current: Parsonne| Specialist 166058 13 6207
1 Claamification o U S U
Propbsed: Personnel Speciatist III 166055 14
Depariment, Agency ar Liniversity Unet Sivision ar sguivaisnt
Administration Personne|
2 Agency Huresu Or equivaient SecTion o squivelent Unit or aquiaant
Empicyee Relations Policy Development
Qity Building & Street Aoom Number Busirets Telephone
3 Address Helena Mitchell Bldg. 130
| O empioyee .
4 ! Propared by: [ Sugervisor/Management Name of Empioyee: . —

Dascribe the activity, function, product or service of the office ar work anit in wnich the position 15 situated:

Zogponsible for state personnel rule develcpment and revisicn, incliuding resez~ ur
drafting, revising policies, gnalyzing and incorporating comments received and

vl ooreparing policies for adoption as administrative ruies; develops and presenis
workshops, prepares menthly personnel newsietter; sets dgenda and serves as chair-
man for Personnel Policy Network; supervises 1 staff positien; provides technicai
assistance to agencies.

G0 DUTIES AND RESFONSIBILITIES OF POSITION:

Uwscribe 1Be Jduties, tasks ang resgporsnibilites of e posiGon Segin wath a genaeral statemanr af what the posioon daes ang e :l
omanize the descnpiior N0 dutiss and 1asks pagioning veith tha mast mportant duties, A duty i1a iarge segmant Or CaTegary I widry :\-\
gerformed anc ecar e sged o group raiates taske, Task stztements ars sffectively written Dy using tha !gilowing tormat an astion F;_
Y vaATE, AN bl N tpuT and P:iq-_if'mm_ril_lﬂmd &8 janguage that will snabie a perzon ot amdar aneth che work al e nos ion Et
: T3 ariETStAE ¢ AT (B 3k ng D1ace M waek aEUVIGES HeseniDe Avoid words (DAt are not graphuc, sech ds faswists” Cdewelags T
M ; oaepes U o seags oand D oanres can’ L Comgiere thir teclon Dy eIUMAting The DUrtent of Lirie cCent gn 28en Culy. :
wind ' 2 . - I . I
o nto3nd ravision of state personrel rules, !
o drfﬁmr *@ﬁ Titerature, Taw, and reculations coverin® proposed ryie doy-
el ororevisian o assemble an overview of possible options for rule oyl
g, ! row | edae uf Tigrary services, other available sourzes of technizai BY
% ate and faderal law, rules and regulations.
L by ocontent of new personnel rules and reyises content of existing ruig:
i late review and comment using knowledge research material, technical
j style, rule format requirements of Secretary of State and relsted rultes
8 and Taws.
o i, Reguests comments dand recommendations for revision on proposed rute gooied
- Feomointarnal oolicy 3taff, task forces, personnel network, agency hedsds ind .
o feqal staff to receive ideas from these affected by rules usina correspondencs :
X ind meetings. ‘ .
4 Revises initial rule drafts to write a draft ready to submit to Secretary o7
State for notice of rule action, using appropriate comments from interesied ?
persons and continuing internal review of eariier drafts.




i comtinued

PART

Suties and Ao Get Cortinged)

Monthly Personnel Newslet

7. Assembles Tist of story 1deas by maintaining 1ist of stories from previous
155ues which require follow-up and by contacting division administrator for
ideas.

2. MWrites memo to staff member who will write story giving him or her tapic,
content recommendations, other pertinent information and the deadline using
story 1ist and newsletter style and time lipe gquidelines.

3. Edits stories to make style consistent throughout draft which s submitted
to bureau chief and division administrator for review and approval to publish
using newsletter style guidelines.

Technical Assistance.

t. Answers questions from agencies to provide policy interpretations using
MOM, Administrative Rules, law, policy interpretation manual, and other quides
and resources by using teiephone or composing memos.

2. Compares agency poiicies to.state rules to comply with requirements of
adoption of Personnel Policy Rules by using specific state policy, interpreta-
tions and by writing a memo to the agency either finding the agency policy is
acceptable or pointing out conflict with state rule and suggesting specific

alternatives.

Personnel Network.
1. Assembles an agenda for Persannel Policy Network meetings using suggestions

from division staff and agency resresentatives.

2. Serves as chairman for the Personnel Network meeting by making presenta-
tions, summarizing discussion and sta ting a consensus where one is reached,
using meetings and platform skills, knowledge cof specific topics *o he discussed
Supervisiaon. Supervises one professional staff position to assign and review

work using daily contact, performance appraisal and work plans.
{ Attach additional shests if necsysary)

SUPERVISION EXERCISED: List the poution cumber and title of pasitions directiy supervised.

t

Pasition No. Title Pasition Ma. Title

Personnel Specialist II-Direct]

Administrative Aide [-Indirectiy

Cescribe the rature of wipension exercised -0 the foliow ng areas: setting policies, ob|ECTives, work plans, work mathods ang unorities, afpc-

revidey @valuals, a Mg drsfipeene,

EQUIPMENT OH MACHINERY USED: indicare rhe percent of total work 1ime.

Type % Type

~lypemriter ; S

Dictaphone ST S

e



peAsONAL CONTACTS

Cascribe tha tupes restant foc and fraquency af periona contacty necessary 1o ourtarm tha a0ry b thig ositeon By using the 1ol o

A% 3 qude
WHID MHY FagiMirngG:
laraal climntale 10 orovide -nformation te gather o grematege iy
profassonsl qeneral oubiie 0 maka arrangamarrs oAb Inageration T
e AgEeman private Dusinae 1Q Negotiate ro adviie TR
q1c. ta persuade Ao, e

inelicAte whathAr cOntacTt are within work unil wnthisn agancy or fwiarnal,

Clericz] Staff - once or twice a day - assignments.

Professional Staff - once or twice a day - instructions, review.

Management Staff - several times a week - instructions, review.

Legisiators - several times a year - explanations of policy.

Drivate Sector Professional Staff - several times a year - explanations of solil
Private Sector Managers - several times a year - explanations of palicy.

General Public - several times a year - explanations of policy.

Federal Grant - several times a month - review, explanations of policy.

DECISIONS AND COMMITMENTS: SCOPE AND EFFECT

PART |: continued

Describa aress, winds and impact of decisiony and commitments; the ?‘-’eclts. influence and significance nf the wark F t-a ugm..--\_.-.-.

the cansecuance of error and subseguent accounmbility, and limitetions an tha extent anegd finality ot actions and aecosione,
Error in nolicy communication could create a legal liability for the State.
Sepending an the issue, could range from inconsequential to a significant monetary
award to the affected partv that was informed. Incumbent has program responsi-
bility and makes policy decisions, subject to approval of supervisor; sets own
oriorities and schedules with broad parameters set by supervisor; independentiy
provides advice and interpretations; seeks supervisor's approval on major or
controversial questions; supervises positions following bureau work plans fo
establish work priorities.

Ta tha best of my knowledgs, the —
: m -3
319 dunss & responsibilitiss described . nia¥,
5 . . Signaturs: Date-
harein  are aceurets & compiete.
o e e
IMMEDIATE SUPERVISOR. Mame: Titla:
ALTTICNAL COMBMENTS 09 INCORRECT iTEMS:

ISDB MGMT.

CUPRERVITION AECEWED

. BY Bud!

| PART 1: TQ BE COMP

Capescoow oM TR DGO o wupersed Sy using the failowing as a guide”

1 How it oworh asigred, 8. ' owhat farmat, by whren, ste.? 2. How are work metnods procadares and arisomes deresmeo e
3. What quidalines, manydis procsdures & raferecces are avanatie & Now are they Jsed? 40 ANRat 3I0ANCR 4 dudiatne a0
L. SUDECAIICT, Sohworkers, dutside specaiisls, arc.? 5. How s word tRvigwed 8 By ahOrt 0w 2P0 Oy Tite Oy MYELTE e
~=athods, e’

Incumbent sets own priorities and schedules within brosd parameters set by
upervisar;
Teranlishas gwn work methods and procedures,
ljsesc broad variety of references, other pclicies in research,
Salicits opinions and comments from a variety of sources;,
5. Work is raviewed by bureau chief, administrator, director, and aqency persopne
Major policy pruvisions are subject to their approval.

B N S R

-
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169 KMOWLEDGES SKILLS AND ABILITIES

Uescribe the wnowviadges, skiifs and aDdiues (K34°) that are specifically job reiated, sssennial o varform the wark of i gopton o

are stsannial for ppaiAntreent 19 (M dontian, 08 nal actune shoe Thengl NeDically iearnsd oa the b )
5

Considerable knowledge of personnel management, ability to communicate effective!
arally or in writing. Ability to deal effectively with the public.

Which of the abave car be used (0 distinguish superiar performance?

Excallent communication skills would be an asset.

=

2

3 116] EDUCATION AND EXPERIENCE

= Describe speciiic kind, amount and isvel of education lcurficulum, courses, specializetion) and experiance that srddicase ‘he sourcs o

8 KSAS and thal can Do used in wilecting 3 parson for this paditian.

b College degree in Personnel Management, Public Administration, or related fiaid.
Two years of professional experience in personnel administration or related field.

o Y

[ =4 .

<L

.

17 PHYSICAL DEMANUS AND WORKING CONDITIONS

Oascnbe any physical demands, working conditions or job hazards that aHect how the incumpent perfarms tha ik or tnat n"Q(_g
additional revuirements in selecting a person for tha position of that affect the.compiaxity sng natura of work.

N/4&

To the best of my kKnowiedge,

T8i the sawment n Parx | and Supervisors

ignature: 4
fl are accurate and comglews. Sign soig Oaie

N ADMIMISTRATIVE REVIEW AND APPROVAL: Agency ophtion sxespt number I o
NN

DR
‘% I ; Agditnonal Smments ATIRCH 40
3

R T UL

Title. Ceto:

o Sgnadtuce

e
e L I Aurpditiods! comte i AT e 6
2. Signetursr Titla: Dara: N

Comenent L.JI Agdehrional cormiens aTtache:.

3. Agency Cirwetor or Designes: ] Date.




Analyzing the Position

This analysis of the paosition for job sharing potential uses the precsding
position description to evaluate positive aspects of sharing the work and
putential problem areas.

{Note: The numbers indicate the numbers used in specific sections of the
position description,)

6. Duties and Responsibilities of position: Duties require a wide range
of knowledges, skills and abilities, including writing, researching. analyz-
ing, interpreting, running effective mee¢tings, public speaking, supervis-
ing, working with other technica! staff, knowledge of rules, formats,
publishing. .

T Supervision exercised: This may be a duty which cannot be divided
between jobz partners, but should be assigned to one partner in trade-off
for other duties, Sharing supervision could prove to be ineffective and
confusing for the job share partners and especially for the employee being
supervised, However, having a part-time supervisor over a full-time
employee also can create problems.

g. Machinery used: Use of machinery listed is helpful, but not <ritical
1o effective work in the position. No special training would be needed.

2 Personal contacts: Position requires a fairly high degree of access-
ibility, because it handles numerous requests for technical assistance, both
from other agencies and jurisdictions and from division staff. Scheduling
needs 1o maximize accessibility of both partners, probably with time &b
work daily.

15, Decisions and commitments: scope and effect: Pa rfnerr need 1o provide
consistent  and  accurate  advice and  document  tha aavice, n-going
communication on project development critical to avoid unnecessary duplication
of effort. artners need not follow exactly the same work routine, but need
compatible working habits,

14, Supervision received: Partners are responsible for establishing work
methods  and procedures  ard  setting  schedules, with approval of supervi-
wEE Methods  andg  orocedures  should minimize duplication of contact with
spirvinor of problems. Work methods also must be flexibie enoughl 10
natedbe special requirements  of  management,  such  as  special  legisiative
; aranticipated rosearch or reports, etc.

Conciuson

An  analysis of this position shows it weuld be appropriate ¢ job <ehare,
hecause twa persons would bring strength in a wider range of knowledges

skilis, andg  abilities needed to perform the job. Possibla  problem 2re.:g.
neliide supervision  exercised  and  supervision  received. A, nment o
supervision  exercised to  one  partner should  rescive  ih at probien.
Establishmenrt of sound work methods and procedures and  clase,  ob

e
communication between partners should reduce supervisory corflicls

9



WORK PLANNING

A comprehensive work plan is an important element in the success of a3 job
sharing arrangement, Without clearly defined goals, specific projects, and
time frames, the partners in a job share may duplicate effort in some areas
and overlook needed work in others.

This sample work plan for a policy development section concentrates on
specific projects in the major program areas covered by the section and
includes time frames for the projects. A discussion foilows on the ways in
which the work is divided or snared.

POLICY SECTION
Work Plan FY-84

l. Policy Deveiopment

(Coal: To have a complete revision of the MOM, Voiume 1I{ by October
1, 1984, and begin enhancements to increase its usefuiness as a
supervisory tool.

A. Review and research a!l priority 1 and 2 policy areas with
second drafts for distribution to network by June 1, 1584,

B. Use task force approach ({3 to 5 network members) in drafting
palicy changes.

C. Develop comprehensive model policies in two major policy areas by
December 3%, 1983. Sexual Harassment, Alternative Work Schedules,
Job Sharing.

D. Compiete planning form by first week of month every other
month,

E. Begin deveiopment of guide material for inclusion in MOM, [modei

poticies, checklists, forms, implementation guides}. Complete
guides on discipline and grievances by October 31, 1984,

Taehinical Assistance

A ircluds  complete  recurds  of  policy interpretation  so stoff can
roovide prompt consistent assistance to acencgies,

8. Keep network informed of policy revisions or interpre-
tations

. Engourage agencies to provide input on problem areas and

needed policy revisions,

2, Take steps to promote use of agency personnel



Bl

V.

Fersonne! Metwork

{Goal: improve the use of the Personnel Network
as a general communication process between personnel practitioners.:

AL

B.

Schedule and conduct network meetings.

inform members of topic for concerns of members portion of
agenda at least c¢ne week prior to meeting date.

Publications

A. Prepare monthly newsletter for distribution by 20th of each
month.

Training

A. Provide training as scheduled on selected topics (discipline,
personnel practices, personnel policies, etc.).

B. Provide assistance with coordination and promotion of personnet

training.

12



Snaring the Work

it is important to remember that the partners share responsibility  for

completion of the duties assigned to a position. However, the work iteelif
frequently is divided in ways that best use the strengths of the individ-
uals who share the job. In reviewing specific reguirements of the poiicy

section work plan, ways of dividing the work become clear,

L, in the section on policy develgpment, cne duty is o review and
research all top priority policies and have drafts prepared for review
by une 1. To implement this duty, specific policies are divided
between the partners, according to interest or expertise In specific
policy areas. The individuals are leaders of specific policy task forces.
Researching the specific policy areas is the responsibility of one partner,
Actual drafting of policy is done by one person. The other partner
reviews the drafts and comments and provides research material pertinent
to the policy area which may be discovered while researching other

policies.

{1, in the technical assistance area, the partrners have prepared and
continually update  an interpretation guide  on specific policy
questions, Developed as a desk reference, the partners can wrn to
the guide for assistance in responding to policy guestions in a consis-
tent and accurate manner.

i,

{11, In the area of the Personnel Network, the partners are prepared 1o
report on specific areas of work, They trade off serving as chairperson
for the meeting.

V. in the area of publications; the partrners alternate serving as editor for
the monthiy newsletler,

V. I'n the area of training, the partrers specialize in training for specific
policy areas.

As special projects evolve which are not anticipated in the work pflan,
management may assign the project to one of the partners or may
assign the work to the team and aliow them to divide specific tasks.



PERFORMANCE APPRAISAL

Thinking of job sharing as completion of the duties of ane fuli-time posi-
tion by mere than one person helps differentiate job sharing from part-time
work. In part-time work, there are not enocugh duties to fill a full day.
In deveioping the position description and the work plan, the one posi-
tion~-two person"” approach is important.

F i A
e ol e

s to awebresting 2ot nerformance on duties, vou cannot
raalistically hoid cne partner responsibie for the work of the oiner,

-

A single performance appraisal should be developed for the position which
applies to each of the partners. The duties and the standards should be
the same in most cases. Each partner should receive his or her own copy
of the appraisal forms. |If there are duties which are to be performed by
one partner and not the other, that should be clear in the performance
appraisal, For example, the duty of supervision exercised in the policy
development coordinator position is assigned to only one of the partners,
The other partner is not evaluated on this duty.

Development of the appraisal should invoive the supervisor and both
partners. It is always useful ‘to involve the employee Iin deveigpment of
serformance duties and standards, but with job sharing, this joint effort
paves the way for clear understanding on the part of all involved. '

The supervisor should pian to meet individually with the partners when
the actual performance rating is done, aithough it would be useful to also
conduct a joint meeting to examine strategies for strengthening the overali

work done in the position,

A performance appraisal for this position follows.,
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EVALUATING EMPLOYEES FOR JOB SHARING

Winen two individuals share one fuli-time position, It does not mean an equaj
division of labor. Instead, it refies on using the specific talents of two
individuals to accomplish the duties usually performed by a single empioyee.

The partners must develep compatible, consistent and cooperative work methags
and procedures. They must develop effective ways to communicate with each
other and with their supervisor, in order to maximize productivity and reduce
duplication of effort.

The following worksheet addresses issues related to sharing work which empioy-
ees, or potential employees, interested in job sharing should consider.
Completing this worksheet should assist interested current or potentiai employ-
ees in deciding if job sharing is for them.

If the answer is yes, current employees should prepare a proposal for sharing
& position as outlined in this guide. Supervisors should make copies of the
worksheet available to current employees, before an actual proposal is pre-
pared. It is designed tc be for the employee's personal use and is not intend-
ed to become part of the proposal or the employee's personnel file, The
checklist should also be made available to outside applicants for job share
positions as part of the recruitment process.
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WORK SHEET A

This work sheet is a guide to assessing how sharing a job will affect your
life-styie. It is for your personal use and will not become part of your person-

nei file.

1. CAN | AFFORD IT FINANCIALLY?

Your monthly figures Example A [monthiy}

1. My current monthly 1. § 1. % 600
hudget.

2. The amount of money 2. $ 2. % 500
| nead to spend to
lLive,

3. Additional identi- 3. 0% 3. 5 100
fied income.

4. What my take-home 4. % 4, $ 400
pay must be
(#2 minus #3).

5. The amount of time 5. % 5. 1/2 time
I want to work
{1/2 time, 3/4 time}.

6. What the net full 6, ¢ 6. & 3500
time salary would +
hava to be for the
iob ! want tc share.

7. Plus taxes (FICA, 7. % 7. % 20_{]
Federa! & State with-
hoiding, etc. }.

8. Wnat the advertised 8. § . %1.,000

wauld have (¢
e b Lowant

Ars toe oositions vou 9,
are gualified to apply
foor i this salary

ti, CAN | AFFORD IT PROFESSIONALLY?

What do | want 1o be doing three

vasrs from now’




2, Do i need to obtain additional
knowledges, skills and
abilities in order to perform
the duties of the position |
want to share?

3. Will sharing a job allow me to
reach my career goal?

1i, CAN | ADJUST TO A SHARED ARRANGEMENT?

Make a list of all the jobs you have
had and answer the foliowing questions
for each job.

1. Rate the job on a scale of 1 to 10,
1 signifying that the job required
you to be very competitive and 10
that the job required you to be
very cooperative,

2. Apply this same rating system for
"he general work environment of
the job. In other words, was the
atmosphere and/or the people around
vou primarily competitive or
cooperative?

3. How would you have changed each job
tn make it more satisfying? Would
vou have made it more competitive?

=

How did you feel about the competi-~
tive aspects of the job and the
environment’?

5. i retrospect, do you feel any

4

difterentiy about any of the jobs?

e tiove moade your list and answered the guestions,
i atyaut the following questions:

Wno' doownu expect to get from sharing a job-both generally and specificatiy!
Hhat do you expect to give to a sharing arrangement?

Do you believe vou ara tempermentally suited to job sharing?

What impoct will job sharing have on your personal life?

25



MAKING THE J0OB SHARE PROPOSAL

There is no required way in which a job share arrangement must be proposed.
It may be done in a letter or memorandum, it may be done verbally, or the
following form may be used. Whichever method is used, some written approvai,
with the effective date of the arrangement should be included in the files of job
share partners. This is important because the effective date of the
arrangement triggers the pro-ration of benefits, which is discussed in a later

section,
The form provides space to indicate the information on the partners, the
pousitions invoived, effective date, the proposed work schedule, the proposed

division of duties and responsibilities and management's response. The position
description, work plan and performance appraisal all should be used to complete

the proposal.

3
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PROPOSED JOB SHARING PLAN

SECTION 1. GENERAL INFORMATION

NMame Bureau

Current position title Division

Current grade/step Telephone

Name Bureau

Current position title Division

Current grade/step Telepheone -

SECTION 1f. POSITION TO BE SHARED

Position title Effective date of
Grade arrangement

Bureau/Division
Immediate supervisor

SECTION 1Hl. OUTLINE OF YOUR PROPOSED JOB SHARING SCHEDULE
FOR THIS POSITION (Please complete both A & B)

A Name

Time Maonday Tuesday Wednesday Thursday Friday
. Magar

Time  Monday  Tuesday Wednesday Thursday Friday




SECTION V. DESCRIPTION OF PROPOSED HANDLING QOF DUTIES AND

RESPONSIBILITIES

Briefly describe how the following items will be handled in your job shar-
ing plan. ({attach additional pages, if needed)

1. Division or sharing of duties and responsibilities listed in position

description or work plan,

Exercise of supervision

T2
4

3. Use of machinery or eguipment

b, Personal contacts

g, Reducticn of duplication of effort and error
6. Communication between partners
7. Communication with supervisor

8. Deveiopment of work methods and procedures {work plan)

9. Uevelopment of performance appraisal

10. Other considerations pertinent to this position

SECTION V, APPROVAL OF PROPOSED JOB SHARING PLAN

Approved

Approved with revisions

Not approved

omenents

Signature Date

29



MANAGING A JOB SHARE ARRANGEMENT

Seiecting the Partners

Selection procedures for a job share arrangement should be designed to
determine whether and to what degree appiicants possess the knowledges, skills
and abilities to perform the duties of a position. In addition, a hiring
authority will have to evaluate individual applicants for compatibie and
complementary knowledges, skills and abilities to determine if a potentially
successful team can be created.

Sometimes applicanis apply as a team for a job share arrangement. This oftarn
happens when current employees request job sharing, but can happen with
external applicants. Where the zapplicants possess compatible knowledges, sikiiic
and abilities, at approximately the same level of skill and/or experience, the
hiring authority can measure these gualifications against the selection criteria
and decide whether or not the creation of the team is appropriate.

Sometimes there can be a significant difference in the qualifications of the
persons applying as a team or one individual applying may be very well
qualified, while another only minimally gualified. If the hiring authority
believes the discrepancy between qualifications is too large or it would take too
much time to train the less qualified applicant, job sharing may not be an
appropriate arrangement., It is up te the person making the selection to
decide.

As an alternative, a training assignment may be created for the person who is
minimally qualified. This should be done where it appears that within six
manths to one year, the skill levels of the partners will be more comparable

A trammang assignment may be established with the assistance of your agency
cersonnel officer and should be done in compliance with the Pay Plan Rules on
training assignments found in Policy 3-0505, Montana Operations Manual, Voiume
11,

Employment Preference

ciicants for a3 job share arrangement come from the ranks of currac:
ywees  employment preference required byt Veteran's anu
Perzom’s Employment Preference Act is not applied.

When the ap

Greece aneticants from ooutside the ranks of currant agency cemplovees apoy
4 et snaring position, the preference must be applied where applicants are
Hi e for the preference.  For details on how to admimsier empioyment
preforence, see Policy 3-0171, Montana Operations Manual, Volume .

Maraging FTE

It is important for the superwisor of a jgb share arrangement 1o
That it s budgeted as one FTE.  if the pariners regularly exceed tne
ot hours they are scheduled to work, budget problems can resu’.

Ji



Where a job share partner exceeds scheduled hours in a week, the partner
should be paid at the regular rate of pay up tc %0 hours per week. The
employee becomes eligibie for overtime or compensatory time oniy after
exceeding 40 hours in a pay status in a week,

if a job share partner or the partners are required to work additional hours in
a week, the supervisor may want to reduce the employee's hours at a iater time
in order to avoid exceeding the budget allocated to the position.

£ it becomes necessary for one of the partners to consistantly exceed the
number of hours regularly scheduled, the supervisor may need to pursue
additional training for the other partner to shift some of the workload, may
need to reevaluate the way duties are assigned to the partners, may need to
review work plans to determine if some duties can be shifted to a different
position or may need to reevaluate whether the duties can effectively be shared
or would be better perfo. med by one employee.
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ENDING A JOB SHARE ARRANGEMENT
OR REPLACING A PARTNER

A job sharing arrangement may be ended for a numbaer of ressos,
important for both the agency and empinyeﬂs to agree at the start of ob
share arrangement what will happen when it ends.

Ending the Arrangement

Job sharing will be a new working situation for most employees and for a
variety of reasons it may not work out. The job may not lend itself to
effective sharing in actua! practice or the employees may not be
comfortable sharing the work.

A variety of options are available to the agency to consider when a job
sharing arrangement does not work out. Three of them foliow.

1. Where both partners would like to continue to work part-time, the
agency can split the position into two part-time positions. The
partners would no longer share the work, but would only be respons-
ible for the duties of a part-time position. Currently, the agency
would be required to begin paying the full share of the group
insurance benefit to both employees, instead of pro-rating the bene-
fits, if they both work 20 heurs per week. This is explained more
fully in the section on group benefits.

2 Where FTE is available, one partner could be moved to a ditferent
FTE. The remaining partner could either assume the full-time duties
of the position or ancther job share partner couid be recruited.

3. The third major option is to lay-off one of the partners and have the

remainin artner assume full-time responsibility for the duties of the
- g p. . - . pn iy - . - -
positicn.  This means ending sharing of the position and returning it
to a full-time position for a single employee,

The Reduction In Force Policy (3-0155, Montanae Operations Manual,
Volume 111), is used to determine which employee to retain, The
policy requires consideration of skill and length of continuous service
in the agencv in making the iay-off decision., Skiil is considered first

sng the ormary factor used to determine skill level is "qgualifications

arn ex erience to perform duties of a specific position which will be
& G :

retained, ' Managers should read the full policy and censult with the

;Jf_;r:f‘.a’.,\_f personne! officer regarding implementation of the policy.

¥ othe partrier you wsnil to retain does not agree to accept fuil-time

prpoyment, that pariner should be isid off.  btuli-time employmen?

could then be offered to the partner originally selected for lay-off.

¥ that partner has most, but not ail, the qualifications to perform

tha major duties of the position, the agency may want to consider &
a

rraining assignment for the employee,
A training dssigonant aiso is an option where the parines Gricieng iy
seiected for 18}*—01‘1’ is minimally gualified.  However, in ifns situation

the dgency may want to lay off both partners and consider a.’
persons in o reduction-in-force pool, which would inciude the remain-
ing partner, for the fuli-time position. The agency may wan: to aper
recrultment for the position internally or externaliy.

e
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Replacing a Partner

Where one of the partners leaves the job share arrangement, again, the rema:
ing partner could assume full-time responsibility for the position or a new
partner could be recruited. During the recruitment and selection period, tne
agency may want to require the remaining partner to assume full-time duties
until a replacement partner is chosen. The remaining job share partner shoulc

be an active participant in the selection of a new partner. Without the remair-

ing partner's involvement in the design of the selection procedure and the
interview and evaluation process, a compatible partner may nct be selected.

Coverage During an Extended Leave of Absence

The agency and job share partners should also discuss coverage of the positior

if one of the partners takes an extended leave of absence. The remaining
partner may not need to assume fuli~time responsibility while the aother partner
takes a brief wvacation, but this may be necessary if the absence is extended.
The remaining partner should expect to assume full-time duties or at least
increase hours to cover the absent partner's duties.

&
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BENEFITS

Section 2-18-107, MCA, provides that all benefits, including the state's
contribution to group insurance, be pro-rated between job share partners,

Leave and Holidays

Annual leave, sick leave and holiday pay all should be administered
according to provisions for employees working less than 40 hours per week
found in the specific policies on these benefits. Sick and annua) leave
are accrued on the basis of the number of hours actually worked. Holi-
days are paid based”on an average of the hours an employee is regularly
scheduled to work. See Montana Operations Manual, Volume @Il policies
3-0305, Annual Vacation Leave; 3-0310, Sick Leave, and 3-0325, Holidays
and Holiday Pay for details or contact your agency personnel officer.

Effective in March, 1985, job share employees became eligible to receive
the state's group insurance share on the same basis as employees who work
permanent part-time. Job share employees who are regularly scheduled to
work 20 hours or more per week are eligible to receive the full state
share. Job share employees who are regularly scheduled to work less than
20 hours are not eligible to participate in the state insurance program.
With this change in the law, all benefits for job share employees are now
administered consistently with benefits for permanent, part-time employ-

ees.

z
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CONCLUSION

The success of a job sharing arrangement both for an agency and for the
employees involved depends on whether the job itself is appropriate <0 share
and whether two compatible employees with complementary skilis fili the

position.

By using the tools in this job sharing guide, agencies and employees should
have a better idea about whether job sharing is for them.

For additional information on job sharing or assistance in completing a proposat,
contact your agency personnel officer or the Personnel Division, Department of

Administration.
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