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Introduction

In June 2000, I applied to the McDowell Foundation for a research grant to conduct an
analysis of job sharing. My reasons for delving into this topic were two-fold — necessity and
personal interest.

As chairperson of our Local Implementation and Negotiating Committee (LINC), I needed to
converse with teachers who were job sharing and I wanted to learn about the climates of the
schools where they were employed. By gathering information from people who have
participated in job sharing or who have experienced it as a parent, colleague or administrator,
I believed I would find the answers to the questions I encounter at the bargaining table. The
knowledge these people could offer would be invaluable to our LIN Committee and the board
in designing contract and policies.

Personally, I find that job sharing is an attractive option for educators who, for reasons of
their own, want to be in the classroom on a part-time schedule. I wanted to gain insight into
the results, or the consequences perhaps, of such an arrangement.

Research Methodology

My research took a slightly different path than I originally proposed. My intent was to gather
data from a sampling of every party involved in the job sharing scenarios under study —
teachers, administrators, students and parents. When I began making contacts with
directors of education in my part of the province, I discovered that there were fewer
people who were able to inform me about job sharing than I had anticipated. Some
schools did not have true job sharing arrangements, and some teachers were not
comfortable discussing the subject with me when results of my research were to be
published. It was also highly difficult to make interview appointments with people, since
everyone’s professional schedule was already overloaded. In the end, I was able to interview
13 teachers, 8 sets of parents and 6 in-school administrators.

My initial proposal included classroom observations of the job share partners. I found that
this activity, although it was interesting, did not contribute valuable information to my study.
Also, my presence appeared to increase teacher anxiety and disrupt student performance.

After encountering these obstacles, I eliminated the classroom visits and instead pulled
teachers out of their rooms for a one-on-one interview, in which I jotted down their
responses to 12 open-ended questions. Information from principals was acquired in the same
way. Parents tended to prefer telephone interviews or to fill in the questionnaires on their
own time at home. The student perspective was omitted from this research, partly because
of time restrictions and partly in response to recommendations from both teachers and
parents.

After reviewing the limited amount of current research literature that I was able to acquire
on job sharing, I analyzed the data that I had collected and compiled this resource. My hope
is that this document will serve anyone with an interest in effective education, and will
answer the many questions pertaining to job sharing.
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A Personal Definition of Job Sharing

It became apparent to me when I contacted directors of education that there are various
definitions of job sharing. Most of these are more restrictive than my own idea of the term.
For the purpose of this document, I have developed the following understanding: job
sharing exists when two teachers share the responsibilities and the joys of educating
one group of students as a partnership. My focus is on elementary classrooms where the
student group and the setting are constant, but the teacher is a variable.

Teachers’ Voices

Job sharing may occur for a variety of reasons. Most commonly, teachers who apply to job
share are seeking a better balance between their personal and professional lives. By
teaching half-time, individuals are better able to meet their family goal of spending more time
with their own children, yet at the same time maintain their professional identity.

Other reasons for wanting to job share are diverse. Some people have health concerns that
make it impossible to maintain the lifestyle and the pace of a full-time teacher. Job
sharing offers them the opportunity to continue teaching and properly look after their own
physical needs. Others want to be actively teaching, but have separate interests or
priorities that make it too difficult to operate a classroom without a partner. Other interests
requiring teachers’ time may be a family-owned business, a second career or hobby, such
as painting, or perhaps a desire to further their education. New teachers may choose to job
share as a way of getting into the education system in their area. If only half-time job share
positions are available, becoming the partner of a more experienced teacher can be an
excellent way to begin a career and get a permanent contract. Finally, and very importantly,
when teachers recognize symptoms of burn-out in themselves, embarking upon a job share
arrangement for a year, or whatever time is necessary, can ease the professional burden and
provide time for rejuvenation. The job share may be temporary or permanent, depending on
what teachers need to regain their spirit, improve their health and determine what is best
for themselves and their students.

Proposing a Job Sharing Arrangement

When a teacher begins to consider job sharing, she should do some research before
making any formal requests. The best information can be obtained by talking with other
teachers who have job shared. Besides answering your questions, they may bring things to
your attention that you never thought of before. The opinions that you hear will help you to
decide what it is that you want.

The teacher must be very confident and prepared before bringing her request to the
attention of others. When you can articulate your desire for becoming a job share partner
and support it as a viable alternative for your classroom, then approach your principal. In-
school administrators need to be well informed and “on board” before you meet with
central office administrators. The next step is to make a formal presentation to the board.
In preparation for this meeting you may need:
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¢ a formal request written to the board;

e a compilation of positive remarks gathered from other teachers, administrators and/or
parents with job share experience;

e a possible timetable and year plan for yourself and another individual demonstrating
that curriculum objectives and Saskatchewan Education time allotments for the
required areas of study will be met; and

e a suggestion about the type of person you believe would make a good partner.

Partner selection seems to be the greatest stumbling block when teachers and boards
negotiate specific job sharing arrangements. In many cases, teachers believe that it is
necessary they select their own partners based on some personal criteria. Teachers told me
that they felt it was best to be familiar with the partner to ensure that cooperation and
collaboration would be simplified. Many pairs presented plans to their board members that
included who the two partners would be and how they specifically would share the
responsibilities of the classroom. Boards of education cannot always accommodate such
arrangements because they need to place part-time teachers who have been away on leaves,
whose positions have become redundant, or who have requested either transfers or some
other amendment to their contracts. Teachers who initiate job sharing must be receptive to
all the factors that the boards need to take into consideration.

Getting Started

Once a job sharing arrangement is established, there are many things to accomplish
before teaching begins. The two teachers must invest time and energy in first getting to know
one another as individuals. The development of a relationship on a personal level is not
essential, but can be beneficial. There are a number of topics and issues that should be
addressed together:

e Consider personal preferences, then make decisions about how to share the job.
While some teachers like teaching on an alternate day schedule, others prefer the
morning/afternoon split. Often the schedule is set by the school principal rather
than the two teachers because of division policy or the personal beliefs of the
administrator.

¢ Decide what subjects each educator will teach. Special consideration should be given
to comfort levels and degree of expertise with each discipline. Concessions may need
to be made in order to serve the children best. Generally, one person teaches
mathematics and science, and the other covers language arts and social studies. Arts
education, physical education, health and computer are divided up equally and
sensibly.

e Create a plan for the year so that themes or units that complement each other can be
taught at the same time. Work together to design a school year that provides the richest
possible educational experience for children.

e Thoroughly discuss vital topics, such as teaching styles, classroom management
strategies and discipline techniques. Some teachers present typical scenarios to each
other and compare their likely reactions in order to develop a consistent classroom.

e Make decisions about the general operation of the classroom. Routines should be jointly
established so there is no confusion for children. Morning exercises, money collection
procedures and letters for home should be handled in the same way by the two
teachers.

e Everything from cupboard space to bulletin boards must be divided fairly. Both
professionals must feel equal ownership for the classroom and the class.

e Split the chores between the two teachers equitably. Nothing should be regarded as
trivial and nothing should be taken for granted. Designate who will be responsible for
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maintaining the register, doing the book orders, operating special lunches, planning
classroom parties, etc.

e Meet with the principal to create a schedule that somehow allows for equal sharing of
preparation time and supervision duties. If the perks or chores are assigned unevenly,
the relationship will become strained.

e Sketch out individual roles for extra-curricular functions such as concerts, programs,
and track and field day. No plan needs to be regarded as if it were law. When changes
need to be made, be flexible.

e Develop a procedure for finishing incomplete work. Whether job sharing involves an
alternate day or morning/afternoon arrangement, sometimes one teacher needs to help
the other by allowing students to finish a task. Partners have to agree to either
regularly repay this favor, or to teach the other’s lesson to make up for the lost time.

e Prepare for the first days of school as a team. Some teachers choose to be present
together in the classroom for the first day. This joint presence helps younger students
recognize that both teachers are leaders in the classroom. The first morning of school
is a vital time for every teacher in creating an effective classroom. It is especially
beneficial for job share partners to be in the room when students and their parents
arrive. Both individuals are then regarded as the teachers. Everyone sees that they work
together and will provide consistency for children. When rules and expectations are
developed with the students, they know that both teachers will enforce them. Partners
who cannot or do not attend school during their regularly scheduled time off will
naturally establish themselves as the other teacher for the class once they meet the
children. At this time, they should reinforce the rules and routines so students are aware
that it does not matter which adult is teaching; the expectations and procedures are
consistent.

Communication

As with any relationship, effective communication is a key to the success of a job sharing
relationship. Teachers strongly suggest that protocol should be established immediately to
guide discussions about the job share. Both partners must feel welcome to express any
concerns they have about their relationship, identify changes they would like to make and
explain problems they are experiencing. It is necessary to confront each other with honesty
and openness so that any complications are addressed before they can affect the students.
The two teachers are adults who should be able to listen and respond to each other’s
concerns. If the situation becomes too difficult, they should involve the principal quickly.

Communication with parents should resemble that in other classrooms. Frequent, relevant
notes should be sent home jointly with information contributed by both teachers and signed
by the two colleagues. When problems with a student arise, the teacher who is at school
needs to make a professional decision and telephone the parents promptly. Contacts
about isolated events do not need to be made jointly.

An invaluable tool for the smooth operation of a job share classroom is some form of daily
record written by the teachers solely for each other. In every partnership I studied, the
teachers described their own version of a communication book. Here is some of their advice
about the use of these books:

e Use the book daily. Writing in it should not be seen as a courtesy, but as a requirement.
The information you supply to your partner is necessary for keeping both of you well
informed.
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e Keep it in a convenient, yet private location. Teachers who each had their own desks
wrote in the book or binder and routinely placed it in the top drawer of their partners’
desks.

e Use the book to record pertinent information such as attendance, anecdotes of
student behaviour and other matters, notes from parents and school news. Jot down
anything that your partner needs to know.

e Be sure to document any incidents that resulted in consequences to students. This
documentation serves two purposes: it ensures that the consequences are timely, and
a written record is available if parents have questions.

e Don’'t make the communication book an ominous task. Be brief, concise and informal.
Your partner is not grading you on your writing style; she just needs the facts.

Teachers whose job share involves a morning/afternoon split sometimes have the
opportunity to see each other over the lunch break. This overlap allows for a verbal
exchange about ongoing student issues and an opportunity to touch base with each
other for the sake of their personal and professional relationship.

Alternate day job share partners do not see each other often so they tend to supplement their
written communication book with telephone conversations. Some partners phone each other
regularly, especially during the beginning of a school year when the routine is being
developed in the classroom. Others phone only when they need to confer about something
that needs prompt attention. Since some things are very difficult to document, open
conversations provide clarification. A time must be established when school-related
telephone calls will have the least intrusive effect on the partners’ personal lives.

Report Cards and Interviews

Assessment and evaluation of students are so important to teaching that formal reporting
needs to be given a section in any document related to education. Job share teachers work
out the details and time frame for coordinating the reporting process, but generally, all the
teachers I spoke to had similar approaches. Report cards may be done in three ways:

e Some partners meet together about a week before the documents are to be sent
home. At this time, they fill in together the social/behavioural sections and the
comment portion of the reports. This joint activity is very good preparation for
interviews.

e Other partners use rough copies of the report cards. They each fill in the reports for half
the class independently, then switch cards. Each teacher studies the other's marks and
comments, then the two meet together to address any discrepancies and fill in the good
copies of the report card.

¢ A third approach is to have one teacher fill in these sections for the first term, while the
other is responsible for this task during the second term. The partners then split the
report cards evenly for year end. Although this approach is more likely to halve the work,
it may lead to complications and make parent/teacher interviews awkward if the
teachers disagree on a student’s performance.

The academic portions of the report cards are filled in by the teacher responsible for
each subject area. The only decision that needs to be made together is when each teacher
will take the report cards home or if they will split them and trade on a certain day.
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Joint preparation for interviews is necessary. The two job share teachers need to spend time
together discussing each child and focusing on what will be included in the interview with
parents. This task can be accomplished at the time when report cards are being completed
together. Each partnership must design a form that will guide them through the interview
and keep them focused on their objectives. Filling in these forms together ensures that the
interview will run more smoothly and they will present themselves as a working team.

Both teachers need to attend the parent/teacher interview for each student. In some
schools, it is a professional obligation. Other schools leave it to the teachers’ discretion.
Having a second teacher at the interview can be very reassuring as you both deliver the same
messages to families. The most popular option for conducting interviews is to take turns
during each meeting. One teacher shares a positive anecdote, then the other teacher
does the same. The first shows a particular piece of student work; the second follows.
Alternate who begins each interview so both are regarded as leaders by the parents. Be
prepared to support one another around any issues that arise.

Personal and Professional Gains

Part of my research focused on learning teachers’ reasons for wanting to participate in job
sharing. I was also interested in their opinions about the effects that job sharing had on them
either personally or professionally. I found that it was difficult to differentiate the changes
that came about at school from those that resulted at home because improvements in one
aspect of life result in greater satisfaction overall. The teachers interviewed made the
following points:

e Teaching becomes much more enjoyable since the job is not so overwhelming. Most
teachers report that their time at school is more fun because they want to be there. They
are happier people.

e Job sharing allows you to be a more well-rounded person. There is time and energy for
the job and other commitments. So many people involved in job sharing are parents of
young children. The job share makes the balancing act of teaching/parenting much
simpler. Partners do not need to make choices between one role or the other, but can
feel good about both roles they play. Some teachers reported that job sharing made
them a better teacher and a better mom.

e Teachers required fewer sick days away from school after they began job sharing. They
were not exhausted by their dual role, but felt fresher and revitalized in the classroom.
My survey participants also said that they could get through a half day even if they were
not feeling 100 percent, because they knew they could rest after lunch. The alternate
day teachers similarly stated that they could teach a full day when they weren't well
because they would take care of themselves on the following day.

e When substitute teachers are needed in job share classrooms, it is often an expectation
that one partner will teach for the other. It is very easy for the teacher to plan for a sub
who is completely familiar with the class and the routines. It also causes little
disruption for students. Nevertheless, the practice raises a number of issues that need
to be considered. First, it is important that such substituting does not occur so often
that the teacher filling in feels she is being taken advantage of and forfeiting the benefits
of the job share. Also, substitute teaching for a job share partner is not popular with
some teachers. It contradicts the very nature of the contract amendment, and it
cannot become a requirement by the school division because some job sharing
teachers are not available to teach during their regularly scheduled time away from
school. At the same time, other teachers, who have taken the job share position
because there were no full-time jobs available, may be happy to have the additional time
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and experience in the classroom. In each job sharing situation, the two teachers and
their principal must reach an agreement about substitution procedures when they meet
about other details of the job share.

e Teachers recognize that their styles and personalities change when they are job
sharing. Because they are happier while at school, they are generally more relaxed and
enjoy their students more. They have the energy to be creative and adventurous
when planning and teaching lessons. Their patience is greater and their relationships
with students are more positive. Everyone in the classroom benefits.

e Teachers who have had different partners become more flexible. They learn to adapt
their classrooms to accommodate new partners. A new job sharing arrangement is a
learning experience for the teachers involved, offering rich professional development as
each teacher learns strategies from the other.

e Although educators disagree about the perfect partner, the teachers I interviewed argued
for two different kinds of job sharing teams. Some advocated a junior/senior type of
partnership in which the newer teacher brings energy, enthusiasm, innovative teaching
methodologies, and youth to the classroom, while the more experienced person
contributes confidence, knowledge, resources and stability. Both the junior and the
senior teacher grow under each other’s influence, and the children grow under the
influence of both teachers. Other people appreciated a more equal partnership, in which
the two teachers have similar education and the same amount of teaching experience.
As a result, neither teacher feels like she has to supervise the other, which may
make it easier to work cooperatively. No one assumes a dominant role, but the
teachers grow and learn together as teammates.

e Job sharing is sometimes regarded as an excellent way to begin a teaching career. The
part-time teaching job that results is challenging and exciting, but not overwhelming
or life-consuming. A beginning teacher has only five or six curricula to cover, which
allows her to attend to detail and realize success. Later, when she has accumulated
resources and gained confidence, she will feel prepared to move into a classroom of her
own.

e One of the most practical considerations when embarking upon job sharing is the lower
wages that come along with the lower stress and lighter work load. Teachers need to
be informed about and prepared for the loss of income. If money becomes a problem,
the many pluses of job sharing will fade.
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Reactions

In the interviews I carried out, teachers were asked to interpret their students’, parents’, and
colleagues’ reactions to job sharing. The first word out of everyone’s mouth was “positive”.

CHILDREN

I found one particular analogy most thought-provoking. It points out that children have two
parents. They love both of them for different reasons and are comfortable with both of them.
The two parents are different from each other and will react differently to similar situations.
Children can understand this. When children have two teachers, it is not unlike having two
parents. The two teachers are individuals who are appreciated for different reasons. Their
expectations are alike; their personalities are different. It is not difficult for a child to accept
the two people and to learn from each of them.

Having two teachers does not mean there will be confusion or upset, particularly if the
professionals carefully design routines and make arrangements to provide continuity for the
children. It is educationally valuable for students to be exposed to different styles and
energies. They benefit from the variety and enjoy the enthusiasm of two different educators.

PARENTS

During the first year of a new arrangement or the first time that job sharing occurs in a
school, there can be apprehension. Also, when new families move to the community,
they may not be familiar with job sharing. Parents’ reservations must be addressed at some
form of orientation. Very early in the school year, job sharing teachers are advised to invite
parents to the classroom and explain the job share arrangement. Talk about why you are
doing this, and how you will ensure that the children receive the best possible education you
can provide. Bombard the parents with details about communication, evaluation,
organization and discipline to prove how much time and thought has been invested in this
scenario. Answer their questions and politely remind them that teachers have the right to
do this — we can have a life outside of school. The job share will not be detrimental to their
children’s education but will expose them to two viewpoints and two fresh, satisfied
people.

Communicate regularly with parents during the year. If concerns appear, deal with them
promptly so that the job share cannot be the scapegoat for children’s academic or
behavioural problems. Address a family’s discontent as a partnership and make any
reasonable changes to ensure that everyone is satisfied and reassured.

COLLEAGUES

Co-workers react to job sharing in various ways. Many recognize the benefits to the
school climate and understand that if everyone is happy with her situation, the entire
institution is more positive. Content job share teachers are a good influence on other school
personnel.

Other teachers recognize that the half-time people are doing far more than half-time
work. The staff is getting two people for the price of one since both contribute their time and
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energy to the demanding extra-curricular program at the school. Some may also serve on
professional committees or even volunteer in the school during their off time.

Nevertheless, not every teacher appreciates colleagues who are job sharing. Some are
envious of the opportunity because they would like to be in the same situation but cannot
afford it. Others are inflexible, perhaps selfish, and complain about having to wait to
involve half-time people in decision-making. They are not as willing to coordinate functions
and meetings around the job share schedule. These people recognize only the advantages
afforded job sharing teachers and do not see that there are pitfalls for them, too. The
personalities and attitudes of co-workers can nurture or demolish the success of the job
share.

Problems

Naturally nothing is perfect. Despite the advantages of job sharing, teachers very capably
described some of its downfalls:

* One teacher, who drives many kilometres to work on alternate days, says that she finds
the days very long when she is teaching. After a full day of teaching, which includes her
share of supervision, she works with students after school as a coach. Every day she
works, her teams have practice or a game. After the extra-curricular component of her
day, she prepares carefully for her next day at school. She cannot do this at home
because she needs access to school equipment, such as the photocopier or laminator.
Nor does she feel comfortable leaving these chores until the next day she is at school,
partly because the machines could be broken and partly because she has no time
during the school day for preparation.

e Job share teachers need to work very hard to keep up with what is happening in their
schools. It is their responsibility to be aware of upcoming events, staff news, changes
and plans. They must be assertive so they are not unintentionally forgotten and do not
miss out on opportunities where their input is warranted. Communication with the
entire school and involvement in general staffroom discussions help teachers to feel like
they are an integral part of the staff. Recess talk is an important part of the social aspect
of a teacher’s life. Job share teachers need to make time for this in their day.

e Depending on the policies in a school division, some job share teachers either miss out
on professional development opportunities or must attend voluntarily. In some
jurisdictions, a teacher is paid only for the time allotted to the job share according to
their contract. As a result, a half-time teacher is paid to attend only half the in-services
and convention days during the year. She may choose to go to them as a volunteer and
not be paid any salary, or she may go only half the days. If the job share teachers are
expected to attend, they may feel devalued or taken advantage of for providing a free day
of service. If they do not go, they may feel guilty because they are depriving their
students of new information, materials or approaches. When they go to more than half
the days, some are actually losing money since they still have daycare expenses on these
“volunteer” days.

e When specific initiatives, such as a new curriculum, are the focus of professional
development during the year, the teachers of that subject feel a need to attend every
session. However, their partners, who still have to go to at least 50 percent of the in-
services, may find the days futile. Professional development for teachers needs to be
open-ended enough to be meaningful for every teacher.

e A concern voiced by many afternoon-only teachers is that most special events are
scheduled during their teaching time. They lose unbelievable amounts of instructional
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time to take their class to assemblies, pep rallies, performances and swimming
lessons. Since they have no alternative time to teach their units, it is impossible to
complete what they want to do with their students. When a school staff is planning
functions that take children out of the classroom, they need to be attentive to unique
schedules so it is not always the same teacher(s) being affected.

We all know our expectations of what students can accomplish in a given period of time
are sometimes unreasonable. Most of us carry on with unfinished projects after
Iunch or the next day while the expectations and objectives are still clear to students.
Those teachers who work alternate days struggle with incomplete tasks because it is
so long before the children can return to them. Often reteaching needs to take place and
momentum rebuilt. Depending on your relationship with your job share partner and
your agreement with her, you might be able to ask her to give up some instructional
time so that the children can proceed with your project, particularly if there is a
necessary deadline. However, the favor will need to be returned.

Job share teachers are part-time employees who attend full-time meetings. According
to the policies of the Saskatchewan Teachers’ Federation, it is not a requirement that
all teachers attend all staff meetings. Nevertheless, most principals and the sharing
teachers agree that it is in the best interest of the staff, school environment, and
especially the students, to have perfect attendance at these meetings. As a result,
morning teachers and alternate day teachers make another trip to school every time a
staff meeting is called. Also, job share teachers attend as many special education
meetings as full-time teachers. Both partners need to be well informed and fully
involved in programming for special needs students. As a rule, whenever one teacher
meets to discuss a child with parents, para-professionals or specialists, the other should
be at the meeting, too. They cannot divide this part of the teaching job.

First-term report cards present a problem to some job share teachers. In their
schools, the reports go out relatively early in the year. Job share teachers have seen the
children only half of the time, and some do not feel that they know their children’s
personalities and abilities well enough to make informed judgments. They have to put
extra effort into making observations, having insightful conversations and doing fair
assessments of their students to properly prepare for the first reporting period.
Depending on how teachers divide up the teaching assignment, they may be regarded
differently by students. If one teacher is responsible for the content-based subjects and
the other takes all of the “fun stuff’, such as arts education, physical education and
computer studies, even young students will form opinions about them based on the
nature of their classroom experiences. They may see one partner as the hard teacher
and the other as easy, or they may see one partner as smart while the other is fun.
Maybe they will think that one partner teaches stuff that is important and the other
does not need to be taken seriously. Each educator must have a similar assignment so
that both are viewed as professionals.

When an experienced full-time teacher steps into a job share with a new teacher, the
two have to inform the staff, students and parents that they are in fact partners with
equivalent roles in the classroom. People tend to regard the former full-time teacher as
the leader in that room. The new teacher is not assuming a role similar to an intern or
assistant. Both teachers are trained professionals running their classroom in their own
ways, but as a unit.

When a job share teacher is at work, her classroom is her own. After hours, she has
to be prepared to share it. Sometimes when she comes in during the evening or on the
weekend to change a bulletin board, clean a cupboard or look at student work, she
wants to be alone; however, she may not be because her partner has the same idea. Too
often, the teachers end up visiting and discussing students instead of doing what they
came to the school to accomplish. If you want privacy as a job share teacher, you need
to schedule it in your partner communication book or perhaps simply return to the
school later when you can be alone.

Another problem that job share teachers have faced in some school divisions is
confusion around their pay. In addition to the regular wage they receive for their job
share assignment, some teachers receive substitute pay when they substitute in
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their own classroom and other rooms. Under the local collective agreement, there may
be separate rates of substitute pay for subbing in your own room and subbing in
another classroom. Teachers must keep careful records about the money they earn each
month and bring any discrepancies to the attention of the principal first. The teachers
also must be sure when they are eligible for salary increments so no financial errors are
made.

Serving Students

When proposals for new job share arrangements are brought to a principal or board of
education, their first queries are about how teachers will ensure that students’ needs are met.
Teachers with whom I talked were confident that they do not jeopardize students’ happiness
or success at school, but actually enhance it. They point out the following reasons for their
confidence:

e Young people are flexible, easily adapting when a new teacher appears after lunch or
the next day. Some children actually brag about having two teachers. They feel
fortunate.

¢ In all honesty, it has to be admitted that children do not always like their teachers. For
whatever reason, they are uncomfortable or unhappy with certain teaching styles. By
having two teachers, these students do not spend all their hours at school feeling
nervous or sad. They click with one teacher and can tolerate the other half the time.
There is relief for any student who has a personality conflict with one of the teachers.

e Students benefit from being taught by two people who both have so much to give to
their job. They are surrounded by people who are ready to go, energetic and fresh. Their
teachers do not bring stress into the classroom.

e By being exposed to the styles of two teachers, children learn to work with different
people and personalities. The ability to work with others is a valuable life-long skill that
all people need throughout their time in school and later in the work force.

¢ Children who have behavioural problems get a fresh start every day or even twice a day.
Issues that arise in the morning are dealt with and the student is able to move on,
relating to another adult. Negative feelings are less likely to carry over to the afternoon
or to the next morning.

e Job share teachers feel that they are better able to handle the students’ constant need
for help. They have the energy to give all students the attention they crave and the
guidance they need.

e A typical classroom led by job share teachers is a very busy setting. The high energy
teachers do not need down time. They maintain a fast pace so more content is
covered and classroom management becomes trivial. Children are constantly engaged
in learning, making the year a highly productive experience.

RESEARCH REPORT: Succeeding with Job Sharing in Elementary Classrooms 11



A Word from our Principals

In-school administrators should be aware of what is happening in their schools. They are
the leaders of schools; therefore, everyone’s business is their business. To see if principals
would cite the same advantages and problems that job share teachers reported, I asked them
what effects they recognized. Many of their beliefs were the same as the teachers, but they
provided some additional information.

ADVANTAGES

Principals appreciate the amount of energy dedicated to the job by two different people. Some
job share teachers spend most of the day in the school, even though they are being paid for
only half a day. By putting so much time into their position, it may be hypothesized that job
share partners are more prepared to teach.

The entire school benefits by getting more than half-time work out of the two people. The job
sharing teachers generally do not view themselves as part-time with respect to extra-
curricular and professional duties, so job sharing results in an additional person to share
the load in these areas. With an additional body serving the school, it is easier to extend the
extra-curricular program, organize special events for the school and keep well informed about
the professional association.

Small staffs in rural Saskatchewan are enriched by having another person who brings
expertise, talents and strengths to the school. One more professional in the school adds
variety to the educational community.

Principals acknowledge that problems associated with student/teacher conflicts are
alleviated by having two teachers in a classroom. There is twice the likelihood that each
student will find a teacher who relates well to them.

Adapting to more than one teacher is also very good for upper elementary students. It helps
them to prepare for high school where they will have different teachers for each subject. They
become more comfortable with a job sharing format and learn to be flexible.

The display of collaboration between job share partners provides a positive example for the
rest of the staff. It may lead others to do some cross-grade groupings, team teaching or
collegial theme-planning,.

One advantage for individuals who are in compatible job shares is obvious. The two
teachers can bounce ideas off each other and consult with one another about programs and
students. They can easily get another perspective on specific students, whereas full-time
classroom teachers do not have this luxury.

Everyone, whether a student, teacher or principal, has an easier time when a substitute
teacher is required in a job share situation. Usually partners cover for each other so
there is not the problem of trying to hire a substitute. The existing relationship between the
teacher and the class squelches the disruptions that are typical in a substitute teacher
situation. The familiarity between teacher and students leads to productivity.

12
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PROBLEMS

Administrators do not regard job sharing as a panacea for making everyone happy,
especially if the two teachers are force-fit by some top-down decision that they will work as
a team. Incompatibility between two partners is a problem that must be addressed early so
that issues are curtailed. Mediation is a difficult role for the principal to undertake, but it
is necessary in the maintenance of a positive school environment that does not allow the
children to sense a problem.

Another problem principals experience as a result of job sharing has to do with
communications. When a teacher needs to be consulted, she is not always at school. The
principal then has to make a decision without her or phone her at home on her own time.
Teachers also miss announcements that are made when they are away from the school. It
should not be an extra burden on the principal to keep them informed. The teachers
themselves must be responsible for staying current.

Time tabling can become a chore when there are more than one or two job sharing
arrangements on a staff, and when teachers trade classes for specialized subjects. For
example, gym, library, music and computer periods must be scheduled when the appropriate
teacher is working. Supervision schedules must also coordinate with teaching schedules.
Sometimes there are so many factors to take into consideration that scheduling becomes an
onerous task for principals.

Some principals, like many parents, have reservations about two teachers sharing the same
subject. The solution to this dilemma in some school divisions has been to require all job
shares to be morning/afternoon splits rather than have teachers coming to the school on
alternate days. Other school divisions have seen that mathematics and language arts can
be taught successfully by two teachers. The feasibility of sharing subjects depends on the
teachers’ collaboration, the dynamics in the classroom and the age of the students.

In rare instances, teachers who request and are granted job sharing positions are not ideal
candidates for a team approach. Principals report having to deal with “one-up-man-ship”,
e.g. when the teacher with a contract to teach slightly longer presents herself as superior to
the partner. Many schools have changed their days so that the morning and afternoon each
consist of 50 percent of the day. Others still have a longer morning, providing the afternoon
teacher less time with the class, fewer interactions with the staff and lower wages.
Alternate days ensure that each teacher has a contract that is exactly 50 percent.

Teachers who have been full-time in their classrooms before getting a partner can be
possessive. They still see the classroom as their own and may treat their partner as an
educational assistant or an intern with a subordinate role.

If the job share is forced upon the teacher because of a personal or health-related issue, her
unhappiness can be reflected in the relationship with her partner. The partner suffers the
wrath of her discontent and is seen as the source of the initial problem.

Frequent meetings with successfully established job sharing teachers, who are willing to
mentor those new to this arrangement, can serve to diminish the problems. Principals also
advocate new rules and routines in a classroom each time a new job share partnership is
struck. The new partner should not simply pick up where the former teacher left off. She
is not hired as a replacement, but is expected to bring her own expertise to the job share.
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Governance

The principals interviewed had clear ideas of how to establish job sharing effectively in
elementary schools. First, they believe that boards of education should be open to job sharing
as an option. An occupation such as teaching, which has children as its focus, needs to
accommodate teachers who want to do the best possible job with their own children. In
addition to providing support for parenting, boards of education should support teachers who
want to job share so they can further their education or develop another component of their
life. They are entitled to this opportunity. Full-time teaching allows for little life outside of
school; job sharing leads to balance.

Most principals advocate the notion of bottom-up proposals. Two teachers design a
proposal that meets their needs, discuss their plans with the principal, and apply to the
division to move into a job share. The two people should have some experience or
philosophy that leads them to believe that they will be a collaborative pair, able to share a
class and a classroom.

Guidelines for pay and expectations about professional development attendance should be
dictated by the school division. The division should also have something in effect that
addresses the protocol for returning to full-time work. Other matters, such as scheduling,
timetabling and duties, should be arranged at the school level.

Speaking to Parents

When asked to explain their initial feelings after learning that their child had been placed
in a job shared classroom, some parents say they had no anxiety about their child having
two teachers, usually because of the easy-going nature of their son or daughter. Other
parents admitted to being somewhat concerned. Those who have shy children or children
with low self-esteem did not know what to expect. They feared that their son or daughter
would only be able to relate to one of the teachers, developing a bond with that teacher and
feeling unsafe when the other was teaching.

In discussions with parents, I learned that some question the stability and continuity in a
classroom where job sharing occurs. They are particularly apprehensive when their
children are in the primary grades, becoming more comfortable with the arrangement when
the children are older and more mature.

Parents recognized that the pairs of teachers who taught their children were highly
collaborative and made every effort to keep parents informed. Their presentations at
events, such as Meet the Teacher Nights, and their notes or phone calls home helped to
assure families that the job share situation provided an effective and well organized
classroom for their children.

It was apparent to families that job sharing was good for teachers. Parents appreciated the
positive attitudes, the energy and the creativity that half-time teachers brought to their
classrooms. As children learned so much and were happy with the job share experience,
parental support increased.

14
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Most of the parents who supplied data for this study had at least one child who had
experienced one or more school years in a classroom where job sharing occurred. This
amount of experience met the requirements of the study for making recommendations about
job sharing. Some of their recommendations are presented below, although inclusion
does not mean that I agree with them:

e The two teachers need to be similar. Their philosophies, characters, values and styles
cannot be diverse or children will be confused.

¢ The teachers must have personalities that lend themselves to a partnership. Both must
want to work together and be willing to share the classroom, the problems and the
celebrations so that a peaceful environment is evident.

e Consistency has to be a major goal. Rules and consequences should not vary from one
teacher to another. Routines must be respected by both teachers if they want children
to adhere to them. Expectations need to be comparable between subjects and teachers.
Children will adapt to slight differences, but the classroom has to feel right every day
when they come in to start the day.

e Each teacher should be entirely responsible for teaching her own subjects. Sharing a
content area can lead to either gaps in learning or, in the other extreme, to so much
overlap that time is wasted dwelling on a concept and children lose interest.

¢ If the arrangement is a morning/afternoon split, the morning teacher should stay at
school until the afternoon teacher arrives. In addition to allowing time for a debriefing,
this overlap ensures that students always have one of their teachers in the building if
they need them.

¢ After children have been taught in a job sharing situation, they should have at least one
school year with only one teacher before being placed in another job sharing classroom.
Four teachers in two years is seen as excessive by some parents.

e Principals should encourage teachers who want to job share to move to an upper
elementary grade so that grades one and two students have the security and stability
of a single teacher.

¢ Professional partnerships should not be created for the sake of convenience. Careful
judgments should be made about who can work together cooperatively and two
people should be found who complement each other as teachers, so there is no
potential for disaster.

e Parents of former students should be invited to parent orientation sessions to support
the job sharing initiative and reassure other parents who are concerned about their child
having two teachers. By connecting to their peers, parents can ease their trepidation.

According to the Literature

Job sharing is an arrangement whereby two teachers share the responsibility of one full-time
teaching position and receive pro-rated salaries and benefits. It is different from part-time
teaching in that each job sharer is not doing a self-contained piece of the total work
independently of the other. Sharing implies that the two teachers work together as a
team in one classroom.

Job sharing in the teaching profession is not an entirely new concept. During World War II,
many women entered the work force on a part-time basis. Teaching was an attractive option
because it provided mothers with stable part-time positions rather than requiring them to
work the irregular schedules characteristic of other part-time work. In 1965, a well-
documented experiment involving 120 teaching pairs was conducted in Massachusetts. The
reports on the experiment indicate enthusiastic support for job sharing by principals, teachers
and parents. It found that fears about potential problems with compatibility, communication
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and supervision were unfounded. A decade later, in 1975, California passed a legislative bill
allowing teachers to job share during their last five years of teaching to help them ease into
retirement. Studies showed that this concept worked well (Moorman, Smith and Ruggels
1980).

Job sharing is often initiated by people who want to work shorter hours, are nearing
retirement, are pursuing advanced training or want to be at home more with their children.
It is a strategy some teachers use to avoid professional burn-out or to heal it. It is also
becoming increasingly popular in shrinking school divisions as a partial solution to
declining enrollments. Instead of making the difficult decision about which teacher(s) to cut,
staff size is maintained by reducing the contracts of more teachers (Garman 1988; Furey
and Heilbronner 1986).

A teacher needs to do some careful soul-searching before approaching others about job
sharing. There may be consequences to sharing a responsibility that you may have held alone
for some time. It can be very difficult to share materials that you have worked hard to make
or have invested a great deal of money in purchasing. You need to be prepared to give up
some subject matter and divide your classroom to give some space to another person. For
some teachers, it is especially upsetting to share students with another teacher. Your class
will not be yours alone (Instructor 1986).

Preparing for job sharing is a busy time. A teacher must first find an interested partner. The
two need to have a similar philosophy and goals. They should have relatively similar
teaching styles, especially with respect to the amount of structure they believe is necessary
in the classroom. They need to openly and honestly discuss expectations about the
organization of the classroom, discipline strategies, reporting to parents, preferred grade level
and other matters. Job sharing teachers need to think seriously about partner selection since
the working relationship may be likened to a “teaching marriage” (Best and Smith 1989). As
a job sharing teacher, you need to consider nitty-gritty details like desk organization,
bathroom rules and the dismissal routine. Do not expect to be an exact match with your
partner, but identify differences between you and determine if they are significant.

The next step after partner selection is to gather pertinent information about job sharing and
integrate it into a formal proposal to your administrative team. Cite known advantages, refute
common concerns and detail the mechanics of your specific arrangement. Together with your
job sharing partner, present a plan to administrators and the board of education that fields
their questions and addresses their concerns.

Job sharing partners have a lot to work out before they begin teaching together. Their initial
chores are to design a mutually satisfactory schedule, divide subjects so that workload is
balanced, plan simple communication methods and assign year-long duties.

Scheduling variations are limited only by the imagination; however, the morning/afternoon
arrangement is the most common model. It seems to fit the thematic approach better than
alternate days, and it provides continuity throughout each school day (Turville 1995).
Variations to this model include switching mid-year and alternating who works in the
morning and who teaches after lunch on consecutive days. At no time should a schedule
overlook the welfare of the students. The challenge is to devise a schedule that meets the
personal and professional needs of the teachers while enhancing the experience of students
(Manitoba Teachers’ Society 1992).

Some jurisdictions allow flex time within a job share arrangement (Manitoba Teachers’ Society
1992). Flex time is a special agreement between job sharing pairs that allows one teacher
to substitute in their classroom when the other is involuntarily absent due to illness or some
other commitiment. Rather than being paid substitute teacher wages, the teacher banks time
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that the other must repay her. Additional teachers are seldom brought into the classroom,
which reduces disturbances to the learning atmosphere.

Once the schedule is established, co-workers should be informed about it. They may
need to know who teaches specific subjects, when the job sharing teachers will be at school,
and how the two people will carry a load equivalent to that carried by each full-time
educator.

Effective communication is a key component of job sharing. Most partners find that
jotting pertinent events into a notebook contributes to the cohesiveness of their classroom
and provides for smooth transitions between teachers. An assignment board displayed
prominently in the classroom not only keeps students organized, but helps teachers to be
aware of their partner’s expectations. Parent notes may be kept in the teachers’
communication book or on a corkboard in the classroom. Regular telephone conversations,
which are not necessarily frequent or lengthy, help partners to update one another. Some
teachers find it simplest to communicate with their partners via e-mail. Scheduled visits with
each other to talk, share ideas and relax is a good idea (Turville 1995). It is the responsibility
of the two teachers involved to devise and follow a plan that works best for them, their
students and the parents.

Communication with parents should begin with a clear, well-organized presentation in the
fall. Parents may have concerns that can be alleviated by the two teachers sharing their plans
for the year and outlining some of the anticipated advantages for students. Throughout the
year, the teachers should invite parent volunteers into the classroom to participate in activities
that expose them to the job share environment. This participation will bring uncertain adults
on board with the endeavour. Also, send letters and calendars home to families jointly and
appear at school functions, such as the science fair, as a working team. Cooperatively fill in
report cards and conduct parent/teacher conferences together so parents hear the same
message from both teachers.

There are plenty of reasons why teachers support job sharing. Job sharing teachers feel
productive and energetic at home and at school. Each time they begin a shift, they are fresh
and organized (Best and Smith 1989). They can be thorough when planning, teaching and
assessing because they are responsible for only half the subjects. They have more time to
dedicate to creating learning centers, setting up science experiments and designing
individual programs that meet individual student needs. The teachers learn so much
about teaching from each other and they see how students benefit from having two
enthusiastic teachers. Individual strengths and weaknesses are complemented or
compensated for by their partner’s abilities.

Learning is fast paced when two educators are teaching the subjects they enjoy and have
expertise in. The classroom has twice as many creative ideas and twice as many professional
opinions to draw on in dealing with teaching situations. There are direct benefits for
students who have enthusiastic teachers working with them rather than one individual who
is carrying a very heavy load (Garman 1988).

One of the downfalls of job sharing is that it is not conducive to flexibility (Best and
Smith 1989). Each teacher needs to adhere to her allotted time with the students. There is
little chance to extend a class or reorganize the day. Teachers need to be extremely well
planned and efficient.

A second problem that may surface involves feelings of inequity. Unless job share teachers
are completely confident about their choice to job share, they may be discontent with half-
time wages and full-time meetings. They may occasionally resent other staff members’
relationships and doubt their own roles as vital members of their staff. When colleagues make
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Policy

jealous remarks about the shorter work day, job share teachers may respond by accepting
more than their share of time-consuming, unpaid duties to compensate.

Principals recognize that there are some additional administrative costs involved in job
sharing. For example, they must maintain two sets of records, issue two paychecks and
increase their supervision duties to cover two teachers. Most principals feel, however,
that job sharing improves education because the teachers have more energy, they share ideas
and methods, and they have more time to devote to their special fields. When the two
teachers bring greater enthusiasm to the job, they improve the morale of the whole school
(Garman 1988).

Some Saskatchewan school divisions are gradually developing policies to specifically
address job sharing. The Lynn Lake School District in Manitoba adopted a very thorough
policy in November 1987. It states that every effort will be made to ensure teachers who share
a job are compatible in personality, philosophy and methodology; the principal shall be closely
involved at every step regarding the inception, planning, implementation and monitoring of
the plan; and the overriding consideration in pursuing a job sharing plan will be how
beneficial it is to the students involved.

The Lynn Lake policy guides the process for establishing a job share. Prior to implementation,
the principal and two teachers are required to agree upon and submit a written plan to the
school board. The plan should establish in the teachers’ contracts the time that each teacher
is employed, specifying the time assigned as either morning, afternoon, alternate days or
alternate semesters. The job share teachers have to acknowledge that it is their responsibility
to return to school beyond the times devoted to teaching duties for staff meetings, parent
meetings and in-services. The plan must specify the subjects to be taught by each teacher
and how they will evaluate and report student progress, communicate with parents and
accomplish ongoing classroom tasks.

According to the Lynn Lake policy, applications for job sharing must be submitted by April
20. A final decision will be made by May 31 according to six criteria:

the merits of the plan designed by the job share hopefuls;
the experience of the teachers;

the complementary skills and attitudes of the individuals;
their level of compatibility and willingness to work together;
the level of commitment on the part of each teacher; and
the recommendation of the principal.

If the job share proposal is accepted by the board, the principal is required to evaluate the
arrangement and report to the board by the following May 31. Included in the report must
be a recommendation regarding the continuation of the partnership.

The policy goes on to specify the professional responsibilities of job sharing teachers,
which include attendance at all staff meetings deemed necessary by the principal and at all
in-services. Included is a brief section on the evaluation of classroom progress and
activities that call for regular meetings between the two teachers and the principal. The
communication component of the policy addresses teacher-to-teacher and teacher-to-
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students communication. Teachers are required to maintain a daily log book placed in a
common area and establish clear expectations for students at the beginning of the year.

The final sections of the Lynn Lake policy deal with the implications of job sharing for
pensions and contracts. Job sharing has no effect on the accumulation of seniority and will
not result in loss of tenure. Each job sharing teacher receives credit for the purpose of
placement on the salary grid for the percentage of time she is employed. Sick leave, life
insurance benefits, pension plan contributions and income continuance are also pro-
rated.

Summary

A teacher who is interested in job sharing needs to do her homework, taking into account
what she will gain and what she will give up by entering into such an arrangement.

The key factors in setting up a successful job share classroom are careful partner selection
and a positive attitude. In the true nature of sharing a job, the two individuals enter into an
agreement together. They are not put together by a principal or a school board looking to
place half-time employees. When the teachers are not familiar with each other, there is too
much time spent getting acquainted, and there is a nervousness about forming a working
relationship. Like an arranged marriage, an arranged job share is very difficult to make work.
The philosophies, styles and personalities of the teachers may be too diverse. When we job
share, we need to be compatible with our work mate in order for the personal and
professional experience to be a success. In a job share, as in a marriage, honesty and
communication are essential components.

The teachers’ relationship is vital to the future of the job share. Each one must feel that she
can grow from working with her partner. Both must be willing to collaborate and be
flexible so the partners evolve together. As they give up solitary control of the classroom, the
professionals must compromise to create an environment that displays consistency and
continuity. It is unnecessary that the job sharing teachers be replicas of each another; they
simply need to be open-minded.

Positive attitudes will help shape a successful job share. Both must want to put extensive
time and effort into creating their joint classroom. There is much planning, scheduling and
reporting to be done by the two teachers (Turville 1995) and every topic must be discussed,
from bulletin boards and filing cabinets to seating arrangements and homework routines.
By paying attention to details at the onset of the partnership, however, the teachers will
ensure that the school year progresses smoothly. Neither the students, staff, nor school
community will be adversely affected.

Job sharing has the potential to be a rich forum for professional growth. Teachers learn to
be more accountable to their partner, their students and the parents. They become more
efficient when assessing students and more succinct when communicating with adults. They
may expand their repertoire of teaching strategies and learn new management techniques.

The personal gains of job sharing are bountiful. A decrease in professional responsibilities
alleviates the anxiety of choosing between important family needs and a strong commitment
to students. As a part-time teacher, there is an opportunity for self-renewal. One teacher said
that job sharing is a “God-send because it affords her a life outside of school”. Many female
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teachers report that they learn to use their time wisely and recognize an improved balance
between their many roles at school and at home.

Administrators and parents worry about consistency in elementary classrooms. They
tend to make more comments about classroom management than anything related to
academics. Most of their concerns are gone by Thanksgiving when the job sharing partners
have designed a thorough plan and shared it with their principals and their students’
families. In studies done in the United States, all administrators surveyed agreed that job
sharing had not diminished the quality of education, and one-third believed that job
sharing had actually improved students’ education (Garman 1988). The gains were
attributed to the fact that job sharing teachers teach their strong subjects, share ideas and
methods and have more energy in the classroom. Similarly, 75 percent of parents surveyed
in another study felt that the quality of their children’s education had either improved or
stayed the same in job sharing classrooms. Parents recognized that the situation provided
variety within the school, making school more interesting and challenging for students.

Not all attributes of job sharing are positive. The most noticeable disadvantage for teachers
is probably the drop in income. Forfeiting wages is the sacrifice that must be made for a
teacher to provide herself with more time outside of school. A teacher’s budget and lifestyle
must allow for such a change in employment.

Also, despite the fact that job share teachers have a part-time contract with pro-rated
benefits, they still have a full load of professional duties (Schaumburg 1986). The number
of meetings is not cut in half. Instead, it increases as the two teachers need to meet regularly
to discuss their students’ needs, upcoming events and report cards. Both partners still must
attend staff meetings, committee meetings, special education and resource room meetings,
parent meetings — the list goes on and on. Extra-curricular duties, which should be
shared by every member of a staff, must also be factored into the teachers’ workload at
school.

Support for job sharing varies from one school division to another. Teachers need an
administrative team that is willing to help them design and carry out a viable plan
(Instructor 1986). The data I have gathered and the literature I have read encourage job
sharing as an alternative for teachers. They do offer cautions for teachers and principals, but
they indicate that, when carefully orchestrated, job sharing can be a wonderful experience
for all involved.
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APPENDIX A:

PARENT SURVEY — JOB SHARING IN THE ELEMENTARY SCHOOL

Name:

Student age:

Grade level:

1. What, if any, anxiety did you have about your child being in a job shared classroom?

2. How has this arrangement impacted upon you, your children, and their education?
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3. What did the teachers do to keep you informed, provide continuity, and reassure you
of the viability of such an endeavour?

4. What recommendations would you like to make to individuals and schools who are
considering job sharing?
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APPENDIX B:

TEACHER SURVEY — JOB SHARING IN THE ELEMENTARY SCHOOL

Teacher:

School:

Grade level:

1. How has this specific scenario come about or how did the sharing originate?

2. What schedule do you follow in your sharing arrangement?

3. What do you feel is necessary as pre-work to learn about each other, your philosophies,
your strengths, etc.?

4. How do you establish classroom rules and routines and set the tone for the year?
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5. What have you developed as communication tools that you use with your partner?

6. How do you approach report cards and parent-teacher conferences?

7. How has job sharing affected you personally and/or professionally?

8. How do you interpret your students’ and their parents’ reactions to this arrangement?
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9. How do you perceive your co-workers’ reactions to this arrangement?

10. What problems do you encounter specifically as a part-time teacher?

11. How is this arrangement serving your students?

12. What did you have to do to get a part-time contract in this school division?
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APPENDIX C:

ADMINISTRATOR SURVEY — JOB SHARING IN THE ELEMENTARY SCHOOL

Administrator's name:

1. What do you recognize as the advantages of job sharing?

2. What problems do you experience as an administrator in relation to the job sharing
which is occurring in your school?

3. How would you like this to be “governed”? Describe the ideal process.
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