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L01 – Be able to provide information on performance management activities within an 

organisation. 

Mid and West Wales Fire and Rescue Service (MAWWFRS) vison is ‘to be a world leader in 

Emergency Response and Community Safety (MAWWFRS 2020 website). 

As a Public sector organisation MAWWFRS is accountable for expenditure and must 

manage its performance effectively to remain within budget. Each year the Service publishes 

its Annual Performance Assessment (EV1), which monitors performance against the 

improvement objectives that were set in the previous Corporate Plan. The Fire Authority 

made up of representatives from the six unitary authorities the Service covers has overall 

responsibility of the budget of the Service. According to Rees and French (2016, p.254), one 

of the aims of 21st century organisations is ‘the need for consistency and requirement to 

minimise costs for the provision of their product or service’. 

MAWWFRS approach is to identify/maximise the potential of the workforce through effective 

people management/development, a high-performance culture whilst making effective use of 

public funds.  

‘Work undertaken by HR, Training Delivery and People Development Teams aims to recruit, 

develop, retain a highly skilled, motivated and diverse workforce that is representative of the 

communities it serves’ (MAWWFRS Corporate Plan 2020-25) (EV2).  

MAWWFRS recognises that a healthy and safe workplace is essential to effective 

performance. Many well-being initiatives have been introduced such as Mind Blue Light. 

MAWWFRS recognises the issues that can be caused by presenteeism – employees 

coming to work when unwell, which can lead to further health issues (CIPD, 2020a). 

MAWWFRS has been awarded the Investors in People Platinum Accreditation (EV3).  

Performance Management 

‘Performance management is the attempt to maximise this value creation and ensure that 

employees contribute to business objectives and should align with organisational strategy’ 

(CIPD, 2019). 

PM is often focused on leading and developing individuals within an organisation and 
MAWWFRS belief is performance through people. 
 
In order to maintain the high-performance, MAWFRS has several procedures embedded 

relating to PM activities: 
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These procedures help to ensure the organisation performs to the highest standard. Having 

a good recruitment and selection procedure helps to ensure the best candidate is selected. 

Having good capability, health and fitness and discipline/grievance procedures ensures 

issues with performance can be managed and dealt with in accordance with guidelines and 

limit the impact on performance.  

The HR department is responsible for maintaining/reviewing all procedures in line with 

changing legislation and codes of practice. HR often liaise with line mangers to ensure they 

are involved in the design of the procedures.  

Line managers are responsible for ensuring their teams comply with the procedures. HR 

specialists work closely with Line Managers in order to ensure procedures are adhered to 

and provide advice and guidance when necessary.  

Employees pay a key part in the performance of the Service and have an implied duty to 

obey all instructions, co-operate with employer, fidelity, take reasonable care in carrying out 

duties (Daniels, 2019).  

The Service Leadership Team are advocates of the procedures and ensure the overall 

service has sight and knowledge of all. 

All MAWWFRS performance management procedures are underpinned by many legislative 

requirements many of which fall under the Employment Rights Act 1996, Equality Act 2010, 

ACAS, national frameworks, competency (EV1).  

Through its embedded procedures and adherence to legislation MAWWFRS aims to: 

 

MAWWFRS ensure that the recruitment process is fair and equal to all, and there is no 

discrimination. 

The Employment Act 2010 harmonised and brought in more straightforward legislation to 

protect job applicants, employees/workers, and ex-employees. Protection was updated for 

many characteristics (Protected characteristics, 2015). 

Following the introduction of The Equality Act 2010, nine pieces of major legislation and 100 

smaller pieces were replaced, it made it easier and more straightforward for employees to 

pursue cases of potential discrimination. Employers must manage teams from culturally 

different backgrounds. The Service has an Equality and Diversity Procedure and Officer to 

ensure all are treated equally (EV6). According to Richard Sennett (2012), ‘effective co-

operation with people who are different from ourselves is a skill to be learned’. 

MAWWFRS is committed to ensuring a diverse workforce by proactively seeking to attract 

groups that are under-represented by incorporating ‘positive action’ into its recruitment and 

selection procedure (EV4). 

 

 

 

recruit, train 
and keep staff

ensure staff are 
skilled and happy in 

their roles

support mental 
health
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The service deals with poor performance through the following procedures: 

 

MAWWFRS follows the ACAS Code of Practice on discipline and grievance and adheres to 

the 5 potential fair reasons for dismissal under the section 98 ERA 1996: 

 

MAWWFRS follows the ACAS guide on Conducting Employee Investigations (ACAS, 2020) 

(EV7). 

MAWWFRS adheres to strict data protection guidelines and employs a Data Protection 

Officer, ensuring the GDPR Act 2018 is adhered to and has responsibility for records 

management across the Service.  Any data breaches are dealt with accordingly and reported 

to the ICO within the necessary timeframe if it is a notifiable breach. 

Through the procedures MAWWFRS has in place I can understand how these help manage 

its performance. The procedures follow best practice principles and not only aid line 

mangers but also ensure the employees have clear guidance on how and why performance 

activities take place. Managing and developing employees/talent management and having 

effective internal communications follows the same roadmap as organisations such as BHF, 

who won three HR Excellence awards in 2019 (HR Magazine, 2019). 

Information is provided to colleagues as and when necessary, guidance on how to complete 

tasks in order to ensure accurate data is regularly updated and provided to team members, 

including new regulations for the financial year and new agreements that had been put in 

place (EV8). 

However, during the recent Coronavirus pandemic, the amount of legislation changes and 

guidance that was required to be issued increased substantially.  

‘The spread of COVID-19, commonly referred to as the coronavirus, is an exceptional 

circumstance with ongoing ramifications for organisations, individuals and society on every 

level’ (CIPD, 2020b). 

With UK and Welsh Government guidance (GOV.WALES, 2020) changing on an often-daily 

basis therefore is was essential to manage this in a timely and effective manner in order to 

maintain performance. As part of a National agreement the Service worked in collaboration 

with the Welsh ambulance Service during the pandemic (EV9). 

Managing sickness absence caused by the pandemic and ensuring that the appropriate 

emergency cover was still being provided to the community was essential. Amendments 

were made to the recording systems in order to capture and report on the data. This also 

ensured that absence was monitored carefully to ensure no effect on performance (EV10). 

The data was required in order to report to ONS and Welsh Government and to ensure the 

correct payments were made to individual. The absences did not go towards any trigger 

points. 

conduct redundancy statutory ban
capability or 
qualifications 

some other 
substantial 

reason
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Measures were put in place to ensure all line mangers/employees were kept up to date with 

changes, had access to well-being schemes/managing stress/home working, temporary 

changes were introduced to many procedures e.g. hold on probationary periods, changes to 

weekly drill nights to ensure social distancing, ensuring employees did not suffer financially 

by having to adhere to social distancing requirements in relation to responding to incidents 

(MAWWFRS @work, 2020).  

Training courses were modified to ensure competency was maintained whilst still in 

adherence to guidelines and ensuring there was no knock-on effect to performance 

activities. Fitness levels of FF had to be maintained to ensure they did fall below national 

standards and were in line with the Health and Fitness procedure. 

As part of the Government plans, the fire service was tasked with working in partnership with 
the WAST (EV9). This meant after undertaking appropriate training, firefighters could 
volunteer to become drivers, deliver food parcels/medicine or undertake the removal of 
bodies (Sky News, 2020). 
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LO2 – Be able to support line managers to deliver performance management activities 

within the organisation 

The HR department in MAWWFRS has recently taken on a business partnering model and 

devolved some activities to line managers in Commands/department (CIPD, 2019). HR 

Advisers have been placed out in each Command (Business Unit) based on the Ulrich 

model. 

Due to the devolvement of HR practices, Line managers (LM) are starting to work more 
closely with HR in the performance management process. LM’s play a very important role in 
the day-to-day management of people/operations, by implementing HR policies and the 
continual learning and development of teams in the Service. LM’s are also the first point of 
contact for employees and provide training/development opportunities throughout the 
employee’s careers including CPD opportunities and recognise and reward talent. LM’s can 
deal with and resolve HR issues that align with business strategy. 
 
MAWWFRS has put together an SLA showing what can be expected from HR advisers and 

line managers (EV11). 

Despite having detailed procedures and toolkits, LM’s in MAWWFRS often require 
assistance/advice with performance activities such as: 
 

• Managing On-Call attendance – on-call Firefighters should respond to incidents when 
they are alerted during the time they are providing cover, MAWWFRS recognises 
that there will be occasions that an employee may not be able to respond but if this 
becomes a regular occurrence then there will be effect on performance and the 
situation must be dealt with accordingly, LM’s often require assistance to deal with 
employees under the various stages that they may be placed (EV12). 
 

• Managing sickness absence – advice is often sought on how manage employee 
absence/trigger points. 

 
• Capability – operational firefighters are required to meet the fitness standards in 

order to undertake their role effectively. Should an employee fall below these 
standards then this effects performance and they are temporarily removed from 
operational duties (EV13), my role is involved with the correct payment in relation to 
this whilst they are off the run. 

 
• Recruitment - MAWWFRS recognises that working together with line managers on 

recruiting/selecting helps to ensure the best employees are selected by using 
competency frameworks. Can also be beneficial to ensure communication of the 
organisations mission/vision/objectives and values at this early stage. 

 

• Inductions – line mangers often ask for assistance from HR with inductions for 
employees. According to Taylor (2014) having a good induction process ‘improves 
the person-job fit, reducing turnover and absenteeism, and increasing employee 
commitment and job satisfaction’.  

 
A good induction process is an opportunity to ensure the organisation’s culture and 
values are assimilated by the employee, raises awareness of policies and procedure 
and sets standards of behaviour upfront, thus preventing undesirable behaviour (less 
disciplinary hearings) (Taylor, 2014). Ensure the introduction process empathises the 
organisations views on performance management and creates the right cultural 
expectations from new employees (Marchington et al, 2016). 

 
• Discipline and grievance - MAWWFRS follows ACAS guidelines (EV7). Flowcharts 

and template letters are provided to line managers to assist with issues. 
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• Reward – this year the Service recognised the commitment that on-call firefighter 

provide by rewarding them with an acknowledgement payment as long as they met 

the eligibility criteria (EV14) (CIPD, 2020). 

MAWWFRS recognises the importance of the role that line mangers have and encourage 

leadership programmes (EV15) designed to inspire individuals and teams in the 

achievement of the Service’s vision (CIPD, 2019a). 

‘These managers act as ‘interpreters’ of HRPs for employees by showing how they fit within 

their work units, and in so doing they are also able to influence employees’ response to such 

practices’ (Townsend et al., 2012). 

LM’s should feel able to approach HR for advice on issues that can effect or improve 
employee and organisational performance (EV16). HR can assist LM’s to identify and 
address issues, training needs and can also act as co-ordinator of the performance process. 
 
Having access to appropriate resources enables improved/timely information to support 
management tasks/staff. Inadequate systems/line managers, unmanageable workloads 
increase the risk of unreliable/incorrect information. 
 
However, to ensure LM’s can undertake their role effectively it is essential that HR ensure 
they are fully trained and have the tight interpersonal skills. Therefore, LM’s must also 
continually be developed and managed. Positive relationships between LM’s and the 
employees they manage are crucial. Yin, (1989) research model: 
 

 

Source:  

In line with CIPD (2019a) HR have developed Toolkits (EV15) to provide to line mangers for 
them to have the resources and knowledge to lead teams and individuals effectively. These 
are continually being developed/improved. 
 

Member of HR often partake in the monthly Command meetings where any issues in 

performance are identified and the appropriate assistance provided.  

MAWWFRS has tended to have many paper-based or duplicate recording systems which 

takes up a lot of line mangers time. Over recent years there has been a shift in mindset and 

the use of technology is becoming more prevalent in order to assist performance 

management.  

The introduction of a combined HR/Payroll system (Core HR) in 2015 has meant that 

information is now held on one main database and can be accessed easily. The 

development of the system to record absence which also links directly with pay has meant 

that it is easier for reports to be extracted for analytics. Line managers and HR can monitor 

sickness absence easily and identify trigger points. 

I am currently involved in the system upgrade that is currently taking place (EV17) in order to 

add e-recruitment, on-boarding and expenses which will assist line managers and HR in the 
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delivery of these functions. Having an online induction process means that employees can 

view all procedures of the Service in the Portal, thus passing on the Services mission and 

vision to employees from the outset of their employment. 

Once these are complete work will commence on the training and development module of 

the system which will aid line managers in carrying out individual development reviews. 

Currently the IDR process is carried out on a separate system (EV18) Development needs 

are identified and addressed. Probationary reviews are also carried out as a paper-based 

exercise. I currently undertake IDR’s for my team members but with the planned 

development of the system, my role will become more involved with the training department, 

IDR’s from a different angle. 
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L03 – Be able to assess the impact of performance management activities on 

organisational performance and make recommendations for enhancement. 

MAWWFRS currently has a five-year Corporate Plan, which due to current uncertainties is 

reviewed annually. This sets out Strategic Aims and Improvement and Well-being 

Objectives, in accordance with the Well-Being of Future Generations (Wales) Act 2015 and 

has a robust programme of activites for the next year, recognising short/medium and longer 

term needs of the communities it serves (EV2).  

As well as the Corporate Plan each year the service publishes its Annual Performance 

Assessment (EV1) which reports against the improvement objectives from the previous year. 

The Service is contiually trying and testing new and innovative ways of delivering services 
‘Our priority is to ensure our Improvement Objectives are delivered effectively and within 
budget, whilst continuing to deliver a high-quality service to the communities of mid and west 
Wales’ (MAWWFRS, 2020b). 
 

Over the past decade improvements in planning and risk reduction has significantly 

improved performance has been achieved despite budget cuts of 20% since 2006 (approx. 

£9m) (EV20). 

MAWWFRS recognises ‘that people are the most valuable asset of any organisation and 

strives to have a work-force which reflects the communities it serves and be the best 

employer it can be, to enable us to provide the highest level of service to those communities 

we serve, whilst also recognising the commitment and effort required of its employees to 

achieve this goal’ (MAWWFRS 2020a). 

The Service uses an electronic system called PDRPro to plan and record operational and 

training competancies, based on the National Occupational standards for roles (EV21). This 

ensures that all Firefighters are developed against the same criteria thus ensuring a robust 

and consistent approach in recording methology in order to assess future developments 

needs as well as providing a record for continual professional development. 

Performance for all employees of the Service is monitored continuously and training needs 

recorded through annual Individual Development Reviews (EV22). MAWWFRS have tailored 

the IDR process to suit the role, courses are available dependant on the role of the idividual 

and the department they are part of (EV23). In line with CIPD (2017). 

MAWWFRS recognises that coaching and mentoring is an effective method of supporting 

(EV24). 

MAWWFRS has a very good development system in place, however due to the nature of the 

organisation that focus is very much operational based (frontline staff/activities) which is 

what the public see/is reported on, but more emphasis could be placed on developing 

support staff who also play an important role, often in the background. 

Operational staff based have more time provided in ensuring competency however support 

staff tend to have more informal on-the job training and only the annual IDR process to 

identify training requirements/development needs, whereas operational staff tend to have 

more regular catch up sessions. It is also very focussed on ensure everyone has training to 

the same standard rather than building on people strength’s but this is due to the nature of 

the organisation. 
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High Performance Working (HPW) is a bundle of HR policies and procedures in an 
organisation and are believed to have a positive impact on organisational performance 
(Taylor, 2016). 
 
MAWWFRS has many of the procedures in place as identified by analysis of HPWS by 
(Boselie et al 2005; Datta et al 2005: Marchington and Wilkinson 2012): 
 

• Recruitment and Selection – applicants are sought from a broad field and assessed on 
ability to perform well in the role 

• Investment in training/development – employees are given the opportunity to develop 
their careers by being provided with up to date training 

• Internal Promotion Opportunities – encourages employees to remain with the 
organisation thus maximising on the investment made in training 

• Grievance – a fair system with clear guidelines to ensure employees feel that they can 
raise issue of unjust treatment without resigning  

• Participation/Team Working/Information sharing – provide opportunities for employee 
participation in decision making thus leading to improvement in decisions taken/future 
plans. Vertical/horizontal feedback 

• Performance Appraisal System – all employees have a goal to work to which should also 
align with the organisational objectives 

• Flexible Working – increases motivation, ensure employees are multi-skilled, able to 
transfer to other areas 

• Good Work-Life Balance – ensure initiatives are in place to assist employees from 
becoming stressed which can lead to poor performance or absence 

• Harmonisation of terms/conditions – the same rules apply to all 
hours/holidays/pension/work-place facilities 

• Diversity – the Service supports diversity, its culture and values and make use of diverse 
skills to achieve high performance and competitive advantage (Kandola and Fullerton, 
1994) 

 
MAWWFRS has been awarded the IIP Platinum accreditation which is the highest accolade 
that can be achieved against the Investors in People Standard and is currently held by only 
1% of IIP accredited organisations. The IIP ‘defines what it takes to lead, support and 
manage people in a way that produces sustainable results’ (IIP, 2020). 

MAWWFRS has measures in place to try and reward performance such as: 

• On-call acknowledgment payment made to on-call employees as a thank you for their 

commitment to the Service 

• Annual Celebrating Success Evening to recognise and reward talent in numerous 

categories and also award long service medals to those who have been with the 

Service for 20, 25, 30, 35 and 40 years (find something on at work) 

• The Service has also employed a fitness team to assist with fitness levels across the 

Service in order to meet the national standards 

The above are a good way of improving performance but even so the Service still struggles 

with the retention on on-call employees, this is not only a local but national issue and has a 

direct impact on performance. 

The Thomas Review (2015), suggested that Services move away from these contracts in order 
to allow individuals more flexibility. Thewlis, (2011) found that 50% of employees that had left, 
had struggled with work-life balance due to the hours of cover required. A reduction in the 
level of cover may have influenced their decision to remain. 
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Knight (2013), suggested an increase in flexibility could not only assist in retaining current 

employees but also assist in the recruitment of new employees thus leading to overall 

savings 

Recommendations: 

• Review on-call contracts - on-call contracts are amended to allow for greater 

flexibility. Currently on on-call firefighter contracts only allow for 100%/75% cover, 

possibly introducing contracts of 85%/50% may attract and retain more individuals 

(EV25). 

• Advocate career breaks rather than leaving the service altogether if personal 

circumstances change, on-call firefighters could then return with minimal training 

required, therefore resulting in less of an impact on organisational performance as 

well as reducing the need for the high initial training costs. 

• Continue to introduce and develop technology on order to assist with performance 

management. 

• Induction process is moving online but must ensure it meets the Service aims 

‘induction is an opportunity for an organisation to welcome their new recruit, help 

them settle in and ensure they have the knowledge and support they need to perform 

their role. For an employer, effective induction may also impact turnover, 

absenteeism and employer brand (CIPD (2019). 
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