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1. 
a) Talk to your line manager or other relevant person to thoroughly understand how your organisation’s approach to succession planning has changed. If possible, be a part of discussions on succession planning.
b) If you are already familiar with the approach to succession planning, evaluate how it has changed. 
Mid & West Wales Fire and Rescue Service (MAWWFRS) has a Recruitment and Selection, Talent Management and Transfer and Promotion procedure (MAWWFRS, 2021a) in place designed to cover succession planning and following Acas code of practice (Aca, 2021). Being a public sector emergency service, MAWWFRS recognises that succession planning is key to ensure the Service can continue to function without any disruption to the service provided to the communities it covers. The Corporate Plan aims to ‘ensure that the concepts of talent management and succession planning will include performance management and development training. These will support workforce planning, effective recruitment and on-boarding, together with career development’ (MAWWFRS, 2021b).
MAWWFRS recognises succession planning as ‘a group of activities aiming to ensure that at any time an organisation has sufficient numbers of people with the ability, knowledge, personal attributes and experience necessary to step into roles when they become vacant’. (Wilkinson and Taylor (2016).
In MAWWFRS succession planning not only covers senior roles in order to ensure a smooth transition of duties, but in line with Taylor (2019) extends this across the whole workforce in order to have a pool of talent from which to choose once the vacancy is available. MAWWFRS is always looking to bring forward new ideas/approaches to continue to provide the best possible service. ‘Succession planning focuses on identifying and growing talent to fill leadership and business-critical positions in the future’ (CIPD, 2020g)
Previously MAWWFRS used to follow the traditional approaches to succession planning, with a top down approach, secretive, managers identifying and nurturing individuals, however in recent years has started change/evolve towards the more contemporary approach (Taylor, 2019):
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The introduction of selection techniques such as ADC’s for the more senior roles as well as online ability tests/assessment centre during recruitment of wholetime firefighters. MAWWFRS sees the importance of having pools of talent ready to step into roles when they become vacant. Open communication, devolution to role managers as well as a system that encompasses all has seen MAWWFRS moving away from the old cliché of ‘jobs for the boys’.

MAWWFRS identifies successors through a variety of means such as appraisal meetings, conversations, and has a transfer and promotion panel that is held on a regular basis. This identifies wants and aspirations of individuals, which can then be used as a basis for development and workforce planning. 

MAWWFRS People Development Department ensure employees have access to internal/external training, on the job training, coaching/mentoring, work shadowing to equip them with the skills required to step into roles when they become available (Wilkinson and Taylor, 2016). MAWWFRS often has lateral moves/project work which exposes employees to different business areas, this is seen in the uniformed section where employees are moved to various location across the Service. This equips them with the skills required but also satisfying the employees need for change and variety, by broadening their experiences whilst remaining in the same organisation. 
[image: ]
Source: based on Wilkinson and Taylor, 2016

When the Covid-19 pandemic hit, MAWWFRS put immediate contingency plans in place to ensure that all business-critical roles were not affected aligning to CIPD (2020h). Due to being an emergency service recruitment, and upskilling employees through training could not be put on hold, however measures such as reducing the number of recruits on training courses, induction days from 12 to 6 to adhere to social distancing rules (CIPD, 2020a). Wholetime recruits still attended the FSC in Moreton-in-the-Marsh but activities modified.
The joint control centre based in Bridgend was placed into lockdown with access limited to those that work there. This followed across the Service to all Stations to limit contacts/spread of the virus.
In order to manage absence in business-critical roles uniformed personnel in non-operational departments (such as Community Risk Reduction) were given notice that they could be redeployed in to cover at stations, should there be absences due to Covid-19 to ensure there would be no effect to emergency cover.
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2. Review the statistics for recent leavers within your organisation to see if there are any trends such as reasons for leaving, business areas, demographic of leavers. Use this information to suggest retention initiatives relevant to your organisation. 

As well as attracting the right people MAWWFRS recognises that it is vital to ensure ‘the right people don’t leave the company and leave vacancies that need filling’ (Wilkinson and Taylor, 2016). From studying recent turnover statistics for MAWWFRS, I can see that the Service still faces an issue in the retention of on-call firefighters (turnover approx.13.72% per annum) (MAWWFRS, 2021a). This is consistently high. MAWWFRS currently have 58 stations, (52 of which are on-call stations), 86% of MAWWFRS frontline fire appliances are crewed by on-call personnel and 74% of stations utilise on-call staff.
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The dysfunctional turnover of valued on-call employees places a huge financial strain on the Service’s budget, when taking into account the high initial training costs/provision of PPE as well as having a  negative effect on the organisation, in terms of costs in replacing employees loss of skills and knowledge, impact on morale of remaining employees through the loss of colleagues and increased workloads (direct and indirect costs) (CIPD, 2020b). 

This is dysefuntional turnover is not only an issue for MAWWFRS, a survey undertaken by Thewlis (2011) identified this as a national issue. 
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The Thomas Review (2015), also identified issues with the inflexibility of current on-call contracts suggested Services move away from these contracts to allow 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. 
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.
MAWWFRS uses qualitative data gathered through tools such as exit interviews to identify the reasons for leaving and employee satisfaction surveys, which help gather opinions from across the workforce. Looking at the results of the exit interviews (EI’s), the main reason that the majority of those that left the service was the high levels of commitment required to meet the 75% or 100% contractual requirement, which did not allow for much flexibility with many struggling to maintain a healthy work-life balance. The second reason was difficulties with primary employment or managing a self-employed business alongside. The third reason was pay, with many noting that the time commitment involved was not replicated in the remuneration received. 

MAWWFRS have also undertaken a survey of the top ten performing stations long serving staff to identify reasons for staying (Wilkinson and Taylor, 2016). Survey results showed the view that from the initial expression of interest, to a recruit starting training was considered far too long. It was felt that this lengthy process led to potential recruits losing interest. Some stations felt that they would prefer more local control of recruitment

Looking at best practice known to have a positive impact on improving retention, MAWWFRS does follow the vast majority of these:
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Source: HR Magazine (2019)
MAWWFRS needs to consider a mix of strategies as well as building organisational resilience. By using people analytics, having a change ready culture, understanding the changing demographics/expectations will assist MAWWFRS manage turnover to be an acceptable level (Thomas and Hatcher, 2018).
Taking a pro-active approach to the turnover, would assist in streamlining/improving frontline service delivery as well as employer brand (CIPD, 2020c). Ensuring the role of an on-call firefighter is easier to manage alongside the demands of primary employment maintains a healthy work-life balance. Thus, benefiting not only the employee, but a range of stakeholders including their primary employers, the communities they serve, MAWWFRS management and the Fire Authority who are responsible for the overall budget of the Service.
Retention Initiatives
· Contracts – re-structure on-call contracts (50% on-call availability, a more inclusive fixed salary).
· Reward and recognition – introduce an acknowledgement payment (similar to old bounty scheme).
· Recruitment - review recruitment process to identify opportunities to involve on-call staff at a local level.
· Realistic expectations - better description of role throughout recruitment.
· Leadership/culture/communications – ensure line manager have the appropriate training and a clear/consistent approach is taken in communications across the service.









3. Discuss your development needs in relation to resourcing and talent planning, with your line manager, using the CIPD Profession Map as a basis for your discussion. Consider whether or not your skills in this area require improvement.
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Source: CIPD 2018 Profession Map
I met with my line manager and we discussed resourcing/talent manager in general across the Service as well as my role which involves managing two members of staff, therefore recruitment and selection and talent management is part of my line manger responsibilities.
We discussed the workforce planning that is undertaken in the transfer and promotion panels, which ensures that roles are filled promptly and correctly to ensure no disruption to service. We spoke about how due to the nature of the organisation the effects of the pandemic meant that resourcing, talent management could not be put on hold but had to be adapted to meet the regulations that had been imposed to prevent the spread of coronavirus. Workforce planning was always essential to ensure appropriate cover. 
Though my research for this module I would like to understand more about the full recruitment process for firefighters. From my research into assessment centres and ability/personality tests used as part of the selection process (CIPD, 2020f), as MAWWFRS use these for wholetime firefighters selection I would like to observe the practical, physical and role play to gain an understanding of this part of the process. By observing and gaining an understanding of these resourcing activities will provide me with an understanding of the candidate experience as well as seeing how effective assessment and selection approaches are used to make effective recruitment decisions (CIPD, 2020e & CIPD,2020f).
I would also like to observe the transfer and promotion panel to understand fully how this is used in workforce planning. How is the existing talent identified and how the individuals are developed. I can see that the movement of employees through this, satisfies the wants of individuals therefore contributing to their retention which in turn contributes to organisational strategies.
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Obtaining Candidates

With the exception of specific arangement outiined in Appendix A (Operational
Firefighter Selection) and HR 6.10 (Transfer and Promotion Procedure) which
relate to the employment and career progression of uniformed employees, all vacant
positions will normally be advertised and provide current employees with opportunities
for career development, thus maintaining the skills and expertise of existing
employees. In extenuating circumstances, the Head of Department/Line Manager, in
consultation with the Head of Human Resources, may waive the requirement to
advertise. This is likely to include the following circumstances:

Where positions may provide suitable altemative employment for existing
employees whose post has been identified for redundancy, including the
termination of fixed contracts or following a restructuring exercise.

Where positions may provide suitable alternative employment for existing
employees who become disabled under the definition within the Equality Act
2010, and are unable to continue within their existing role.

Where, upon a restructuring exercise, existing employees are “slotted” into
roles based on an analysis of their skills/experience portfolios.

Where the Head of Department/Line Manager can verify that the work is
required for a specific purpose for no longer than 3 months, where it may prove
more appropriate to temporarily transfer or promote internally, based on
existing skills or experience, or more cost effective to ulise an agency worker.
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Positions will be advertised using the most appropriate and cost effective medium to
maximize the number of suitably qualified candidates. This may include local and
national publications and web sites and should adhere to the Service’s visual identity
Internal adverts should remain open for a minimum of 7 days, and extemal
advertisements should remain open for a minimurm of 10 days. All advertisements wil
be arranged by the Human Resources Department.

Al advertisements will be consistent with the job description and person specification
for the post.

Advertisements will be consistent with the Service’s Equality Guidance and Welsh
Language Scheme.

Advertisements will provide sufficient information to enable prospective applicants to
decide whether or not to pursue a request for details, and will clearly indicate the
closing date for applications, and the way in which further details may be obtained

Selection
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The selection process should be:

o Transparent

« Timely and cost effective

« Equitable

« Free from conflict of interest
Al selection activities will be based on agreed job descriptions and person
specification. Line Managers in consultation with the Human Resources Department
will ensure that job specifications are up to date and accurately reflect the roles and
responsibilies of the post.
Shortisting must be undertaken by at least two individuals, one of which is involved in
the interviewing process, and should be determined by measuring the attributes of

each applicant methodically against each requirement of the agreed person
specification




image9.png
Where amember of the Human Resources Department does not form part of the short-
listing process, the completed shortlisting matrix will be cross-referenced and
scrutinised at Human Resources, in order to ensure consistency of approach and
faimess

A detailed record will be kept of the assessment of each applicant against the criteria.
Please note that templates are available from the Human Resources Department to
assist in this process.

Any skills tests (e.g. presentations, in-tray exercises) must be directly related to the
role and measured against objective criteria, and presentations for one post must be
assessed by the same persons. Such tests, and in particular psychometric tests, must
be administered by a competent and suitably qualified person. Candidates must be
notified of the details of any skills assessment when they are invited for interview.
Candidates should also receive a minimum of 7 days notice of the respective interview
date, other than in exceptional circumstances.

Interviews should be conducted by at least two people and the composition of
selection panels should, wherever possible, be reflective of the candidate base.

Interview questions must be designed to assess the candidate’s suitability for the
position, and the person specification should be used as the basis for determining
such questions. Complete, clear and accurate records will be made of each
candidate’s performance.

The choice of appointee will be determined by the results of the entire assessment
and selection process. The successful candidate wil be informed as soon as possible:
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PROCEDURAL CONSIDERATIONS

Operational firefighter selection for new recruits (including volunteer firefighters at the
Senvice's volunteer stations) will be undertaken using agreed assessments based
around the principles of those contained within the National Firefighter Selection (NFS)
Toolkit. In order to streamline the process and ensure manageable numbers of
applicants are processed at each stage, slight variations exist between the Wholetime
(WDS) and On-Call recruitment processes, however, the assessment criteria will be
applied consistently across both procedures.

The separate elements of the recruitment process will be based on the following
assessments:

- On-line Registration / Application sift

= Wiitten Tests

- Practical and Physical Tests

- PQA based structured interview (Inc role-play for WDS)

- Pre-employment screening (medical assessment, drug and alcohol testing,
DBS/ check and references). Also see Procedure HR 6.5, Pre-employment
Check Procedure.

Recruitment and selection activities will be coordinated by the Human Resources
Department, who will ensure that all tests are conducted by suitably qualified
personnel in terms of the written assessments and suitably trained personnel in
relation to PQA application sift and PQA interview/role-play. The practical and
physical tests will be coordinated and conducted by members of the Training Delivery
Team
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WHOLETIME FIREFIGHTER SELECTION

WDS recruitment and selection will be undertaken at intervals determined by Service
requirements.  Application packs and forms will only be available during the
designated ‘Invitation to Apply’ period, which will be advertised as appropriate

Wherever possible, WDS recruitment will be undertaken collaboratively with North and
South Wales Fire and Rescue Services.

Phase 1 - Online Registration
Phase 1 requires candidates to provide personal details and register their interest
using an on-line registration System. Each applicant will also be asked a series of
questions to ensure their eligibility to apply.

Candidates who have completed the online registration process wil be sent an email
advising them of how and when to access the next stage of the process.

Phase 2 - Behavioural Styles Questionnaire and Situational Judgement Test

Issued to applicants via an electronic link. Phase 2 requires electronic completion of a
Behavioural Style Questionnaire and Situational Judgement Test. Successful
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candidates will be invited to the Practical and Physical testing stage, and unsuccessful
candidates will be advised accordingly.

Phase 3 - Practical and Physical Tests

Practical and Physical tests will be administered by suitably qualified Operational
Officers. Successful candidates will be invited to the PQA interview and role-play, and
unsuccessful candidates will be advised accordingly.

Phase 4 - PQA Interview and Roleplay

The PQA interviews and Role-plays will be conducted by suitably trained members of
the Service. Successful candidates wil either proceed to Phase 5, o be retained on a
holding list for possible progression to Phase 5 at a future date. Unsuccessful
candidates will be advised accordingly.

Phase 5 - Pre-employment screening (See also HR 6.5, Pre-employment Check
Procedure in this regard).

The Human Resources Department, following consaultation with the Training Delivery
Department regarding commencement of course dates, will arange for pre-
employment screening consisting of drug and alcohol testing, medical examination,
DBS checks, and references.

The Human Resources Department will also provide the appropriate information with
regards to the necessary arrangements to undertake uniform sizing prior to
commencement of employment.




image13.png
The People Development Department will be provided with the details of the potential
new starters, prior to the commencement date for probationary employment portfolios
to be putin place.

Upon successful completion of all the pre-employment checks, the Human Resources
Department will issue an offer of employment and the Training Delivery Department
will arrange appropriate induction programmes.

ON

ALL FIREFIGHTER SELECTION

On-Call recruitment will be undertaken at intervals determined by Service
requirements however, application packs and forms will be available to prospective
applicants throughout the year.

The recognised phases for On-Call recruitment will be as contained within this
Procedure.

Phase 1 - Application Form
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Upon receipt of completed documentation, the Human Resources Department will
conduct the initial sft of application forms. The Human Resources Department willlog
all candidates details electronically, which will be shared with On-Call Watch
Managers and Station Liaison Officers with relevant information regarding each
individual's place in the process.

If the hours of availability are not suitable to current station requirements at that time,
the application form will be retained until the Command confirms the individual should
progress to Phase 2. Regular communication will be maintained with the candidates
and application forms will be held for no longer than six months without requesting
consent from the individual as such intervals to retain the application form beyond that
period.

Successful applicants will be invited to Phase 2 — Testing Day. Feedback will be
provided to unsuccessful applicants detailing the areals for which they require
improvement.
Phase 2 - Testing Day
Atesting day during which candidates will undergo the following assessments:

= Wiitten tests

- Practical and Physical tests
- PQA based interview
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Successful completion of each assessment s required prior to candidates becoming
eligible to progress to Phase 3 of the process.

Candidates who are not successful during the Testing Day can be invited to a re-
assessment.

Phase 3 - Pre-employment screening (See also HR 6.5, Pre-employment Check
Procedure in this regard).

The Human Resources Department, will arrange for pre-employment screening
consisting of drug and alcohol testing, medical examination, DBS checks, and
references.

The Human Resources Department will also provide the appropriate information with
regards to the necessary arrangements to undertake uniform sizing prior to
commencement of employment.

Upon successful completion of all the pre-employment checks, the Human Resources
Department will issue an offer of employment and the Training Delivery Department
will arrange appropriate induction programmes.
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Corporate Plan
2018203

To Invest In our people.

Objective Nine

Where are we now?
In March 2015, the Service achieved an Investors in People (IP) Gold accreditation
‘which was re-evaluated and endorsed by IIP at a Mid Term Review hosted in
November 2016.

In ine with the range of guidance documents that outiine how compstence must be.
‘achieved and maintained, our current IIP acoreditation recognises that employess.
have skills and qualfications aligned to National Occupational Standards across
FRS professional frameworks.

‘Through the work of the Human Resources, People Development and Training
Delivery teams, the Service aims to maintain this level of IIP accreditation to ensure
that the principles of high performance are managed and developed In accordance
with people’s roles.

On an annual basis, the Service promotes an Individual Development Review (IDR)
‘which aims to check that employees at every level have the skils, compstencies and
qualfications needed to undertake thelr roles effectively.

“The Senvice endeavours to apply the best technological advancements that support
the learning and development needs of ts employees and it is notable that Service
‘wide, these advancements have been embraced by employees.

What are we planning to do and why?
We will:

+ Continue to take account of current and emerging legisiation which impacts on
the services we provide, in particular the Equality Act 2010 and the Well-being of
Future Generations (Wales) Act 2015.
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= Support the principles and processes linked to the Apprenticeship Levy 2017 so that new entrants and newly
promoted employees recsive the best leaming and development opportunities available to them.

 Aimto improve our current IIP accreditation by adopting the new IIP Generation Six Standards, utilsing these in our
bid to achieve IIP Platinum accreditation in April 2018.

 Continue to support our managers to achieve high performing teams and embrace collaboration to ensure that all of
our staff have the correct skills and knowledge to deliver the best possible outcomes for the communities they serve.

= Provide our staff with the best equipment and development opportunities to ensure the safety of our employees and
the communities they serve.

 Continue to work towards creating a workforce that reflects the communities in which we operate and deliver on our
commitment to an inciusive working environment,

« Support operational employees to maintain their ftness levels and overall health and well-being to meet the physical
‘demands of the role.

« Maintain and improve on our IIP success to ensure that internal and exteral stakeholders recognise the commitment
we are making to people and organisational development.

 Maintain risk critical skills training in fine with Nationally recognised standards to minimise risk to our staff and ensure
tney can perform effectively.

How and when are we going to deliver this?

We wilk

« Embed a leaming Gulture that meets the current and future needs of our Service by carrying out periodic reviews of
our Strategic Development Patiways. This demand will be undertaken in accordance with the requirements of our IDR
process during 2018/2019.

« Embed a Talent Management framework which wil identiy the most talented individuals in our organisation, either
inview of their high potentialfor the future or their business-Crticalfoles. The link that exists between talent, talent
management, and succession planning will support the way in which MAWWFRS identifes, ntegrates, develops,
motivates and retains the most talented individuals.
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Corporate Plan
2018203

Ensure that the concepts of talent management and succession planning will
include performance management and development planning. These concepts
will support workorce planning and effective recruitment and on-boarding,
together with career development.

'Develop coaching and mentoring models which will underpin all aspects of
career progression. These models will be embedded at every level within the.
organisation to ensre that new managers are upskilled intenally and have the
necessary competencies to deliver high performance in their roles.

‘Explore all opportunities to learn from and collaborate with partners through
the National Issues Committee (NIC), Public Service Boards (PSB's) and Local
Resilience Forums (LR, as well as other stakeholders during 2018/2018.
Ensure our employees work in an environment which protects them from
discrimination during the course of their duties.

Ensure our research and development functions look beyond the UK Fire Sector
for future innovative solutions; a continuous process over the next 5 years.
Ensure that Risk Criical skills and competencies acourately reflect the risk
profiles of our Communities s part of Station and Department risk profiles and
the subsequent Training Plans that emanate.

‘Engage with North Wales and South Wales FRS to procure and develop the
Leam Pro electronic leaming platiorm so that the most up-to-date leaming
materials are available to personnel across the Service.
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How will we measure success?
We wil

 Audit PDR Pro and the Risk Critical Skills Matrix to ensure compliance with requirements including links with the.
organisational patnways.

 Use the IIP Framework to evaluate the impact coaching and mentoring has had within the Service.
« Use evaluation to demonstrate how we used innovation to deliver better outcomes for our communities.
« Use business inteligence to inform improvement in Emergency Response and Community Safety.

What will this mean to you?

* Increased job satisfaction and morale.

 More motivated workers which in tum willincrease productivity.

 Employess who know they are competent and therefore fesl more confident, sef-assured and valued.
* Lower overall employee tumover and less absenteeism.

 Employees that require less supervision and who need less detalled instructions.

* Employees who are better equipped to adapt to changes and challenges.

« Enhanced Service image as employess wil feel that this is a good placs to work.
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Figure 2 Adapted from: Thewis, M. (2011) A survey of Retained Duty System personnel
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Recruit the right people — people who wants to work for the organisation

Pay and benefits — reasonable rate of pay, other benefits such as salary
sacrifice schemes can be attractive (Thomas and Hatcher, 2018)

Selection — ensure prospective employees are provided with a realistic job
preview at the recruitment stage

Career development and progression - provide opportunities for employees
to develop skills throughout their career

Consult employees, ‘employee voice'- giving employees an opportunity to
be heard, though surveys/conversations/grievance systems

Flexibility — try to accommodate individual preferences on working
hours/times. Current circumstances due to coronavirus has provided
‘Qrganisations with an opportunity to review their approach to flexible
working as well as learn from employee experiences of recent months’
(CIPD, 2020a).

Employee well-being — ensure managers are supported to help their teams
thrive and manage issues such as workplace stress/presenteeism (CIPD,
2020d).

Treat people fairly — many employees resign due to a perception of unfair
treatment linked with the Psychological contract which refers to implicit
commitments ‘the perception of two parties and their mutual obligations to
each other’ (CIPD, 2021b).

Recognise and reward innovative/excellent work - promote this to external
bodies/general public (Thomas and Hatcher, 2018).
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THE RECRUITMENT AND SELECTION PROCEDURE

Preparation Stage

The recruitment and selection process should not commence until a full evaluation of
the need for the role against the department/function strategic plans and budget has
been completed.

The recruitment of employees will take into account the Service's need for new ideas
and approaches, and support the Service’s commitment to ensuring a diverse
workforce by proactively seeking to attract groups that are under-represented in the
Senvice's workforce profile in order to maximise its ability to accrue the benefits of
Diversity.

Recruitment should form an integral part of the staffing strategy for the function and
should take account of the function’s equal opportunities targets, by incorporating
“positive action” initiatives into the recruitment and selection process. “Positive Action”
is lawful under the Equality Act 2010 and refers to a variety of measures designed to
counteract the effects of past discrimination, for example:

Placing advertisements in the minority ethnic press, the women’s press and any
other publication which is targeted at groups which are under-represented
within the Service.

Including statements in advertisements that encourage individuals from under-
represented groups to apply for the advertised position. Clarification of whether
particular approaches constitute positive action as opposed to positive
discrimination can be obtained from the Human Resources Department if
required




