Organisation’s Approach to Succession Planning 
AIHR (2020) define succession planning as “the process of selection and developing key talent to ensure continuity of critical roles”. Whereas once, succession planning was carried out to ensure the smooth transition of a director or senior management and to eliminate the need to recruit from outside of the workplace, it has since been extended to select and upskill the entire workforce.

MWWFRS’s vision is “to be a World Leader in Emergency Response and Community Safety” (MAWWFire, 2020a). To do this, the aim is to deliver proactive and reactive fire and rescue services to the people of Mid and West Wales (MAWWFire, 2020b). In this regard, the main focal point for the Service, is the progression and development of its operational employees (those in a Wholetime or On-Call role). 

According to Morgan (2015), MAWWFRS operates a traditional hierarchy structure with differing levels, whereby decisions are made at the highest level and transpired down to lower levels. For such decisions to be made, departmental managers will feed information to the Corporate Heads and Directors, to make succession planning decisions. 

On a quarterly basis, the Human Resources department provides statistical data to the Executive Leadership Team outlining the number of potential leavers based on retirement age. Winthrop (2021) highlights that it is no longer lawful for organisations to compulsorily retire employees when they reach retirement age, therefore, this information can be used to make the necessary provisions should the employee choose to make changes to their working arrangements or leave the organisation.  The Service has also introduced processes for the re-employment of retired firefighters and is utilised for positions that are hard to fill. 

The Service utilises a ‘Transfer & Promotion Panel’ whereby the decisions relating to workforce promotion and progression for operational employees are made, and are based on an “objective, transparent and fair criteria” (MAWWFire, 2020c). Operational employees are offered the opportunity to submit regular requests to be considered for transfers within the organisations providing a sense of job rotation.  

Operational employees are encouraged to undertake the ‘Assessment Development Centre’ process to encourage promotion to Supervisory Manager, Middle Manager and Senior Manager. This process is carried out in partnership with South Wales Fire and Rescue Service, and North Wales Fire and Rescue Service. 

Non-uniformed employees are recruited into roles based on their specific skills set and knowledge, therefore the same approach cannot be used for this sector of the organisation. Instead, non-uniformed employees are encouraged to further their development by undertaking further qualifications and courses to broaden their knowledge.  

Due to the number of On-Call leavers departing the Service, recruitment within this sector is constant, with vacancies remaining open-ended until Station requirements have been met. It is therefore imperative that Command Officer’s continuing to promote the role of the On-Call Firefighter to bring in new employees to the Service. 
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Retention Initiatives
The Human Resources department are responsible for recording KPI’s used within Service reports. Cambridge University Press (2020) define Key Performance Indicators as “a way of measuring a company’s progress towards the goals it is trying to achieve”. 

Such statistics suggest that the Service lost around 120 employees between the period 01 April 2020 – 31 March 2021, across all four sectors: Wholetime, Control, On-Call and Support Staff (MWWFS, 2020). Out of the 120 employees that left in this period, the most significant findings are that 80 of these employees, resigned from their position for various reasons, and 22 employees retired. Out of the four sectors of the organisation, the On-Call sector has the highest turnover rate. Employees are issued with an ‘Exit Interview Form’ on their departure from the Service, whereby the HR department can monitor the reasons why employees are leaving. Statistics suggest a 18% return rate on such forms. 

Firstly, the Service needs to work on increasing the return rate of Exit Interview forms. From the forms that have been received, the feedback received has helped to improve existing and formulate new ways of working. 

To be eligible for the role of the On-Call Firefighter, individuals must live or work within 5 – 10 minutes of their nearest On-Call Fire Station and must be able to provide a minimum of 90 hours of cover a week. Statistics suggest that a proportion of the individuals leaving within this sector are moving outside of the Station radius or are no longer able to provide the 90 hours of cover required. Based on such information, the Service should look to provide differing contract levels to individuals who are unable to meet the 90 hours cover. 

Recruitment for such roles is quite a challenge. The salary, in comparison to the level of commitment and responsibility, is very low, therefore as a Service through our recruitment literature, the Service aims to emphasis the feeling of reward and community spirit, which for some people is highlighted as a motivator suggested by Heathfield (2019). 

A means of reward system is in place within the Service, whereby line managers can request an ‘honorarium’ payment to be made to individuals with good justification, for example, if they have gone above and beyond their role to cover a period of sickness, or if they have taken on more responsibility than what is outlined within their job description.

The UK Working Lives Report by CIPD (2019) analyses survey data where respondents were asked to consider the work and jobs they do against various criterion of good work. This report highlighted the need for increased flexible working arrangements to focus on supporting better well-being and work-life balance, which is emphasised during the pandemic. The Office for National Statistics (2020) reported in April 2020 that 46.6% of people in employment did some work from home, 86% of whom did so because of the coronavirus pandemic. 
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Development Needs Discussion – Recruitment & Retention 

My role as a HR Assistant at Mid and West Wales Fire and Rescue Service, is primarily focused on the recruitment of On-Call Firefighters into the Service. I am responsible for the issuing and collation of application documentation, and processing candidates through to the necessary stages of the recruitment process. Recruitment of On-Call Firefighters is constant, in line with the demand for resources in the Service’s 52 Fire Stations. 

In line with the 2013 CIPD Profession Map (2020a), for my role, I should be working at Band 1 or 2, and feel that I am on the way to achieving Band 2 in this field.  On the other hand, I feel that this is not the case in many of the other professional areas due to the narrowness of my current role. 

As part of my role, I am required to publish vacancies on the internal and external Service websites, as well as contacting local agencies to find potential candidates for roles within the Service. I would therefore like to understand the ‘job analysis’ stage of the recruitment process, understanding how a new vacancy is created, as well as developing the necessary job description and person specification. In line with this, I have agreed to work alongside the Equality, Diversity & Inclusion Officer to understand their influence on this documentation to ensure that the organisation is not being discriminatory. 

To broaden my knowledge of the Service’s retention processes within the organisation, it has been agreed with line management that over the next 12 months, I will shadow my colleagues who are working in a HR Advisor role to further understand and learn about the contractual elements of the employment contract. 
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