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Implementation of Change within Mid and West Wales Fire and Rescue Service
(MAWWERS)

1.1 Requirement for Change

MAWWEFRS is a public sector organisation that is responsible for providing public
safety information, prevention and protection programmes, and emergency response
cover for Mid and West Wales (About Us - Mid and West Wales Fire and Rescue
Service, 2021).

As a public sector organisation, the Service is reliant on funding from the Welsh
Government and levy from the six Unitary Authorities within our area (Our Finances -
Mid and West Wales Fire and Rescue Service, 2021). Money isn't limitless, and as a
public service, MAWWEFRS has a duty to secure value for money in what it delivers;
if a service can be delivered cheaper then all options must be explored. Changes
that save money, deliver efficiencies whilst still maintaining a satisfactory level of
service must be implemented.

1.1.1 Objectives

MAWWEFRS continually strive to demonstrate value for money through innovation
and doing things differently. The potential to achieve “doing more with less” is crucial
to ensure the communities we serve receive value for money. It is imperative that we
review our services we provide to the communities to ensure that we utilise our
resources in the most effective and efficient way, without it impacting on the level of
service that we provide to the public.

The MAWWTFire (2018) report stipulated that the success of our community safety
work combined with technological and societal changes to the way we live has
resulted in the number of fires, loss of life and injuries to reduce significantly within
the Swansea and Neath Port Talbot Command. Therefore, a review to the way in
which we provide our service to these communities is essential (EV01).

1.1.2 Proposal

The implementation of an alternative crewing system that will reflect the current
profile of the community is key to achieve the objectives.

At present the two crewing models in place are: -

The Flexible Day Crewing System: This operates on the principle that employees
work 42 hours per week in addition to an average of 7 hours per week on standby.

The Flexible 2-2-4 System: This operates on the principle that employees work 42

hours per week and each station will provide 24 hours cover on a Wholetime basis;
2-day shifts, 2-night shifts, followed by 4 days off.

1|Page



1.1.3 Proposed Crewing Model

The ‘Three Watch Duty System’ has the potential to meet the requirements of Neath
Port Talbot and Swansea Command. This system will operate on the principle that
employees work 48 hours per week over a nine-day cycle.

1.1.4 Benefit
The introduction of the three-watch system will enable MAWWEFRS to:

= Provide efficient use of resources

= Maintain appropriate levels of response

= Maintain 24-hour cover

= Support the needs of the community

= Achieve long-term savings as there will be less personnel required on station
= Provide additional days of staff training

1.2 Analysis

The change of duty system will have an impact on various stakeholders within the
Service (EV02 and EV03).

| have identified that the change will have a direct impact on:
= |CT: systems will require development to reflect the proposed crewing model.

= Fire Brigade Union (FBU): provide representation for the employees by
working in conjunction with the Senior Management Team to agree the
workable alternative and enable the positive progression onto the new style
shift system.

= Senior Management: will devise a working group with all stakeholders and
meet on a regular basis to implement the duty system and continually engage
with employees via regular updates to inform staff on progress and participate
in discussions to allow employees to voice concerns / opinions they have.

= Human Resources: provide advice and engage with affected personnel.

= Employees: invited to participate in discussion forums, kept in the loop via
continual engagement and have the FBU on board as representation to
ensure their needs are catered for.

1.3 Resources required for Change

For the implementation to be successful a leadership team with all stakeholders
must be established. This may require short-term release of staff from their current
role to participate in this project, a reallocation of workload so on-going tasks remain
unaffected and input and support from other departments such as IT to amend
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systems, Communications Department to issue regular communication and Human
Resources who will facilitate the change.

1.4 Managing Change

Research indicates that change must be properly prepared for it to be implemented
successfully; the primary goal of change management is to successfully implement
new processes whilst minimizing negative outcomes (Managing Organizational
Change, 2018).

1.4.1 Change Plan

A change plan will assist an organisation to manage the process from start to finish.
This is because it will enable tasks, resources, and communications to be effectively
managed along with minimising the overall impact of change. This is made evident
by Bridges (2018) who defines a change plan as activities and roles to manage and
control the change during the execute and control phases of the project.

Therefore to successfully implement the ‘Three Watch Duty’ system | have devised a
change plan (EV04) which clearly outlines the objectives, a Communications
Strategy which will be used to engage and motivate employees (EV05), a Gannt
Chart (EV06) to illustrate the timescales involved with each task and an Action Plan
(EVO7) which specifies the resources and associated costs.

1.5 Agreement from Decision Makers
| communicated the change plan along with the associated documentation to the
Senior Management Team in December 2018 for their approval. This was

subsequently approved, and it was agreed that a working group would be formed,
and the initiation phase would commence from 01 January 2019 (EV08).
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EV01 — Manaqging Resources (Information contained within the Annual
Improvement Plan).

Managing Resources
Communities receive value for money
What we want to achieve and why:-

The Welsh Government agenda for collaboration and doing more with less combined with the
challenging austerity measures on public spending requires us to ensure that we manage risks
within the community in the most effective and efficient way. We believe that we need to review
the way in which we provide our service to the Communities of Neath Port Talbot and Swansea to
ensure that it meets their needs whilst providing the most efficient and effective use of our
resources.

The success of our community safety work combined with technological and societal changes to
the way we live has resulted in the number of fires, loss of life and injuries reduce significantly.
Experience has shown us that there are alternative ways in which to deliver the high level of
operational response and community safety intervention and we believe it is important for us to
continually demonstrate value for money through innovation and doing things differently.
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EV02 — Stakeholder Map

Organisational Structure
The Service is made up of three directorates:
e Resources

e Delivery
e QOperational Support and Improvement

The Service’s structure establishes a clear form of operations through these three directorates, so
employees understand their responsibility and tasks in alignment with accomplishing Service
objectives. The Service is structured as follows:

Chief Fire Officer
DCFO Director of Resources
Director of Delivery
ACFO
Director of Operational Support and ‘
Improvement
AM
Corporate Head of Corporate Head of Head of
Operatonal Suppot & Prevention and AM Head of ICT | | Head of Estates Head of Finance Procurement
Improvement Protection Corporate Head of
Sevice Delivery
Head of Community | [Head of Business Fire Heads of
Operational
Response
Head of Commuricaton ‘
& Members Support
o Head of Corporate| | Head of Technical | |Head of Transport| | Head o HR HeadofPeodle | | ot riing ’7 ‘ ‘ ‘ .
Risk Development
Senvices Delivery
Head of Swansea | | Head of Neath / Port Head of Ceredigon Head of
Head of Powys Head of
County Command Tacmm cDu:w County Commn | | €y Command c::::h"cﬁsy?; 3 || camaverse | | HesttFee
omman y oty Commard| Control
Stations. Stafions Stations Stations Stations.
Stations Neath Newtown Aberystuyth Haverfordwest Llaneli
|Swansea Central Glynneath Llanidioes Borth Milford Haven Carmarthen
Swansea West Cymmer Machyrleth Tregaron Fishguard Kidwelly
Reynoldston Port Talbot Ulanfair Caereinion New Quay St Davids Pontyates.
Moriston Seven Sisters Usylin Aberaeron Narberth Ammarford
Gorseinon Pontardane Welshpool Lampeter Pembroke Dock Tumble
Pontarddulais Gwaun Cae Montgomery Cardigan Tenby Nevecastle Emiyn
Gurwen Rhayaer Ciymych Uandysul
Krighton Caldy Island Uandeio
Presteigne Uandovery
Uandrindod Wells Whilland
Buith Wells
Lanuryd Wells
Hay-on-Wye
Taigarth
Ciickhowell
Brecon
Avercrave
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EV03 — Stakeholder Map — Analysis

Stakeholder Analysis

Stakeholder Identification

7|Page



EV04 - Change Plan

Created by Sarah Tillman
Date 01 December 2018
Vision

Mid and West Wales Fire and Rescue Service’s vision is to make more efficient use of our
resources within the Service whilst maintaining current operational response standards.

Objective

The Service is continually working within budget constraints due to increasing financial
pressures. The aim is to provide the same level of service standard to the public with less
personnel by introducing the “Three Watch System’ within Neath Port Talbot and Swansea
Command. This will enable the Authority to save money, allow staff to have additional time
off to train, maintain the 24 hours cover required and will support the current needs of the
community.

Activities to achieve objectives

The following activities are required to achieve the objective:

= Create a working group involving all stakeholders to discuss the planning and
implementation of the new duty system.

= Evaluate current systems and identify if any changes will be required.

= |Implement a communication strategy.

= Draft and Issue revised contractual correspondence.

= Create ‘Three Watch System’ Guiding Principles Document.

= Monitor and evaluate the change.

Business case (evidence-based - include data, benefits of change, gap analysis —
difference between current and future states, issues and risks)

The Authority publishes a five-year Strategic Plan which outlines the strategic vision for
Mid and West Wales for the next five years. The plan has a clear focus on improving the
safety of our communities and our employees and sets out the corporate strategies for
service improvements and reducing risk.

During the five-year cycle, Annual Action Plans are provided in order to identify the
Authority’s specific areas of improvement for the coming year. One of the decisions
contained within the 2018/2019 Annual Improvement Plan was to review the Wholetime
Crewing Arrangements currently in place within the Swansea and Neath Port Talbot
Command areas with the intention of making more efficient use of resources elsewhere
and maintaining current operational response standards.

The implementation of the Three Watch Duty System within Neath Port Talbot and
Swansea County Command will achieve this as it will reduce the current establishment
levels on station and enable the Service to utilise the over-established personnel to other
locations.

However, due to the reduction of personnel on station an options exercise will have to
take place to provide members with a choice to indicate their preferred work location and
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provide the individual with an opportunity to express an interest to determine if one of the
alternative crewing arrangements the Service operates is more preferable.

Although every effort would be made to accommodate an individual’s first choice, the
Service cannot guarantee that this would be catered for due to the multiple applications
that could be received for the same station.

People affected (stakeholders — employees, particular employees, customers,
shareholders)

The following stakeholders have been identified as to whom the change will have an
impact on:

= Operational Employees: the change will directly impact their working
pattern.

= Senior Management: participate in meetings and have overall responsibility
to ensure all the needs of the ‘stakeholders’ are met and engage with staff.

= |CT Department: will be required to update the current systems in place.

= Communications Department: will be required to publish communications
on @Work and issue weekly updates on progress.

» Human Resources: will be required to provide advice, participate in
meetings, and issue revised contractual correspondence to affected
personnel.

» Fire Brigades Union: represent the employee and will be required to work in
conjunction with Senior Management to agree the workable alternative shift
system.

Scope of change (eg one site, one product group)

The change will:

= Affect personnel working in the Neath Port Talbot and Swansea Command areas.

= Impact job roles due to the reduction of personnel on station; job roles may change
based on the options exercise that will be conducted and an individual selecting
their preferred work location.

Roles (project manager, sponsor, team members)

The following roles have been identified as a requirement of the implementation of the
Three Watch System:

= Project Manager —will be responsible for focusing on the design, development and
delivery of the change to crewing model.

= Fire Brigades Union: will represent the employee and their requirements.

= [Internal Communication Manager: will participate in meetings and issue regular
progress updates via publications on @Work.

= Change Practitioner: provide focus and keep track of activities.

= System Developer: will evaluate current systems and determine what changes are
required.

= Sponsor: will actively participate throughout the process and communicate directly
with employees to ensure their voice is heard.
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Communication strategy (attach communication plan, list of change champions)

| have devised a communication strategy will be taken into consideration throughout the
implementation of the Three Watch Duty System.

Support to be offered (advice, counselling, coaching, mentoring, representation, training -
attach, for example, a training plan)

Affected employees will be afforded the opportunity to participate in an ‘options exercise’
to request their preferred choice of work location. The options exercise will give staff the
opportunity to indicate a preference for any of the current shift working arrangements
operating at various locations within the service, including 42-hour Day Duties within the
Services Central or Command Departments.

Employees will also be invited to attend professional discussions with Senior Management
to discuss their preferred choice of work location along with answering any queries which
they may have.

The Fire Brigades Union will be in involved at all stages who will provide a leading,
independent voice for the firefighters.

Timings and milestones

A Gantt Chart has been created to assist with the planning and scheduling of the ‘Three
Watch System’ with the Evaluation ‘On-going’ to determine the success of this model. This
sets out the timings and milestones of each task required.

Resources required

Due to the nature of the project an Action Plan has been drafted to show the resources,
equipment, time, and people required to implement this duty system.

Monitoring activities

To determine if the change of duty system has been a success the service can actively
monitor; -

= Turnout calls for each station and make comparisons to previous years.

= Check an individual’s training matrix to determine if they were all in compliance as
the Three Watch System allowed more time off to train; in theory they should be up
to date.

= How much money the Authority has saved due to the change in duty system.

Success Measures

This will be measured annually over a three-year period. The success will be determined
by the savings MAWWFRS has made by introducing the Three Watch System.
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EV05 - Communication Strategy

Company Profile

Mid and West Wales Fire and Rescue Service operates
58 Fire Stations across 12,000 square kilometres of
Wales and employs around 1,300 employees consisting
of Operational, Support and Control staff.

Issue

Due to the success of our community safety work
combined with technological and societal changes to the
way we live, the Service has seen a visible reduction in
fire, loss of life and injuries within the Neath Port Talbot
and Swansea Command area.

To future proof the Service and ensure the current profile
requirements of the communities are met the Service will
change the crewing model to a ‘Three Watch System’.
This will enable us to utilise our resources in the most
efficient and effective way whilst saving money.

However, the change of duty system will see a reduction
of personnel on station and the Service would be unable
to guarantee an individual’s first choice. This will result
in some individuals transferring work location / role.

Research

Previous changes that have occurred within the Service
indicate that visibility is key; staff like to be kept in the
loop and made aware of any potential changes which
are likely to have an impact on their role.

Communication Objectives

Due to the change in duty system, operational staff will
want to know what impact the change will have on their
role, what options are available to them and how the
duty system will work in terms of shift pattern, annual
leave and training. Therefore, continually engagement is
key for this change in duty system to be a success. This
can be achieved via:

= Raising awareness of the change in duty system
via weekly bulletins on @Work.

= Publish the minutes from the meeting to show
transparency.

= Clearly set out how the duty system will operate

= Address concerns from staff by holding
professional discussions.

= Undertake an options exercise to gauge affected
personnel’s preferred work location / role.

Audiences

The Service will need to communicate with:

= Fire Brigades Union

= Operational Staff

=  Wider Workforce

= Human Resources

= Communications Department
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= |IT Department

Key Messages

The key messages that will need to be communicated
are:

» The benefits to the Three Watch System

= How the Three Watch System will operate.

= Provide an opportunity for staff to have their say.

= The purpose of the introduction of the “Three
Watch System’.

Channels

The key messages will be conveyed through:

@Work: Due to the area the Service covers, the intranet
will be a key source of communicating change and
providing weekly updates as all members of staff have
access.

Written Correspondence: An options exercise containing
a proforma so staff can have their say and indicate their
preferred work location / role.

Professional Discussions: Affected personnel will be
invited to discuss their chosen options with two
nominated senior members of staff.

Risks

The following could prevent the Service from achieving
the objectives:

= Lack of engagement from Staff

= Delay in conducting and analysing the results
from the options exercise.

= Staff availability.

Measurement

Any feedback will be provided either via the Fire
Brigades Union as the employee representative or
informal/formal discussions out in Command. This will
automatically be fed back to the working group to
address any concerns or issues raised.

Review

Regular review of communications will occur naturally
following the implementation of the duty system.
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EV06: Gannt Chart

Three Watch System

01-Jan 20-Feb 11-Apr 31-May 20-Jul 08-Sep 28-Oct 17-Dec

Create Working Group N
FBU and Senior Staff agree the new Shift Duty System |IEEE———_
Issue regular Communications for Staff I
IT Development (Functionalities and Capabilities) |
Agree the implementation of the new style shift... |
Conduct an options exercise |
Analyse Results of Options Exercise I
Invite personnel for a professional discussion |
Notify personnel of the outcome of their choice /... |
The Three Watch System Implemented |
Evaluate the Three Watch System

*Evaluation will be on-going over a three-year period.
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EVOQO7 Action Plan

Task

Resources

Costs

Working Group to consult with Stakeholders and
implement the Three Watch System throughout
the duration of the roll out.

Time of 3 x Senior Management, Human
Resources Manager and Training Manager to
attend meetings.

Approx. £21,757.42

*Based on 1 meeting each week for 3
hours

Roll out of the ‘options exercise’ to affected
personnel to gauge their preferred work location
throughout the Service and record the responses.

HR Assistant Time
Access to the Human Resources System to
identify personnel.

Approx. £3,818.50

Development of the Three Watch System Guiding
Principles Document.

HR Manager (Employee Relations) and
Deputy Chief Fire Officer time.

Approx. £13,807.67

Draft and Issue of regular communications
throughout the process to keep members
informed for the duration of the implementation.

Deputy Head of Communications time
Access to @Work (intranet)

Approx. £10,500.00

Development of systems in place to cater for the
revised working duty system.

ICT Manager’s time
Access to all Systems
Potential new software.

Approx. £16,983.00

Professional discussion with personnel to discuss
their options

2 x Station Managers time
Access to a community room on Station.

Approx. £6,894.50
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EV08 Testimonial Statement

Based on the outcome of the recommendations contained within the 2017/2018 Annual
Improvement Plan it was evident changes were required within Neath Port Talbot and
Swansea Command. As a result, Sarah put forward proposals to change the crewing model
from a 2-2-4 station to a ‘Three Watch System’. This will increase the working cycle over a 9-
day cycle and operate a duty system where shifts will comprise of 24 hours on duty, 24
hours off duty, 24 hours on duty, 24 hours off duty,24 hours on duty followed by 4 days off.

Sarah devised the Change Plan and we discussed this through in readiness for presentation
to the Executive Board (Senior Management) on 17 December 2018. Sarah established the
facts and clearly communicated her change plan to the Senior Management Team which
involved: -

= Going through the Change Plan and looking at the proposals in detail to show how
the duty system would operate.

» The benefits involved to the Authority.

= What the implementation of such a system would look like.

= The potential costs involved in doing so.

As her Line Manager, | was in attendance to assist with any questions she may have had.
The Senior Management Team agreed to the proposals and it was agreed that a working
team would be set up from 01 January 2019 to inform discussions and progress this system
throughout the year.

Signed:

/€ 742{ slleentF

Role: HR Manager

15| Page



Implementation of the Three Watch System

2.1 Change Model

Research into change within an organisation indicates that the use of a change
model will assist with key areas to focus on during change within an organisation.

One model frequently used within organisations is the Lewin’s change model. Kurt
Lewin believes that successful change in any organisation should follow three simple
steps: unfreezing, changing, and refreezing. This process entails creating the
perception that a change is needed, then moving toward the new, desired level and
finally, solidifying as the new norm (Lewin's 3-Stage Model of Change: Unfreezing,
Changing & Refreezing, 2012).

This model will act as a reference point as it is divided into three key areas:

= Unfreezing: The “preparation” stage; plan, consult and appoint.

= Changing: The “implementation” stage; Manage, provide guidance and
resources.

= Refreezing: The “Making it Stick” stage; establish systems, monitor, and
evaluate.

2.1.1 Implementation
The agreed plan was used to implement the change of duty system as follows:
2.1.2 Agreement of the Three Watch System

A working group was formed during the first week of January (EV09) with all
stakeholders to enable discussions to take place. Initial discussions were between
Senior Management and the Fire Brigades Union (FBU) to agree the proposals to
replace the current duty system in place. After a few weeks of deliberation, the new
Shift Duty System was agreed (EV10) and this was published on our internal
intranet, @Work (EV11).

2.1.3 Implementation Phase

Regular Communication: Weekly communications were published on @Work to
publicise the change in duty system, to inform staff of progress and provide key
updates (EV12). Communication with employees is key as it has the ability for teams
to work together towards a common goal (Mattson, 2017).

Options Exercise: The change of duty system reduced the number of personnel
required on station. | was tasked with conducting an options exercise (EV13) to
personnel (EV14) to provide them with the opportunity to indicate their preferred
choice of working arrangement and location (EV15).

Professional Discussion: Upon analysis of the options exercise, staff were invited to
attend a professional discussion (EV16) with Senior Management to establish their
proposed role and to address any concerns.
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Three Watch System Live: | notified personnel of the outcome and confirmed the
effective date of transfer to the new duty system (EV17)

2.2 Information and Support to Stakeholders

To assist stakeholders with the implementation of the Three Watch System:

| devised the Gannt Chart (EV06) which is a visual aid and set out the dates
for each task from start to finish to ensure the project remained on track.

= | scheduled weekly meetings to include the time, location, and purpose of the
meeting to confirm their availability to attend (EV18).

= | consulted with affected personnel by undertaking an options exercise and
recorded the results (EV19) which was fed back to the working group for
deliberation.

= Continual engagement with the workforce by publishing weekly updates on
@Work and via the internal ‘newsletter’ which is also accessible on social
media (Facebook, twitter etc) (EV20)

2.3 Techniques for maintaining Positive Working Relationships

A good work relationship requires trust, respect, self-awareness, inclusion, and open
communication (Building Good Work Relationships: Making Work Enjoyable and
Productive, 2020). During the implementation of change, MAWWEFRS applied these
techniques by providing:

Open Communication: minutes from each meeting were published on @Work along
with the weekly updates; showing transparency and providing a clear flow of
information.

Listening: personnel were asked to indicate their preferred choice of work location;
pushing personnel to work the new duty shift system would automatically disengage
staff.

Valuing the Workforce: Neath Port Talbot and Swansea Command stations were
reconfigured to accommodate the needs of staff due to the extension of hours. A
living quarter was designed so staff would feel “more at home” during the longer shift
pattern.

Resolving Conflict: staff were able to raise issues via the Grievance Resolution
Procedure. (EV21).

Working Group: Task and finish group set up with stakeholders for the sole purpose
of implementing the system. All meetings were minuted and actions arising (EV22)
were noted. This also provided the forum to address issues raised by employees via
the Fire Brigades Union who attended each meeting.
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2.4 Monitoring and Measuring the Effectiveness of Implementation

The implementation was continually monitored by the “task and finish” working
group. This group enabled the project to identify issues along the way which could
be resolved and as a result, posed minimal impact to tasks and timescales stipulated
on the Gannt Chart.

To measure the effectiveness, data was measured and assessed quarterly to allow
for comparisons to be made, for example against Training Matrix’s; as this system
allowed more time off to train, response times to attendances to incidents to ensure
the service provided to the public remained unaffected (EV23).

In terms of saving, it did save the Authority money but not as much as originally
thought. The total reduction of posts equated to 7, which worked out as the Authority
saving 294 hours monetary wise (7 x 42 hours). In hindsight, each person working
the three watch worked an additional 6 hours, so it only worked out a saving of 3.5
posts.

2.5 Records Management

The Service’s ‘Records Management Procedure’ (EV24) outlines the principles of
record management and stipulates the requirement of the maintenance of records in
line with organisational requirements. In accordance with this procedure the following
will be recorded appropriately for future reference:

= The agreed minutes from each meeting, signed off, which detail the
discussions that took place and log how decisions were made.

= The binding Agreement of the Three Watch Duty System.

= Action Log to identify the date each task was completed.

= All Contractual correspondence issued to personnel.

= The decision process which captured the results of the options exercise.

2.5.1 Analysis

Working in conjunction with the Stakeholders the plan was executed and
implemented successfully. | believe | contributed to the change by providing the
appropriate information and support where required and applied techniques to
ensure positive working relationships were maintained throughout (EV25).
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EV09 — Evidence of Working Group

MINUTES OF SERVICE IMPROVEMENT IMPLEMENTATION GROUP

HELD AT SERVICE HEADQUARTERS, CARMARTHEN,
CAER SUITE

Present

Director of Resources/Assistant Chief Officer
Corporate Head of Risk

T/Corporate Head of Service Delivery
Corporate Head of People and Organisational
Development

Head of Estates

Head of Corporate Communications and Members
Support

Head of Ceredigion County Command

Head of Powys Command

Transport Manager

Head of Training Delivery

Head of Procurement

Head of Technical Services

Head of Community Safety

Head of Corporate Risk

Service Control

Head of Finance

Head of Business Fire Safety

Head of Training Delivery and Development

Fire Brigades Union
Human Resources Manager
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EV10 Agreement of the Three Watch Duty System

Mid & West Wales Firs and Rescus Service

Three Watch Shift Duty System

An agreamant betesen the Fire and Aescus Saracs and

'Walch Duty System 1o a Thres Wistch Duty Syatem
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EV11 Publication on @Work

ANNUAL IMPROVEMENT PLAN |
SWANSEA/NEATH AND PORT TALBOT; WHOLETIME CREWING ARRANGEMENTS

Staff will be aware of the Fire Authority’s decision contained within the Annual Improvement Plan, to review the Wholetime Crewing Arrangements
currently in place within the Swansea and Neath and Port Talbot Command areas, with the intention of making more efficient use of resources whilst
maintaining current operational response standards.

Senior Officers have been in discussion with the Fire Brigades Union (FBU) regarding options for achieving this outcome. The
discussions have centred on the retention of a fixed shift pattern that conforms to the four key principles laid out within the National Joint Council Scheme of
Conditions of Service Sixth Edition 2004 [updated 2009], Section 4.

| am pleased to be able to say that on 14 March agreement was reached to introduce a new Shift Duty System based on these principles (please see
attached). The agreed system will be known as the Three Watch Duty System and will replace the existing 2-2-4 crewing arrangements at Swansea Central,
Swansea West, Morriston, Neath and Port Talbot Stations. The changes associated with this agreement will come into effect on 1st April ~~  and will be
introduced incrementally, and commensurate with the rate of reduction of establishment levels.

Negotiations have been extremely effective and | have to congratulate the way in which the Fire Brigades Union representatives have committed to develop
workable alternatives to the existing arrangements. The agreed duty system is a product borne from an option presented by the Fire Brigades Union, which
managers and officials working closely together were subsequently able to develop into a realistic solution that both parties felt able to sign up to.

Having agreed on the Three Watch Duty System we now continue to work on a phased implementation plan. This will begin immediately and building on the
positive outcomes achieved through negotiation, the Fire Brigades Union will be invited to work with Service Managers to develop an implementation
programme.
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EV12 Examples of Weekly Communications

Heat Pon Tatat and Sasrme 1 Vg mee i ston (e Mewtag

On Friday 28 March the first joint meeting of the Managers and FBU officials tasked with planning for the implementation of the new Theee Watch duty

System within the Swansea and Neasth Port Talbot areas took place at Service HQL An outhne plan was dacussed and & way forward established, which will

allow for the positive progression onto the naw style shift system. Chick here for more information

This newly formed implementation group consists of Servce Managers, FEU Officials, and other key senvice stakeholders possesaing specalist expertne critcal

10 the project. The group will meet on a weekly b 1 communty rooms within the Neath Port Talbot and Swanseas command areas 1o discuss and consider

§ enaure the transiton i

mathers relsting 10 implementing the new system MOOoth as possble

This Qroup will aiso ensure that as the prosect progresses, requilar updates are pros 10 Inform s1a41 on progress being made

This Week’s News

Swansea Bay Crewing Changes
Today, an agreement has been reached between senior
officers and the FBU to introduce a new Shift Duty Svstem.
The agreed system will be known as the Three Watch Duty
Svstem and will replace the existing 2-2-4 crewing
arrangements at Swansea Central, Swansea West, Morriston,
Neath and Port Talbot Stations. The changes associated with
this agreement will come into effecton 1 April: . For
more information, please see the attached CFO memo.

GWASANAETH TAN AC ACHUB CANOLBARTH A GORLLEWIN CYMRU
MID AND WEST WALES FIRE AND RESCUE SERVICE
CHIEF FIRE OFFICER'S MEMORANDUM
Neath Port Talbot and Swansea Three Watch Duty System Update
The Implementation Group for the new Three Watch Duty System withus Neath Port Taltbhot and Swansea County Commands met on Friday 11 Aprd As

you will aready be aware, the new srrangements will replace the exasting 2-2-4 crewng arrangements at Swansea Central Swansea West, Morriston, Neath

and Port Talbot Stabons and will be inplemented on a roling peogrmme

Al the meeting, Service Managers and FBU Oficials agreed that Poct Talbot Fire Station would be the fest stat

DO 10 change Over 10 the now duty system and

the implementation Group has agreed a plan o enable the new system to QO ve at tha

ation on the 15t June .

As you will already be aware, changing over 1o the new system means that the current crewing level of 28 at Port Talbot will be reduced to 21, To axd this
Process we are currently wimting 10 staff withen the Neath Port Talbot and Swanses areas 10 request thew preferred choice of work locstion, The Serace wil
where possibie, endeavour 10 support preferred optons, and fof this purpose we wrge all personnel 1o complete and return thesr preferences 10 the Human

Resource Department by no Later than Apnil 25 L

The op!

pro forma will give stalf the opportunity wale a preferen

it atry Of the current shiflt worting arrangements

MANG At vanous locations

within the servce, iInduding 42 hour Day Dutes within the Se

s Centra Command Departments

The Implemnentation Group & currently mesting weekly 10 progress the mmplamentation of the new duty system and reguisr progress updates will be

circulated fOf your InSormation
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EV13 Email Evidence to Conduct Options Exercise

From: Fairhurst Karen H.Q. <k.fairhurst@mawwfire.gov.uk>
Sent: 01 April 2019 13:33

To: Tillman Sarah H.Q. <sd.tillman@mawwfire.gov.uk>
‘Subject: Three Watch Duty System — Options Exercise

sarah,
Please note that the Working Group have agreed the implementation of the Three Watch Duty System within the Neath Port Talbot and Swansea Command. As you are already aware this will reduce the establishment levals on station.

Therefore, could you conduct an options exercise to affected personnel in order to request their preferred choice of work location and note the choice made on their pro-formas once they are returned.

Thanks
Karen

Karen Fairhurst
Rheolwr Adnoddau Dynol / Human Resources Manager

& Mewnol / Internal: Ext
& Allanol | External
& Ffon symudol / mobile:

“ Post: k fai qov.uk / &3 Mail
Wefan / Website: www_tancgc.gov.uk / www.mawwfire. gov.uk

gov.uk

Rydym yn croesawu galwadau yn y Gymraeg a'r Saesneg / We welcome calls in Welsh and English.

Rydym yn croesawu gohebiaeth yn y Gymraeg a'r Saesneg - byddwn yn ymateb yn gyfartal i ddau ac yn ateb yn eich dewis iaith heb oedi / We welcome correspondence in Welsh and English - we will respond equally to both and will reply in your language of choice without delay.
C Cymraeg.

Gwasanaeth Tan Ac Achub Canolbarth a Gorllewin Cymru
Mid and West Wales Fire and Rescue Service
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EV14 Letter issued to affected Personnel
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EV15 Options Proforma
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EV16 — Invite for Professional Discussion

Golyrmer am/
Poase ask for:
R Est/Extn. No
E-00sLE -muw
Fy NahylMy Rl
Fich Cyf Yo Ref.
DyodimaiDate 15 October
Dear
CHANGES TO WHOLETIME CREWING SYSTEM
SWANSEA WEST FIRE STATION
| refer to the letter you received dated | ~ advising you that Swansea West

Fire Station is to transfer to the Three Watch Duty System in January

In order to establish the three Crew Managers who will continue to be based at Swansea
West Station, | write to invite you to meet with Station Manager and Station
Manager on Wednesday 22 October at 1200 hours in Swansea
Central Community Room for a professional discussion.

Please be advised that the discussion will be orientated around community safety,
operational response/support activities, and leadership anu management in respect to the
Crew Manager role at Swansea West. A decision will then be made based on the cutcome
of discussions held with each of the Crew Managers, and feedback provided
accordingly.

I would ask thal you confirm your availability as soon as possible by contacting = __
| . at the Service's Human Resources Department by telephone, on 01267
al your earliest convenience.

Yours sincerely
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EV17 — Confirm Three Watch System

Oty ey
Mosse ask he

Ft £t Mo

£ tonE sa

Fy ottty lewt

et Cpt¥onr Rt

Dyddas D 21 November

Further 10 the letter you recelved dated 30 October , regarding the
above, | write to confirm that the offective date of your transfer to the These
Watch Duty System has been confirmed as 02 January You wil be
posted 1o Red Watch.

As stated in the letter you received dated 30 October . you wil be
expecied lo work an average of 48 hours per week, for which you will receive
the appropriate remuneration based on the National Joint Counci for Local

salary will be which is the rate for a Competent Crew Manager

Apart from the above, your terms and conditions will remain as cuthined in the
lelter you received dated 30 October

Directive provides for regulations within Ihe United Kingdom, which draw a
distinction between what s, and what Is not, classified as working time. The
ngulwmsammmwmm.mm
should observe.

The contractual hours will have no effect on the 48 hours limit of
Time Directive, However, and as agreed with the FBU Union,
required to complete the attached opt out agreement should you
undortake additonal work related duties that may incur additional
hours, including duties such as Bank Crewing, Small Fire Uni. overtime
On-Call conlracts,

Please note that is it is important that the Sesvice holds the necessary
regarding any work commitments ite employees have. either within or
of their role within the Authority, in order that it s able o ensure
employees are adhering to the principles of the Working Time Drective, and
where the polential exists for a breach of these regulations the employees are
provided with the opportunity to opt out of the specic restrictions.
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EV16 — Email Evidence to Book Meeting Room

From: Tillman Sarah H.Q, <sd.tillman@mawwfire gov.uk>

Sent: 21 December 2019 09:45

To: HQ Reception HQ. <mail@mawwfire.gov.uk>

Subject: Caer Suite

Good Morning

Could | please book out the Caer Suite from Tuesday 01 January 2019 from 09:00 — 12:00 for the Implementation of the Three Watch System.
Could this booking be a re-occurrence each week with he last meeting booked in for 27 December 2019.
Any problems please let me know

Thank you

sarah

Cofion Cynnes / Kind Regards

Sarah Tillman

Swyddog HR - Pensiynaul HR Officer - Pensions

Adran Adnoddau Dynol / Human Resources Department

Allanal / External: 01267 242639

Estyniad Mewnol / Internal Extension: 5639

Ebost / Email: sd.tillm: cecgov.uk / sd fire gov.uk
Gwefan / Website: www.tancgc.gov.uk / www.mawwfire.gov.uk

Rydym yn croesawu galwadau yn y Gymraeg a'r Saesneg / We welcome calls in Welsh and English

Rydym yn croesawu gohebiaeth yn y Gymraeg a'r Saesneg - byddwn yn ymateb yn gyfartal i1 ddau ac yn ateb yn eich dews iaith heb oedi / We welcome correspondence in Welsh and English - we will respond equally to both and wil reply in your language of choice without delay.

G080 -

{'} ::vPEEs(T)gEg | Platinum

Good Morning Sarah,
Please be advised the room has been booked out as requested.

Thanks

Cofion Cynnes / Kind Regards
[sarah Tillman}

Allanol / Extern:
Estyniad Mewnol / Internal Extension:
Ebost / Em:
Guiefan / Website:

www. tancge gov.uk / www.mawwfire gov.uk
Rydym yn croesawu galwadau yn y Gymraeg a'r Saesneg / We welcome calls in Welsh and English.

Rydym yn croesawu gohebiaeth yn y Gymraeg a'r Saesneg - byddwn yn ymateb yn gyfartal i'T ddau ac yn ateb yn sich dewis iaith heb oedi / We welcome correspondence in Welsh and English - we will respond equally to both and will reply in your language of choice without delay.
You
11 ()
[ f] i 5 W e

INVESTORS it
x} N PEORLE | Platum
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EV19 — Monitoring Outcome of Options Exercise

B C D E F G

No. Surname Forename Address 1 Address 2 Address 3
246
278
308
324
423
447

463

Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Mad
Mad
Maq
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Ma4
Mad
Mad
Maq
Ma4
Ma4
Ma4
M43
M43
M43
M43
M43
M45

TOOPEE PO DPDDEEOIDANPNSEPOONIEOENDE P E®

]
Post Code Subst. Div/Stn Subst. Watch Subst. Role Initials Title

K

s
S
H
pwc

L

Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Miss
Mr
Mr
Mr
Mr
Mr
Mr
Mrs
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr
Mr

M
Received
Yes
Yes
Yes
Yes
Yes
Yes
yes
Yes
Yes

Yes
Yes
Yes
Yes

Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Yes
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EV20 — Weekly Newsletter

@D oo MOO oo g

. Mid and West Walos
FIRE AND RESCUE SERVICE

This Week in Brief M

New shift system goes live at
Port Talbot
The first stage of the planned shift changes at Neath Port

Talbot and Swansea wholetime fire stations came into effect

earlier today (Tuesday 3 June , with the introduction of
a new shifl system at Port Talbol Fire Station. Port Talbot is
the first of the five stations lo change over 1o the new three
watch duty system, with Neath, Morriston, Swansea Central

and Swansea Wesl planned to follow. Click here to read more

about the new duty system which has been implemented as a
result of a joint approach between the Senior Management

Team and the FBU.
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EV21 Grievance Resolution Procedure

Cwsnansrth Thin A A
. Canolbars s Gorlewis Craen

" Mid and West Wiles
e sad Rescus Service

MID & WEST WALES FIRE & RESCUE SERVICE
HUMAN RESOURCES PROCEDURAL GUIDANCE
DOCUMENT (PGD)

HR 6.25, Grievance Resolution Procedures

US -indicates updated section (for Initial circulation/publishing)

1.0 INTRODUCTION

20 GENERAL PRINCIPLES OF GRIEVANCE RESOLUTION
3.0 RAISING A GRIEVANCE INFORMALLY

40 MEDIATION

5.0 RIGHT TO BE ACCOMPANIED

6.0 FORMAL PROCEDURE

7.0 COUNTER CLAIMS/ALLEGATIONS

8.0 VICTIMISATION

9.0 MALICIOUS COMPLAINTS

10.0 COLLECTIVE GRIEVANCE.

11.0 WITHDRAWL OF GRIEVANCE

12.0 RELATIONSHIP WITH DISCIPLINE PROCEDURES
13.0 SUPPLEMENTARY NOTES

14.0 EXEMPTIONS AND DEEMED COMPLUANCE

15.0 REVIEW OF PROCEDURE

Security Classification | N/A
Document Owner Diractor of Resources
Document Author Head of Human Resources
Dats of i1ssue 1 Aprt 2020
Date of implementation | 1 Apm 2020
Version Number 03
Datse of Last Review 19 August 2020
Date Last Amended 19 August 2020
Date of Next Review 19 August 2021
Approval Detalis Director of Resources
Equality Impact HRE.25E1A
Assessment Reference
HR £.25 - Grigvance Resolution Procedures, V8 1
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EV22 Action Points from Meeting
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EV23 Measuring Effectivenss of Change

Response Times

0 || II |I || II ||

Morriston Swansea Central  Swansea West Neath Port Talbot Pontardawe
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Training Matrix Comparison
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EV24 Records Management Procedure

7 Gwasanaeth Tan Ac Achub
4 Canolbarth a Garllewin Cymru

= —
Mid and West Wales

Fire and Rescue Sarvice

MID & WEST WALES FIRE & RESCUE SERVICE
HUMAN RESOURCES PROCEDURAL GUIDANCE DOCUMENT
(PGD)

HR 6.39, RECORDS MANAGEMENT PROCEDURE

US - Indicates updated section (for initial circulation/publishing)

1.0 PROCEDURAL CONSIDERATIONS

2.0 CREATION AND CAFTURE OF RECORDS
3.0 ARRANGING RECORDS (CLASSIFICATION)
4.0 RETENTION PERIODS FOR RECORDS

5.0 DESTRUCTION OF RECORDS

6.0 REVIEW OF PROCEDURE

APPENDIX A - RETENTION SCHEDULE

DOCUMENT INFORMATION

Security Classification MNAA

Document Owner Head of Human Resources
Document Author Head of Human Resources
Date of Issue 01 April 2016

Date of Implementation | 01 April 2016

Version Number 03

Date of Last Review 01 April 2016

Date Last Amended 18 July 2018

Date of Next Review March 2017
Approval Details Director of Resources
Equality Impact HRE.39EIA

Assessment Reference
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EV25 Testimonial Statement

Throughout the change process, Sarah was able to work alongside other stakeholders to
ensure the plan was executed and provide support as and when required. This contributed
to the change in duty system within Neath Port Talbot and Swansea Command being
implemented successfully.

Sarah’s contribution to the change from a HR perspective was:

- Arranging the meeting’s each week and making sure stakeholders were
available to attend.

- Provided administration support by conducting an options exercise with
affected personnel.

- Monitoring the returns of pro-formas whereby individuals stipulated their
choice and recorded all the data in excel to present to the working group for
deliberation.

- Issued contractual correspondence from start to finish to advise individuals of
their workplace and confirm start dates etc.

- Provided advise verbally if individuals telephoned in with a query and was
able to sign-post to guidance available on @Work.

- Evaluated certain KPI's at intervals to make a comparison before and after the
change to ensure the objectives were met and the service provided to the
communities remained unaffected.

Signed:

/€ 742{ sfleentF

Role: HR Manager
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Assessing the Impact of the Change to the Three Watch System

3.1 Measuring the Effectiveness of the Change Process

It is crucial for MAWWEFRS to determine whether the implementation of change has
been successful in meeting the required objectives and determine whether any
improvements can be made. Brandwave Marketing (2016) explain that measuring
change is key as it will ultimately confirm whether the change has hit all the
objectives and the results can feed into future initiatives.

There are common ways in which change is often measured such as Employee
Surveys, Communication metrics, Key Performance Indicators (KPI's) or Change
benefit tracking.

3.1.1 Employee Survey

SHRM (2021) advise that employee surveys are an excellent vehicle for gaining
direct employee insight. Therefore, a survey was issued to personnel into the first
initial twelve-month review of the Three Watch Duty System. Watches and Watch
Members were encouraged to respond to several questions in the survey which
resulted in a combination of responses, which were mainly undertaken by individual
members, except for a few watches who provided a combined response (EV26).

3.1.2 Key Performance Indicators

Wikipedia (2021) define a KPI as “a type of performance measurement used to
evaluate the success of an organisation or of a particular activity (such as projects,
programs, products, and other initiatives) in which it engages”.

The key objective of the Three Watch System was to ensure that the introduction of
the duty system had no impact on the level of service provided to the public. To
determine if this has been successful the service made quarterly comparisons pre
and post change on activities such as response times to an incident, training
matrix’s; training was conducted on day’s off so they should be in compliance and
sickness figures; if they were higher it would be evident the system required
improvement (EV27).

3.2 Analysis of Results

Based on the results of the Survey it was positive to see that over 64.7% of
respondents felt that the Three Watch System a positive impact on work life balance.
The main themes indicated that the level of predictability aided with childcare issues,
it was ‘family friendly’ and provided continuity of training. Additionally, 94.12% felt
this shift to be more productive due to the increase in hours and this was evident as
82.35% felt it was easier to meet station targets.

Nevertheless, there were themes emerging from the results such as the longer hours
can be tiring and there is little recognition given to members who have agreed to
work longer hours and lack of support from Middle Management. This was
disheartening to see as Heathfield (2020) advises that the key elements expected
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from Senior Leaders before and after change is for them to pay attention and to ask
employees how things are going, recognise the human element of change and to
reward the accomplishment of the new expectations.

It was also recognised that employees felt that since the implementation there was
no feedback in terms of statistics; did the system set out to achieve the objectives.

The KPI's provided the reassurance that the shift system set out what it intended to
achieve; the training matrix’s were in compliance as the figures showed they
increased dramatically each quarter in comparison with the previous year and the
change of duty system had no effect on the operational response provided to the
public.

It is evident there are areas which require improvement to benefit both employee
morale and the organisation.

3.3 Communicating the key outcomes to Stakeholders

The outcome of the results from the survey, along with the analysis of results from
the KPI's, were provided to the Senior Management Team to discuss at directorate
level. I highlighted the key areas that required improvement based on the results
from the Survey.

| recommended for a de-brief session to be conducted on each station to provide an
opportunity to share the results found from the implementation of the Three Watch
System and to provide an opportunity for a Q&A session.

| also reiterated the importance of leadership visibility; being visible, available, and
caring, leaders can see and learn if employees need support or help. Since the
implementation of change it appears this has reduced therefore it is imperative to
look at avenues to show support to our staff.

3.4 Evaluation of Performance in Contributing to Change

Due to the nature of my role within MAWWFRS my knowledge of how to manage,
enable and support change management initiatives effectively is limited. Due to the
structure of the service, any change initiatives undertaken throughout the service
tends to be dealt with at Senior Management Level. Therefore, my area of expertise
to contributing to the change was acting as the “facilitator”. | was able to provide
information upon request, provide administrative support, present information to
Stakeholders and evaluate KPI's to determine whether the change had been a
success.

Moving forward | am going to request to attend a ‘change management’ course to

develop my knowledge within this remit. | will also request to participate in future
change initiatives and play more of an ‘involved’ role to gain further experience.
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EV27 — Quarterly Comparisons
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