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Project Initiation Document

Project Justification

Aims and objectives
The aim of this project is to assist Mid & West Wales Fire & Rescue Service (MAWWFRS) in creating a robust and sustainable On Call Sector within its workforce.  This will be achieved by focusing directly on Staff Retention within the sector, which was originally identified as a developing risk during the service’s wider strategic review in November 2016, however, this risk has now steadily become an issue to the Organisation, due to its effect on Appliance Availability, predominantly in Rural Areas.  Its objectives will be:

· To identify and confirm the three most significant issues that have the biggest impact upon staff retention, through research and engagement with both internal collaborative partners and the sector itself (including staff that have already left).

· Attribute a financial cost to the current retention profile and its impact upon the organisation, enabling the project team to justify solutions and any associated costs or investment that may be required.

· Produce a timeline of activities, aligning collaborative partners and actions against each individual solution identified.

· The implementation of the solutions against the key performance indicators, as established during the solution development phase.

Key Performance Indicators:
As established in consultation with MAWWFRS, the Project Team and the Organisation will expect the solutions to realise the following goals:

· An improved level of Appliance Availability for On Call Appliances

· An improved return on their investment (cost of training against length of service)

Rationale 

The Service’s Strategic Assessment & Review (Nov’16) was the On Call Sector, focusing upon the whole sector was conducted in anticipation of significant budget reductions and would be the basis of future reviews and rationalisations in the event of restructuring or cost saving exercises, but due to standstill budgets the need for any change within the sector has not been required.  However, one particular focus area, Retention, stood out as being of particular concern.  

Since 2010-11, of all the On Call leavers from MAWWFRS, 42% have served for 5 years or less (225 personnel), which is a startling statistic and prompts the question, “why is it so high?” and “can MAWWFRS realise a return of their investment?”

Therefore, I propose this project is conducted in order to realise an urgent improvement in On Call retention levels and making it a self-sufficient and sustainable sector.


Resources
MAWWFRS Strategic Assessment and Review of the On Call Sector – this will form the basis of the evidence that will determine the three main issues relating to poor retention to staff with 5yrs service or less.

Internal Collaborative partners/stakeholders – specialist departments such as Human Resources and the Training Delivery Dept, who are directly impacted by this current trend, but who can also provide statistical data on the issues identified, reinforcing the argument to implement proposed solutions.

Labour Turnover Rate for the Public Sector Service statistics – according to XpertHR, giving context to the current attrition rate. (Xperthr.co.uk, 2018)


Business case
Due to the significance of this project and its specific focus upon Retention, it cannot afford to deviate to other related issues associated with the On Call Sector, however if other issues are resolved as a consequence then this will be seen as a positive biproduct.  

Project Team (creation) 
The proposal for a small but dedicated project team to be assigned to create sustainable solutions for the three identified issues and within the timeframe proposed to comprise of:   
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Budget
Currently no resource or budget is allocated for this area of work, also due to 2018/19 budget already being set, the need to resource this is justifiable and consideration needs to be made in releasing reserve funds and proposal to be made to Fire Authority.    

Financial justification of team:

Cost of training a new recruit: 
From initial training, through development to competent (2yrs) = £5,052.17 per FF 
x 225 leavers since 2010-11 =  £1,136,738.25
(on average £227,347 per year on training new recruits who then leave within 5yrs)

Executive Leadership Team to give consideration as to the benefits of this investment against the continued average loss of approx. £227,347 per year 



Potential issues
The decision not to implement project team, but ask personnel to perform project role in addition to their ‘day jobs’ will impact directly on ‘Business as usual’, whilst resulting in timebound objectives not being achieved, also deviating from Retention only brief would also have a detrimental impact upon outcomes.

Potential Benefits

A reduction in On Call Firefighters resigning from MAWWFRS within the first five years, resulting in a greater return on initial investment and a reduction in the gaps in Station establishment figures, therefore realising greater appliance availability.   

Potential Outcomes
The entire project is guided by the need to make the On Call Sector a sustainable and self-sufficient sector, with staff wanting to spend years as an On Call Firefighter within their community, therefore we may realise:

· An increase in the interest to become an On Call Firefighter (FF), due to the improved contractual systems.
 
· More new starters being retained for between 5 to 10 years, due to the improved work v life balance.

· Existing Firefighters wanting to become Operational Managers, as a result of the reduction in admin.

Research Methodology

Due to Retention having already been identified as an issue within the service and the primary reasons widely recognised, not just within my organisation, but across public, private and voluntary sectors alike, the need to research deeply may not be necessary merely a need to confirm what we already know and establishing improvements from the end user themselves, affording the service the justification to proceed with options development, therefore my main research methods will be:

Documentary Analysis - from statistical data already in circulation within the organisation, also known as documentary research method (DSM), it is a method that has had little attention in comparison to other methods, however “Research is about creating new knowledge, whether the disciplines be - history, medicine, physics or social work. The raw material of research is evidence, which then has to be made sense of.  (Gillham, 2000: 2), also “any written material other than a record that was not prepared specifically in response to some requests from the investigator” (Guba and Lincoln, 1981: 228).

Interviews - with prior leavers, as it is flexible and widely used for gaining qualitative information about people’s experiences, views and feelings.  This is supported by McNamara, 1999, who states, “interviews are particularly useful for getting the story behind a participant’s experiences and the interviewer can pursue in-depth information around the topic”.

Quantitative data – used as a secondary data brief used to capture financial costings in order to improve justification for solutions.
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	All Risks and Issues (as identified above) will be contained within Risk Log and entered, also the risk associated with the late implementation of this team is also captured. Early approval will mitigate against this risk and ensure that the outcomes of the project can be effectively implemented.  
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· Over 20yrs Service in Mid & West Wales FRS
· Bi-Lingual
· I attend UWTSD to study for a Masters in Business Administration, focusing in:  

Financial Management
Marketing Management
Consultancy/Project Management

· Shared Vision & Values
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