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LO1: Be able to review and evaluate an organisation’s approach to talent planning 

1.1 Assess how and to what extent the organisation undertakes workforce and talent 

planning.   

Mid & West Wales Fire and Rescue Service (MAWWFRS) understands that workforce and 
talent planning are essential to ensure the organisation has ‘the right people, with the right 
skills, in the right place at the right time’ (Wilkinson and Taylor, 2016 & CIPD, 2021g) 
following a formal approach with procedures in place for Recruitment and Selection (EV1), 
Talent Management (EV2) and Transfer and Promotion (EV3), aligning with the CIPD’s 
steps in the workforce planning process (CIPD, 2020h). These procedures meet the ACAS 
(2021) code of practice and strategic objectives. 
 
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 
(MAWWFRS, 2021a). The five-year 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, 2021c) (EV4). 

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). 

Covering not only senior roles to ensure a smooth transition of duties, but in line with Taylor 
(2019) extends across the whole workforce, 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 followed the traditional approach to succession planning, with a top 
down approach/secretive, managers identifying/nurturing individuals, however in recent 
years has started change/evolve towards the more contemporary approach (Taylor, 2019): 
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Source: based on Taylor, 2019 

 
MAWWFRS has selection techniques (EV2) for senior roles as well as online ability 
tests/assessment centres, competency frameworks during recruitment of wholetime 
firefighters (EV1) and sees the importance of having pools of talent ready to step into roles 
when they become vacant. Open communication/devolution to line managers as well as a 
system that encompasses all, has seen MAWWFRS moving away from the old cliché of 
‘jobs for the boys’. 

 
Source: based on Wilkinson and Taylor, 2016 

 
Successors are identified through a variety of means such as appraisal 
meetings/conversations, transfer/promotion panel held on a regular basis (EV3), as a basis 
for development/workforce planning. 
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Being an emergency service when Covid-19 began it was business as usual but with a 
modified approach. Contingency plans ensured that all business-critical roles were not 
affected, operational responses were maintained and scenario planning (EV5). A Critical 
Incident Team (CIT) covering workforce planning and communication (EV6) aligning to 
Deloitte (2020). Access limited in stations/control limited (EV7). CIT split into four cells (EV8) 
each with specific responsibilities to increase horizon scanning and forward thinking.  

Recruitment/upskilling employees through training needed to be modified to ensure 
coronavirus regulations were adhered to. A temporary change to workplace procedures was 
implemented (EV9). Measures such as reducing the number of recruits on training 
courses/induction days. However, due to an outbreak of coronavirus on a recruit’s course 
was postponed (EV10). 

To manage absence in business-critical roles uniformed personnel in non-operational 
departments were redeployed to cover at stations, should there be absences due to Covid-
19 (EV11). Following a meeting with my line manager to discuss (EV12) it is evident that in 
line with CIPD (2020c) MAWWFRS understands that failure to plan can be damaging to the 
organisation brand/reputation/vision/mission and values (EV13) (Randstad, 2020 & People 
Management, 2017). 
 

1.2 Analyse internal and external information relating to the organisation’s future 

people and skills needs and the availability of talent.  

MAWWFRS Corporate Plan (2020-25) recognises that ‘effective workforce planning, 
together with smarter working practices and the continued streamlining of administration 
processes, will improve efficiency within the Service’. The approach taken will identify and 
maximise the potential of MAWWFRS workforce through ‘effective people management and 
development, maintaining a high performing culture, whilst making the most effective use of 
public funds’ (MAWWFRS, 2021c) (EV14), aligning to the 4 Stages of workforce planning 
(Taylor 2019). 
 
HR SLA (EV15) ensures that the service delivered by HR is fit for purpose and working 
closely with the People Development Department to ensure to employees have access to 
internal/external training, on the job training, coaching/mentoring, work shadowing, 
equipping 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, equipping them with the skills 
and satisfying employees need for change/variety, broadening their experiences within the 
organisation. Training records of all operational employees are recorded through PDRPro, 
ensuring people have the right skills and there is an availability of talent (EV16).  
 
Throughout the pandemic MAWWFRS had to review its organisational goals and strategies 

to ensure Service is maintained (EV17) with a modified approach (EV18). Operational roles 

also changed to assist partner agencies through the National Tri-Partite Agreement (EV19). 

 

Workforce planning at the start of the pandemic saw potential for on-call employees who had 

been furloughed from their main employment to be able to provide more cover. Many were 
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able to increase their availability, allowing for cover during times when stations may have 

many employees isolating or have coronavirus (EV20). All employees that could work from 

home did so, in line with Government advice and CIPD guideline (CIPD, 2020a). A skills 

audit was undertaken in readiness for redeployment of staff to maintain appropriate levels of 

cover (EV21). 

 

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). Recent turnover statistics (EV22), show that MAWWFRS has an issue with 

dysfunctional turnover within the on-call sector with rates approx.13.72% per annum.  

 

Identified as a national issue by Thewlis (2011) 

 

 

External information from the Thomas Review (2015), identified issues with the inflexibility of 
current on-call contracts suggesting Services move away from these to allow more flexibility. 
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 collects qualitative data through tools such as exit interviews and employee 
surveys to identify the reasons for leaving to gather reasons for leaving. 
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Recruitment/retirement profile used for succession planning in light of Covid-19 (EV23) and 

the implications from the outcome of the McCloud Judgement (GOV.UK, 2021), which will 

mean that are potentially for many employees to retire between now and 31st March 2024 

(EV24), resulting in recruitment campaigns. 

1.3 Assess the extent to which current organisational planning activities are 

addressing potential needs 

I can see that a mix of strategies is undertaken to build organisational resilience within 
MAWWFRS. Tools including people analytics/absence statistics, having a change ready 
culture, understanding the changing demographics/expectations and scenario planning 
assist in meeting organisational objectives.  

Aligning to Taylor (2019) (EV25), MAWWFRS recruitment practices are reviewed/updated 
regularly, job descriptions/person specifications, use of competency frameworks, 
ability/personality tests and assessment centres all follow best practice. 

In regard to retention, although MAWWFRS follows good practice in relation to pay and 
benefits, career development, flexibility, employee well-being, employee voice (Thomas and 
Hatcher, 2018) (EV26), which works well for most roles, but there is an issue within the On-
call sector. Ensuring the role is easier to manage alongside the demands of primary 
employment/maintaining a healthy work-life balance. Thus, benefiting not only the employee, 
but a range of stakeholders including their primary employers, the communities they serve, 

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

Difficulties with primary employment or managing a self-employed business alongside

time commitment involved was not replicated in the remuneration received. 

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.
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MAWWFRS management and the Fire Authority who are responsible for the overall budget 
of the Service. 

MAWWFRS follows ACAS code of practices (ACAS 2021) in relation to dismissal, 
redundancy/retirement. MAWWFRS has procedures in place for succession planning and 
use to plan for future retirements following the McCloud Judgment to address the gaps. WG 
advice on responding to Covid was always followed and conveyed to employees (EV27) 

A report in collaboration with Asprie2Be reviewed MAWWFRS response to Covid-19, to 
identify what went well/what didn’t, outcomes and a vision for the future (EV28). This clearly 
shows MAWWFRS’s ability to look ahead and evaluate/review objectives to meet the future 
people and skill requirements. 
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LO2 – Be able to recommend ways to improve an organisation’s approach to talent 

planning 

2.1 Make reasoned recommendations for how the organisation can maintain an appropriate 

number of people with the skills required by the organisation 

Although MAWWFRS follows best practice in its approach to recruitment and talent 
management, my research has shown that the Service still struggles with the retention of on-
call Firefighters (EV22). In line with CIPD (2020b), MAWWFRS benchmarks the cost of this 
turnover, which has a negative effect due to the high initial cost of training, provision of PPE, 
loss of skills/knowledge and the morale/increased workloads of remaining employees.  

Through research from qualitative data gathered from exit interviews / discussions with 
station managers, and surveys undertaken from long-serving staff, the main problems 
seemed to stem from the rigid contracts for on-call under the Grey Book conditions of 
Service. 

Aligning to best practice organisations need to adapt their plans. Current circumstances due 
to coronavirus has provided ‘organisations with an opportunity to review their approach to 
flexible working as well as learn from employee experiences of recent months’ (CIPD, 
2020a). Trying to accommodate individual preferences on working hours/times. 
Research/studies have shown that organisation that adapt their plans can keep a step 
ahead (People Management, 2018).  

Based on analysis I can see that there are several initiatives which may assist MAWWFRS 

in improving retention which will maintain an appropriate number of people with the skills 

required by the Service. 

• Contracts - Look at re-structuring on-call contracts - 25% or 50% on-call availability. 

 

The rigid structure of on-call contracts fixed at 75% and 100% (EV29) was the main reason 

identified during exit interviews as to why employees were leaving the Service, also 

highlighted in the various surveys and discussions. The commitment required to meet the 

hours is challenging and placed a strain on work-life balance, as well as coping with primary 

employment or being self-employed.  

The introduction of 25% or 50% on-call contracts may assist with a work-life balance. 

MAWWFRS struggles with daytime cover in certain stations, these contracts which provide 

lower hours of cover e.g. 30hours may open opportunities to employ individuals who have 

availability during school hours, aligning to CIPD (2020a) in offering flexibility to accommodate 

individual preferences on working hours/times. A more inclusive salary, such as that 

introduced in South Wales Fire and Rescue maybe more representative of the hours required 

therefore, I have put together an example of the payments that this may represent (EV30).  

 

Looking at the labour market many employees may have been furloughed or lost their jobs, 

this may open opportunities to tap into a previously out of reach market, with some now 

considering becoming an on-call firefighter. During the first lockdown many on-call 
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firefighters were able to increase their availability (EV20), which benefitted stations that had 

previously struggled with cover.  

• Reward and recognition – introduce an acknowledgement payment to the on-call 

(similar to old bounty scheme). 

 

Survey’s identified that pay was an issue with retention although the EI’s noted that pay was 

a factor but wasn’t the main issue, however a more guaranteed regular income may assist as 

it could be taken considered with mortgage applications  

 

It was mentioned that a payment similar to the long service bounty payment which was 

removed in 2007, which awarded employees who reached 5,10,15,20 years-service. This 

would be an incentive to remain with the Service as well as acknowledging their 

commitment. I have been working with the Finance Department on costs for this (EV31). 

• Recruitment - review recruitment process to identify opportunities to involve on-call 

staff at a local level. 

 

Survey results indicated that from initial expression of interest, to a recruit starting training 

was considered far too long, noting the lengthy process led to potential recruits losing 

interest. Stations felt that they would prefer more local control of recruitment. It seems to be 

felt that the strongest retention often came by word of mouth around the local community, 

therefore the control of recruitment would allow for this. The roll out of the business 

partnering model currently underway may assist with this. 

• Realistic expectations - better description of role throughout recruitment 
 

An increase in fire prevention has led to a reduction in firecalls across the service, leading to 
a change on the role of firefighters. Partnership working with the Welsh Ambulance Service is 
becoming more common with co-responder contracts, especially in the more rural areas. Many 
stated that the role is not what they expected as a firefighter and there needed to be a better 
description of the role before and throughout recruitment. The introduction of taster days which 
would show the role in a more realistic light may assist as new promotional material to be 
readily available across the services media resources. 
 

• Primary Employment 
 
Many mentioned that their on-call contracts led to issues being released from their primary 
employers. This has become more evident throughout the pandemic, where employers are 
struggling and are seeing that employing an on-call firefighter as detrimental to their 
businesses considering the time away to attend calls/time off when attending courses.  

Those that are self-employed mentioned it ‘doesn’t pay to drop your tools and respond to a 
call to be paid less’. It was generally thought that more could be done by the Service to support 
and thank local employers for releasing staff, therefore initiatives such as re-introducing the 
acknowledgment letters that MWWFRS issued to primary employers as a thank you for 
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releasing staff and other incentives such as business fire safety advice/training may assist 
with the issues encountered. 
 
My research appears to be in line with the Higgs model (2004) which stated two common 

factors  

• Reward – money that an employer will be able to offer to employees 

• Culture – how employees are treated/respected 
 

MAWWFRS seems to be an employer of value, treating employees well but cannot afford to 

pay well due to Public Sector spending cuts, which will be even more evident following the 

pandemic, with public sector pay freezes, tax threshold freezes. 
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LO3 – Be able to contribute to people resourcing activities. 

3.1 Identify and explain the rationale for a specific resourcing activity within the 

organisation.  

MAWWFRS utilises CoreHR for payroll and some HR functions, and the aim was to 

gradually move more HR process across in due course from the Terian system, which had 

been the main HR system for many years. However, during January 2021, the HR 

department was advised that the contract with Terian would cease as of 31st March 2021, 

meaning the data currently held needed to be populated in CoreHR as soon as possible 

(EV32).  

Myself and my line manager have been the main driving force behind this transfer of data, 

ensuring that the relevant team members have access to the areas required as well as 

providing training within the department as well as out in the commands. During this process 

we have identified various tasks that can be undertaken on the system as well as the need 

to introduce further modules such as online timesheets/expenses, recruitment, onboarding.  

However, for these to function correctly there is work required to be done in the background 

to ensure workflows are correct for processes to work efficiently. Due to the numerous 

movements across the Service, this would be a continuous task, as well as having time to 

develop the system to its full potential which would streamline the current bureaucratic 

systems in place, benefitting a number of stakeholders across the Service which aligns with 

the strategic aims in the Corporate Plan (EV32) (MAWWFRS, 2021c). Therefore, it was 

decided that there was a business need for a role dedicated to this which would be beneficial 

in the interim. 

3.2 Agree roles and responsibilities with other contributors to the activity.  

Due to my knowledge and use of the system and my involvement with the introduction of 

future modules, it was agreed that my role was to assist my line manager with the design of 

the job description and person specification for the new role. I would then liaise with the HR 

adviser to place the advert on the website and agencies used by MAWWFRS. I would then 

be part of the shortlisting and interview and selection process in due course. 

3.3 Identify organisational procedures and legislative requirements which underpin 

the activity.  

The development of the CoreHR system is underpinned by one of the strategic aims of the 

Corporate Plan (2020-25) - our future, which is to develop IT platforms that can streamline 

the processes as well as reducing the carbon footprint of the service (EV33) (MAWWFRS, 

2021). Due to licencing issues the current system Terian was ceasing. Having HR data held 

in one system that is linked to pay, time, recruitment, training, rostering would mean a 

reduction in paperwork, time and budget savings. As a dedicated HR/payroll system CoreHR 

meets all the requirements of GDPR as well as statutory requirements of HMRC. 
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MAWWFRS recruitment procedure would be followed in to fill the role (EV1) which follows all 

the legislative requirements for recruitment in line with Daniels (2019). 

3.4 Plan and prepare for agreed role, ensuring the availability of any materials or 

resources required.  

Myself and my line manager met to discuss what duties we thought the new role would 
entail, the timescales of when the role would be needed, the length of the contract (EV34). 
This gathering of information as to what skills and experiences are required for the role 
follows good practice, aligning to Wilkinson and Taylor (2016). This job analysis is the 
collecting of information from a range of sources about the role, duties/responsibilities, skills, 
expectations, tools, interactions, and environment will and how these fits in organisational 
structure (CIPD, 2020e). We also discussed what personal attributes would be required to 
undertake the role, listed as either essential or desirable (CIPD, 2020e). 
 
We also spoke about the grade, and it was decided that in line with the IT systems 

administrator that it would be a grade 6 (EV35). Discussions were held with the Head of HR 

and the Finance Department responsible for budgets and this was agreed. The role would 

initially be for 6 months and then assessed to establish whether there was a need to extend. 

 

3.5 Undertake agreed role in a timely and accurate manner, in line with organisational 

procedures and legislative requirements.  

Following our meeting and gaining agreement on the grade and duration of the contract, I 

noted the tasks we’d discussed (EV35) as well as the person specification and structured 

them into the job description/person specification standard templates (EV36 & EV37) the 

Service uses (MAWWFRS, 2021a), which align to Taylor (2019) traditional approach model. 

Due to the nature of the role a standard DBS check would be sufficient as the role was not 

working with children or vulnerable adults. The job/person specification will be used as a tool 

when compiling job advertisements and to assess if they have the criteria required for the 

role to ensure the best fit possible of the candidate to the role (CIPD, 2020e). 

 

I forwarded the information to my line manager to gain approval (EV38). The role was to be 

advertised as soon as possible, therefore as soon as I received confirmation from my line 

manager (EV39), I then liaised with the HR Adviser in to commence the process (EV39). The 

advert was then placed on MAWWFRS website under current vacancies (EV40) as well as 

with the agencies used. 

Although the activity has not yet been completed, once all applications are received, 

candidates have been shortlisted by scoring them against a matrix. Notifications will be 

issued to those that have been selected to invite them to interview. 

Interviews will be held in a structured way and include competency-based questions such as 

to provide examples of how an individual has demonstrated certain competencies or 

scenario-based questions. This will allow a candidate to be assessed on their ability to 

perform the role, explain the role/organisation and gives the interviewee a chance to 
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understand the role/responsibilities, ask questions in order to ascertain if they would take the 

job if offered (CIPD, 2020e). 

3.6 Reflect on the effectiveness of the resourcing activity in meeting required 

objectives and report back to stakeholders 

Reflecting on the activity I am pleased that I was able to use my skills and knowledge to 

successfully in order to contribute to a resourcing activity by creating a job description and 

person specification that met the criteria as well as liaising with the relevant stakeholders 

during the process. 

I was pleased that I ensure that all legislative requirements were met as well following 

organisational procedures. It was pleasing to see the advert on MAWWFRS website 

(MAWWFRS, 2021b) and to know that individuals have enquired, as well as applied for the 

position, which I was able to report back to my line manager (EV41). My confidence in this 

area has grown and I’m looking forward to putting my skills, which align to the CIPD 

profession Map (2018) to use in the future to continue to assist stakeholders. I’ve realised it 

is a role that I would like to pursue further if an opportunity arose. I am looking forward to 

being part of the shortlisting/interview process (CIPD, 2020f) in the coming weeks and 

appointing the successful candidate. 
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EV32 (Cont…) 
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