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1.0 Background Information  

 

Mid & West Wales Fire and Rescue Service (MWWFRS) operates 58 fire stations across 12000 square 

kilometres of Wales, employing around 1,300 employees. MWWFRS’s vision is “to be a World Leader 

in Emergency Response and Community Safety” (MAWWFire, 2020a). To do this, their role is to 

deliver proactive and reactive fire and rescue services to the people of Mid and West Wales 

(MAWWFire, 2020b). 

 

The Human Resources (HR) function aims to provide high-quality responsive support and advice to 

employees and stakeholders on HR related issues (MAWWFire, 2019a). 

 

In 2016, the Service appointed Eversheds Employment Law Specialists to undertake a review of the 

HR provision. The subsequent report outlined that the HR team is functioning with reduced skill sets 

(the norm in most businesses is 1 HR Professional to 100 staff, ratio for Service 1:216) and that there 

is excessive manual intervention and transactional activities (MAWWFire, 2019b). As a result, the 

current HR structure is being forced to provide a reactive service, rather than proactive service. As 

outlined in EV01, a proposed change of structure within the HR Department aims to address this 

issue.  

 

1.1 Reasons for Change 

 

In line with the outcomes of the report by Eversheds Employment Law Specialists, and proposed 

transformation within the HR function, elements of the On-Call recruitment process will be 

delegated out to County Command Officers whom will take on more responsibility with the process, 

rather than sole responsibility lying with the HR team. On-Call recruitment is currently a full-time 

role for one individual, therefore all other HR duties become reactive, and as such, because of the 

reallocation of responsibility, efforts can be realigned within the HR department.   

 

It has become apparent from communications with those involved in the recruitment process, that 

they would like more involvement with the process (EV02), and feel how certain elements are 

irrelevant, or cause a hinderance when completed by others (EV03). Taking this on board, this 

become another reason why changes to the recruitment process have been considered.   

 

After meeting with Management and relaying the views of others, a decision to proceed with such 

change was agreed, and by using Peter Drucker’s SMART approach as explained by Mindtools (2019), 

realistic targets and objectives for the change process could be set and achieved (EV04).  

 

As suggested by McCullough (2019) the benefits of such change include skills growth for employees 

such as County Command Staff who will now be responsible for elements of the recruitment 

process. It also allows for personal development especially for myself whose role fully revolves 

around On-Call Recruitment, whereby I am now able to experience different HR functions. Following 

on from EV02 and EV03, it is apparent that people become frustrated with the process and the work 

that was involved, therefore by making such changes, employee morale should improve and be 

more inclined to contribute to the process.  



 

 

1.2 Impacts of Change  

 

The On-Call recruitment process involves and requires the cooperation of several 

Departments/Roles to be successful and as previously mentioned, such changes to the process with 

impact on these. Project Manager (2021) defines a stakeholder as “an individual, group or 

organisation that is impacted by the outcome of a project”.  

 

EV05 addresses that the Human Resources Department, Training Delivery, and County Command 

Officers are key players in the change process as the change is going to impact them the most. It was 

identified that the Executive Leadership and Trade Unions should be ‘kept informed’ of such 

changes, to assist employees who may feel aggrieved by such changes. Even though the Purchasing 

& Supplies team, Occupational Health, and the Fitness Team, are required to assist in the Point of 

Entry process, it was identified that changes to the process would not directly affect them. With 

candidates already in the recruitment process, they will need to be ‘kept informed’ of the changes, 

with the new process clearly communicated.   

 

In terms of resources, the change is to be made to the Point of Entry Selection test process, 

therefore it was confirmed that no additional resources would be required, instead the change will 

have an impact of department responsibility (EV06). However, after discussions, it was identified 

that in the initial stages of change, a short-term release of staff from their current roles to 

participate in further training and development may be required.  

 

1.3 Managing Change  

 

Mindtools (2021) suggests that change is a four-stage process, whereby the first two stages of 

change needs to be: 1) understood and 2) properly prepared for, to be implemented successfully.  

 

1.3.1 Change Plan  

 

A change plan sets out the requirements of the organisation in enabling them to meet their 

objectives for change. Bridges (2018) suggests a change management plan “defines activities and 

roles for managing and controlling change when executing a project”.  

 

To successfully implement the proposed changes to the On-Call Recruitment process, a meeting was 

arranged and held with representatives who are involved in the recruitment process, and a change 

plan developed (EV07) clearly outlining the reasons for change and the objectives to achieving the 

desired outcome. This also included a communications strategy which will be used to target all 

communications throughout the process, and the timings of such communications, with the aim to 

engage and motivate employees (EV08).   

 

Horn (2009) explains that the Gantt chart is used for planning and communicating the timeline of a 

project. The Gantt chart is representative of the tasks and amount of time each task should take. I 

have learnt that as an individual, I work best through visuals, therefore decided to develop a Gantt 

chart to reflect the upcoming change highlighting the key milestones (EV09). 

 

Finally, the change plan consisted of an ‘action plan’ whereby resources and associated costs could 

be specified (EV10).  



 

 

1.4 Approval of Change  

 

Once all parties had agreed on the change plan, it was firstly communicated to the Executive 

Leadership Team for approval (EV11). As per the request from ELT, the plan was issued to the Trade 

Unions in case anyone in the process had any concerns which needed to be addressed (EV12).  

Following this, a copy of the plan was issued via Heads of Department, to those who will be 

responsible for elements for the recruitment process, along with the Service’s Occupational Health 

provider, Insync Corporate Healthcare Ltd., before being issued Service-wide via memo.  
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EV04 

On-Call Recruitment 

Microsoft Teams  

04 February 2020 @ 10:00 hours  

 

04/02/01 Attendees: Mark Miles – Head of Human Resources 
                     Karen Fairhurst – Human Resources Manager 
                     Steve Rees – Human Resources Manager  
                     Rachel Thomas – On-Call Recruitment Advisor  
 

04/02/02 Objectives for Change  
 
Specifics  

• Free up HR departmental staff realigning responsibilities to 
departmental responsibilities – assisting with transformation and 
Support Service function.  

• Realigning responsibilities of Command Staff to that stated within 
their job descriptions. 

• HR involvement in the On-Call recruitment process will be minimal 
– processing of applications and issuing of contractual 
information.  

• County Command Staff to liaise with candidate to arrange Point of 
Entry Selection Tests within Command and attending Testing 
Sessions.  

• Training Delivery to conduct two testing sessions per Testing Day 
– am and pm. 

• Purchasing & Supplies to attend testing sessions to conduct kit-
sizing for the appropriate PPE. 

• Create a plan for change. Identify areas of resistance and how to 
overcome this.  

 
Measurables 

• Length of the recruitment process – should decrease as less stages 
involved 

• Service statistics – turnover, number of new starters 

• Employee satisfaction – surveys, feedback  

• Candidate satisfaction – surveys, feedback  
 
Achievable  

• Stakeholder analysis – determine who is involved in the 
recruitment process and how the changes may impact on them 

• Communication analysis – determine the best communication 
methods so everyone is notified of the changes 

• Proposal set out to ELT/SLT/CIT for approval  
 
Relevant  

• Liaise with South Wales and North Wales FRS to see how they run 
their On-Call recruitment processes 

• Review whether the Service has conducted such changes before – 
utilise this information for this change process  



 

 
Time-bound   

• The initial planning stage should be completed by 31 March 2020, 
with proposal going to ELT/SLT/CIT during April’s meetings 

• Upon approval, discussions with all parties to address new process 
moving forward, by 30 April 2020 

• Training Delivery Calendar should be issued to HR, County 
Command Officers, Fitness Team, Purchasing & Supplies by 30 
April 2020 

• Training Delivery Calendar to be issued to Insync Corporate 
Healthcare Ltd. to schedule pre-employment clinics, by 30 April 
2020 

• New process to start 01 May 2020 

 

Signed:   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

EV05  

Stakeholder Influence/Interest Matrix 

For each key stakeholder, characterize them using the following stakeholder influence grid. 

In
flu

en
ce

 

High Keep Satisfied Key Players 

Low Minimal Effort Keep Informed 

Low High 

Level of Interest 

 

Stakeholder Grouping 

Using the Stakeholder Influence/Interest Matrix, complete the table below. This will help determine 

stakeholder’s grouping for change communications.  

Stakeholder Name 
Influence 

Level 
Level of 
Interest 

Stakeholder Grouping 

Human Resources High High Key Players 

Training Delivery Department  High High Key Players 

Purchasing & Supplies  Low Low Minimal Effort 

Fitness Team Low High  Keep Informed 

Occupational Health Provider Low High Keep Informed 

County Command Officers  High High Key Players 

Executive Leadership Team  High Low Keep Satisfied 

Trade Unions  High Low  Keep Satisfied 

External Candidates  Low High Keep Informed  
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EV07  

Change Plan 

Created by Mark Miles – Head of Human Resources 
Karen Fairhurst – Human Resources Manager 
GM Gail Smith – Head of Training Delivery  
GM Sean Lloyd – Head of Service Delivery  
Rachel Thomas – Human Resources Assistant – On-Call Recruitment  

Date 15 February 2020  

Version 2.0 

 

Vision and Objectives 

Realignment of responsibilities within the HR Department with reference to the devolvement of 

On-Call recruitment to County Command Officers in Powys, Ceredigion, Pembrokeshire, 

Carmarthen, Neath/Port Talbot and Swansea.  

 

The Human Resources Department will be responsible for collating all the submitted application 

forms onto a system, shortlisting against the set criteria and inviting candidates to the next stage 

of the process if successful. The arrangements of references, medical and DBS check will also 

remain with the HR Department.  

 

County Command Officers will be responsible for meeting the candidates to carry out the initial 

application documentation. Conduct structured interview and ability assessment within County 

Command prior to candidate attendance at the Practical & Physical assessment held at one of the 

Service’s Training facilities.  

 

The Training Delivery Function will split the day into two sessions to accommodate smaller group 

numbers: 08:30 hours and 13:00 hours. Numbers per session to be reduced to 6 per session.  

 

All other elements will remain as per the current process.  

 
To achieve this, the below outcomes must be met:  

• Review of current job descriptions and responsibilities of those involved in the 
recruitment process  

o Create new Job Descriptions where and if required  

• Provide training and educate County Command Officers on new responsibilities. Realign 
responsibilities of County Command Officers to that specified in Job Descriptions.  

o Provide interview training if required  

• Implement a communications strategy  
o Cleary communicate responsibilities of departments within the On-Call 

recruitment process  

• Monitor and evaluate the change  
 

Activities to achieve objectives (attach Gantt chart) 

 
To achieve this, the below outcomes must be met:  



 

• Review of current job descriptions and responsibilities of those involved in the 
recruitment process  

o Create new Job Descriptions where and if required  

• Provide training and educate County Command Officers on new responsibilities. Realign 
responsibilities of County Command Officers to that specified in Job Descriptions.  

o Provide interview training if required  

• Implement a communications strategy  
o Cleary communicate responsibilities of departments within the On-Call 

recruitment process  

• 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 Fire Authority publishes a five-year Strategic Plan, outlining the strategic vision for Mid and 
West Wales Fire and Rescue Service over a five-year period. Out of the seven priorities listed for 
2016 – 2021, the plan has a clear focus on improving the safety of the communities throughout 
Mid and West Wales, whilst also ‘empowering our staff, ‘making better use of our resources and 
assets’ and ‘communication and engagement’ (MAWWFire, 2016).  
 
Within each five-year cycle, Annual Action Plans provide an analysis of the specific areas of 
improvement that the Authority have identified. A recurrence within such plans is to ensure 
sufficient crewing in all Fire Stations situated within Mid and West Wales area, with the intention 
of utilising our resources within other areas of the Service.  
 
In 2016, the Service appointed Eversheds Employment Law Specialists to undertake a review of 
the HR provision. The subsequent report outlined that the HR team is functioning with reduced 
skill sets (the norm in most businesses is 1 HR Professional to 100 staff, ratio for Service 1:216) 
and that there is excessive manual intervention and transactional activities (MAWWFire, 2019b). 
As a result, the current HR structure is being forced to provide a reactive service, rather than 
proactive service. 
 
According to Service statistics, the turnover rate for On-Call Firefighter roles was 13.15% for the 
years 2018 – 2019, some 5% higher than other sectors of the organisation. As such, the Service 
cannot lose focus on its recruitment efforts which has become a constant, rather than using the 
approach of a singular campaign.  
 
The realignment of responsibility to County Command Officers, should provide ample opportunity 
for personal development within their roles and ensure that job descriptions are being met. Due 
to the increase in demands, this may cause a delay in output and have subsequent knock-on 
effects moving forwards.  
 

People affected  

 
Stakeholders for this have been identified as:  

• Human Resources Department  

• Training Delivery Department  

• Purchasing & Supplies  

• Fitness Team  

• Occupational Health provider – Insync Corporate Healthcare Ltd.  



 

• County Command Officers – Powys, Ceredigion, Pembrokeshire, Carmarthenshire, 
Neath/Port Talbot and Swansea 

• Executive Leadership Team  

• Trade Unions  

• External Candidates  
 

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

 
The change will:  

• Realign responsibility for recruitment from the HR function to County Command Officers 

• Impact job roles due to the increase in workloads. Job roles may need to be 
adapted/changed in accordance with demands.  

• Free-up the time of the HR Assistant to provide a proactive HR service, rather than 
reactive. 

 

Roles (project manager, sponsor, team members) 

 
The following roles have been identified to assist with the change to the Point of Entry Selection 
process: 
 

• Project Manager – will be responsible for the development and delivery of the change. 
The change will be overseen by Group Manager Sean Lloyd, Head of Service Delivery.   

• Communications Manager – all communications will be issued via internal sources. Will 
be required to attend meetings relating to the change, and issue regular updates via the 
Service’s internal website, @Work.  

• Change Practitioner – will follow change activities and monitor accordingly 

• People Managers – As a result of the change, employees may feel aggrieved by the 
changes, therefore will need to manage those involved, providing necessary information 
and support throughout 

• Impacted Employees – will require regular communication and support throughout the 
process  

 

Communication strategy (attach communication plan, list of change champions) 

 
A communication strategy has been created and will be taken into consideration throughout the 
change process.  
 

Support to be offered  

 
Human Resources to sit with County Command Officers to go through recruitment process, in 
particular, the structured interview and ability assessments elements of the Point of Entry 
Selection Tests for On-Call Firefighters. 
 
ACAS interview training to be arranged for Watch Managers who are not yet competent.  
 
Meetings to be arranged fortnightly between: Human Resources, County Command Officers and 
Training Delivery. Opportunity to provide feedback on the process (pros and cons).  
 
Feedback of recruitment process to be gathered from external candidates using a survey issued as 
part of the induction pack for Initial Recruits courses.  
 



 

Timings and milestones (see Gantt chart) 

 
A Gantt Chart has been created to plan the timeline of the change process. It is representative of 
the tasks and amount of time each task should take.  
 

Resources required, including cost (equipment, time, people, materials, guidance) 

 
An action plan has been drafted to highlight any additional resources, costings and people 
requirements to implement the new recruitment process.  
 

Monitoring activities 

On-Call Testing sessions take place on a three-monthly basis. On-Call Initial Recruits Courses take 
place eight weeks after the scheduled testing sessions. Based on this, a measure of success will be 
the number of successful candidates who have been processed within the required timeframe 
(testing session to course).  
 
The success can also be gauged through feedback from external candidates who are in the 
recruitment process.  
 

Success Measures 

 
The use of KPI’s within the HR department will gauge whether the realignment of responsibility 
has provided ample opportunity for further HR elements to be addressed.  
 
Feedback from those involved in the recruitment process will contribute to assessing how 
successful the change has been, and any further changes that need to be made.  
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

EV08 

Communication Strategy  

Company Profile  

Mid & West Wales Fire and Rescue Service (MWWFRS) operates 58 fire 

stations across 12000 square kilometres of Wales, employing around 

1,300 employees. MWWFRS’s vision is “to be a World Leader in 

Emergency Response and Community Safety” (MAWWFire, 2020a). To 

do this, their role is to deliver proactive and reactive fire and rescue 

services to the people of Mid and West Wales (MAWWFire, 2020b). 

Issue  

In 2016, the Service appointed Eversheds Employment Law Specialists 

to undertake a review of the HR provision. The subsequent report 

outlined that the HR team is functioning with reduced skill sets (the 

norm in most businesses is 1 HR Professional to 100 staff, ratio for 

Service 1:216) and that there is excessive manual intervention and 

transactional activities (MAWWFire, 2019). 

The proposed change is to move to an alternate service delivery model 

which could be used within MWWFRS, aligning the attentions of the HR 

department to strategic matters, rather than transactional activities. 

Changes to a business partnership model, will delegate tasks to other 

areas of the Service, particularly the On-Call recruitment process.  

Research  

Based on the demographic of those who assist with the recruitment 

process, along with their length of Service, this has been identified as a 

weakness to the possible change. These individuals are used to current 

processes and practices, and therefore may show reluctance to 

change. There is also the possibility that these individuals will be 

reluctant to share their knowledge with others, and not willing to learn 

new things.  

 

Previous change initiatives within the Service highlight that employees 

like to be kept informed with all changes which may have an impact on 

their role.   

Communication 
Objectives 

The aim of communication for this change is to: 

• Provide clear justification of the reasons for transformation 

• Highlight how the realignment will improve working practices 

• Address the requirements of staff throughout the change 

process  

• Clearly address the timeline for change  

Audiences Communication of change will need to be broadcast to the following:  

• Executive Leadership Team  

• Trade Unions  

• Human Resources Department  

• Training Delivery Department  

• Purchasing & Supplies  

• Fitness Team  



 

• Occupational Health provider – Insync Corporate Healthcare 
Ltd.  

• County Command Officers – Powys, Ceredigion, 

Pembrokeshire, Carmarthenshire, Neath/Port Talbot and 

Swansea 

• External Candidates – those who are currently in the 

recruitment process, and new candidates  

Key Messages The key messages to be communicated are:  

 

• The benefits of changing the On-Call recruitment process 

• How the new recruitment process will operate 

• Provide opportunity for feedback  

• The reasoning behind making the changes to the recruitment 

process – HR transformation & requests from County 

Command Officers  

Tactics/ Channels Announcement  

Messages to be delivered by Senior Managers and Staff in local team 

meetings. (with Commands)  

Departmental bulletin to the wider Service. 

Change will impact HR and County Command Headquarters, line 

managers to arrange time to discuss concerns and gain feedback.  

 

The transformation will impact dramatically on ways of working, 

therefore need to ensure announcement of the change does not clash 

with any other major service event.  

 

Transitional arrangements – regular briefing notes issued to senior 

managers on the development of the changes. 

Regular updates via memos to the wider Service 

@Work – Service intranet 

Updates on Service noticeboards 

Informal discussions   

Risk Risks include:  

• Staff morale – possibility of employees going on sick 

• Annual leave – finding time to get the work completed 

• Organisational culture  

• Unable to locate necessary systems to implement change  

• Senior Managers 

Measurement Feedback during staff meetings – departmental/ one-on-one  

IDR’s  

Email – Read receipts  

@Work – Service intranet  

Number of tasks delegated to County Command Officers  

KPI’s  



 

Review  Review regularly to ensure objectives are being met. If not, potential to 

change objectives as the change progresses.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

EV09 

Change Timeline  

 

 

 

 

 

 

 

 

 

 

 

 

 



 

EV10 

Action Plan 

Meeting to discuss requirements 
of Change – Change Plan  

Required time of:  
2 x Group Managers 
1 x Head of Human Resources 
1 x Human Resources Manager 
1 x Human Resources Assistant  
for approximately 7 hours  

Approx. £776.72 

ACAS Interview training  Required time of:  
20 x Watch Managers – to attend training  
HR Assistant – skills analysis & arranging training  
 
Cost of External Training Instructor  

Approx. £2847.43 

 

EV11 

 

EV12 



 

Implementation of a New Recruitment Process 

 

2.0 Change Model  

 

Change models have been identified as an effective tool when looking at implementing change 

within an organisation. Kurt Lewin’s Change Management Model refers to a three-stage process of 

change, described as ‘Unfreeze, Change and Freeze’. Lewin suggests “Motivation for change must be 

generated before change can occur” (Mindtools, 2020a), implying that by looking at change as a 

process with three distinct stages, preparation can be made in readiness for transition, making the 

necessary changes where required, so the change will sustain.   

 

By using Lewin’s change model, the change process was broken down into three manageable stages:  

 

2.1 Implementation 

 

By using the agreed Change Plan (EV07) we were able to implement the necessary changes to the 

On-Call Recruitment process. Due to the coronavirus pandemic and the subsequent Government 

guidance, unfortunately we were unable to follow the proposed timeline of events. As a result, all 

activities proposed after 23 March 2020, along with all recruitment activities, were placed on hold 

until advised that it was safe for individuals to return to the workplace, and for such activities to 

continue.  

 

At this point, approval of the proposed change had been received by ELT and Trade Unions, and we 

were therefore able to continue the process from this point onwards. Guidance was regularly issued 

by the Chief Fire Officer (EV13), listing the necessary adjustments the Service would be required to 

make. 

 

A meeting was arranged by Head of Service Delivery, Group Manager Sean Lloyd on 15 July 2020 

(EV14) who clearly outlined how the On-Call recruitment process would continue during such time. It 

was agreed that the proposed changes would be introduced with immediate effect. Meetings with 

candidates would now be conducted via telephone or Microsoft Teams, and the requirement to 

wear appropriate personal protective equipment (PPE) would be essential during physical testing 

where social distancing could not be achieved.  

 

Unfreeze 
Reviewing the current process and identifying the need for 
change. Consulting with the necessary parties to gain approval 
and planning how to implement such changes. 

Change 
Implement the proposed change, provide guidance and regular 
communication to all involved, as well as the wider audiences. 
Adaptations to the proposed plan may be needed. 

Refreeze 
When comfortable with the change, ensure that all resources 
in place to sustain for future. 

 



 

Regular communication: As we were no longer following the proposed timeline of activities, weekly 

communications were emailed to all stakeholders to ensure the messages were consistent. This 

information was also uploaded onto the Service’s intranet @Work, and Microsoft Teams pages 

(EV15).  

 

I was tasked with making the necessary arrangements with County Command Officers, whereby I 

would provide training on the requirements for the assessments, and the requirements of them in 

the recruitment process. Therefore, Microsoft Teams meetings were arranged for this to be 

completed (EV16).   

 

2.2 Information and Support to Stakeholders  

 

By using the Stakeholder Map (EV05), I was able to establish the communication requirements for 

each stakeholder identified, and could therefore provide the following support and information 

throughout the change process:  

 

•  I created a Gantt Chart (EV09) that broke down the change process into individual tasks that 
needed completing, along with a timescale for the project to ensure that the project 
remained on track. Following discussions on 15 July 2021, a revised Gantt Chart was made 
available to all stakeholders (EV17).  

• I scheduled fortnightly meetings with each of the stakeholders (EV18) whereby updates 
could be provided as well as providing an opportunity for concerns and feedback on the 
process to be raised and addressed. Due to the pandemic, these meetings took place over 
Microsoft Teams.  

• Service procedures were updated to reflect the change in recruitment process, and an 
‘Employee Relations Update’ was issued via email to all employees with a link to access the 
necessary information. This was also available on the Service’s internal website @Work.  

• Regular communication with the workforce was achieved via weekly updates/memos on the 
Service’s internal website @Work, and via the HR newsletter issued to all users by email 
(EV19).  

 

2.3 Techniques to Maintaining Positive Working Relationships  

 

Sources such as Mindtools (2020b), Balance Careers (2020) and Inam (2018) suggest that a 

combination of trust, communication, appreciation and respect, positivity, and gratitude build good 

and effective working relationships. Taking this into consideration, the following techniques were 

used:  

 

Open Communication  

Due to restricted access to Service premises and the inability to hold face-to-face meetings, a 

Microsoft Teams ‘page’ was created (EV15) whereby information could be uploaded and accessed by 

all members of the group. This included minutes, and any additional information that was felt would 

be beneficial. This also allowed for virtual meetings to be held.  

 

Trust 



 

MAWWFire has encouraged a sense of trust amongst employees because of the pandemic. With 

much of the workforce being encouraged to work from home, line managers are relying on 

employees to complete their day-to-day roles from home and make decisions for themselves rather 

than relying on others. As an organisation during such time, the Service is relying on its employees 

that when carrying out written assessments and interviews, they abide by Welsh Government 

guidance (EV20).  

 

Listening  

Stakeholders have been encouraged to provide feedback throughout the change process and have 

been encouraged to provide constructive criticism. MAWWFire have listened to employees where 

concerns have been raised regarding the pandemic and work-life balance, allowing more flexibility to 

its employees in terms of working outside of the core hours because of childcare (EV21). Where 

concerns have been raised in relation to the new recruitment process, discussions have been held to 

determine the best way to move forward and the best approach to take.  

 

Eliminating Conflict  

Employees were given the opportunity to raise any issues via the Grievance Resolution Procedure 

(EV22).  

 

2.4 Monitoring and Measuring the Effectiveness of Implementation  

 

The implementation of the change was continually monitored by the Change Practitioner, who was 

able to identify issues and rectify them along the way. This resulted in minimum impact to the 

revised timeline of events.  

 

Using KPI’s recorded by the HR Department, comparisons in relation to the work completed, were 

able to be made (EV23). Due to the pandemic, and restriction of access to the office, the workload 

has increased dramatically, and therefore this change has allowed me to assist my colleagues who 

are struggling with the amount of work coming into the office.  

 

2.5 Records Management  

 

In accordance with the Service’s Records Management Procedure (EV24), the following will be 

recorded and kept in line with GDPR guidance:  

 

• The Change Plan and associated Communications Strategy, Gantt Chart and Action Plan used 
for this change project, along with the agreement received by ELT  

• The record of agenda’s and minutes from the fortnightly meetings with Stakeholders, signed 
off 

• Feedback from Stakeholders 
 

2.6 Analysis 

 

Overall, under the circumstances, I believe that working in conjunction with the identified 

Stakeholders, the change plan devised was implemented successfully, albeit, rushed. As per Lewin’s 

Change Model, we had a clear plan for change set out, implemented the necessary changes when 

safe to do so, and continue to monitor the process, ironing out any issues as they arise. 
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Week 13 

(05/07/2020)

Week 14 

(12/07/2020)

Week 15 

(19/07/2020)

Week 16 

(26/07/2020)

Week 17 

(02/08/2020)

Week 18 

(09/08/2020)

Week 19 

(16/08/2020)

Week 20 

(23/08/2020)

Implementation

Agree implementation approach 

Carry out skills analysis of employees 

Arrange necessary training if required 

Arrange time for HR to go through requirements 

Change Completion 

Communications/ Time for feedback

Review 

Analysis of new receruitment process

Communications/ Time for feedback
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Assessing the Impact of Change 
 
3.0 Measuring the Effectiveness of Change  

 

To establish whether the change has been successful, organisations can assess the outcome against 

their set objectives to determine whether any further changes are required. Prosci (2020) suggests 

that change management can be assessed from three different perspectives: organisational 

performance, individual performance, and change management performance.  

 

Techniques of measuring and monitoring change can be qualitative or quantitative. CIPD (2019) 

explain that quantitative data can be measured and illustrated through numbers such as surveys 

and questionnaires, whereas qualitative data can’t be measured and often represent an 

individual’s view or opinion from interviews and focus groups. 

 

3.1 Key Performance Indicators (KPI’s)  

 

KPI.org (2021) define KPI’s as “critical (key) indicators of progress toward an intended result”. KPI’s 

allowed for decisions to be made throughout the change process, looking at strategic and 

operational improvements. One of the objectives for the realignment of responsibility, was to allow 

the HR function to provide a proactive HR service, rather than being reactive to situations. KPI’s are 

recorded monthly to provide an overall annual review on the areas within HR (EV23). This allowed 

for analysis and comparisons to be made to ensure that the new process has benefited the HR 

function.  

 

3.2 Stakeholder Feedback  

 

Creating a Microsoft Teams page for all stakeholders, provided a virtual platform in which 

stakeholders could provide comments and feedback on the process, and offer views on how the 

process could be improved. Following on from these comments, a survey was issued to all 

stakeholders involved in the recruitment process to gauge and formulate conclusions.  

 

The University of Kent (2020) agree with this, suggesting that Stakeholder feedback “involves you 

receiving feedback from people whose view are considered helpful and relevant … from clients, 

customers or stakeholders”.  

 

During our fortnightly meetings, included in the agenda was time that allowed and encouraged 

stakeholders to participate in proving feedback, which over time, provided a range of responses. 

Should any issues arise, all were encouraged to provide suggestions to overcome such issues. By 

promoting this, further consideration was given to the current processes being undertaken, whilst 

determining whether a different approach would be beneficial.  

 

Those who the change has impacted upon, were encouraged to respond to the survey issued.  

 

3.3 Analysis  

 

The survey was issued to around 50 people, of which, we received 38 responses (EV25). Research 

suggests that the key to successful change is communication, 82% of respondents were either very 



 

satisfied or satisfied with the levels of communication the Service issued during this change. 63% of 

respondents suggested that the new recruitment process has impacted on their levels of workload. 

This is something that will need to be monitored to ensure that individual morale remains high, and 

that sickness does not occur because of it.  

 

Based on the responses received from the survey to those involved in the recruitment process along 

with the feedback from Stakeholders throughout the process, the consensus to change was positive, 

with respondents feeling that the change was necessary and will be beneficial moving forward. 

Trade Unions commented on how they have received no negative feedback from the changes.  

 

KPI figures suggested that the new changes to the recruitment process, have allowed for a more 

efficient recruitment process, with applications being processed within 2-3 months, rather than 4-6 

months. From general office observations, processes appear to be running more smoothly, there has 

been a decrease in sickness absence, and an increase in employee morale.  

 

3.4 Communicating Outcomes to Stakeholders  

 

The results from the survey, along with the KPI analysis for the relevant months, were presented by 

the Head of Human Resources to the Executive Leadership Team at their quarterly meetings.  

 

Results from such survey were also published on the Microsoft Teams page created, and Service’s 

internal website for all to access.  

 

Due to the pandemic and the need to rush through the process so recruitment could continue 

through such time, I recommended that a meeting was held with all stakeholders to ensure that they 

were all happy with the realignment of recruitment activities, and to provide an opportunity for 

questions and answers. It was important to emphasise the challenges that come with working from 

home, and that the necessary support and guidance would be available, when needed. This is 

something that appears to have diminished since the devolvement of office working.  

 

3.5 Evaluating Performance 

 

My role as a HR Assistant at Mid and West Wales Fire and Rescue Service is primarily focused around 

the recruitment of On-Call Firefighter into the Service. Part of my Independent Development Review 

(IDR) with my line manager, highlighted concerns raised regarding the specialism of the role I am 

carrying out, which become particularly apparent when planning, implementing, and supporting 

change management initiatives.  

 

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. I was 

able to provide the necessary information to Senior Management upon request, whilst also 

administering and monitoring submitted application forms (EV26).  

 

In line with the 2013 CIPD Profession Map (2020a), for my role, I should be working at Band 1 or 2, 

however at present, I feel that this is not the case in many of the professional areas due to the 

narrowness of my current role, therefore I am going to request further support for development in 

this area to enable my assistance in other change initiatives at a later date (EV27).  
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Evidence – LO3 

 
EV25  
 

 
On comparison to the previous recruitment process, what do you feel are the benefits of the 
changes made? 

 
• By SLO's carrying out the interview process, we get a better understanding of the 

candidate and what they would be like to manage. These individuals need to fit in on 
Station and managed effectively by the WM in the first instance, and us.  

• More responsibility and ownership by County Command - at the end of the day, they 
will be out responsibility  

• Less interaction and reliability on HR 

• Testing sessions are shorter - candidates are not waiting around for ages waiting to 
complete elements 

 
 
 
 
 
 
 
 
 
 
 
 
 



 

EV26 

 
 
EV27  

Following on from the recent changes to the On-Call recruitment process, Rachel’s contribution was 

a great help. As the first point of contact for On-Call recruitment over the past three years, Rachel’s 

knowledge of the process and relationships with other departments was clear when trying to 

implement such changes.  

Rachel was able to arrange meetings with all stakeholders at times that suited everybody, create 

agendas and subsequent minutes from the meeting, uploading these to the Microsoft Teams 

channel. She also played a big part in planning for the change, assisting with the development of the 

Change Plan, Communications Plan and Gantt Chart, all of which I believe she has learnt as part of 

her CIPD studies.  

This has been a good starting point in Rachel’s development. As her role is very specific to 

recruitment, I have agreed to allow the opportunity to furth develop her knowledge and skills by 

shadowing colleagues. It has also been agreed that should any courses come up soon that would 

benefit Rachel, this is also something that we will consider.  

 

 

K Fairhurst  

Human Resources Manager  

 


