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Executive Summary:
This project has been commissioned by Mid & West Wales Fire & Rescue Service (MAWWFRS), to research, investigate and understand the reasons why staff retention within its On Call (part time employee) Sector is at the current levels.  

The appointed consultant has over 20 years’ service in the Organisation and first-hand experience and knowledge of the On-Call Sector.

The literature review will capture definitions of ‘volunteer’, ‘On-call/part-time firefighter’ and ‘emergency’, three defining words that epitomise this sector of the workforce and prompts observations against MAWWFRS.

The main focus of the project was to explore the reasons why On-Call staff, particularly those classed as ‘new starters’ would not serve more than 5 years within MAWWFRS.  
Primary research would be in the form of staff engagement, in the form of appreciative questionnaires and interview, ensuring anonymity to encourage participation.  All secondary research would be the collation and formatting of statistical data and information held via internal departments within MAWWFRS. 

The purpose of the research was to create a more complete picture of the sector through the collation of an evidence base, which comprised of:

Based upon the research carried out, significant finding of the project were:

•	42% of all On-Call leavers since 2010-11 have served for 5yrs or less 
•	Cost to Service of training these leavers - £1,136,738

Primary motivation of On-Call sector:

•	Pride
•	Culture 
•	Community

Main reasons for attrition rate:

•	Time Commitment – Contracts & Remuneration
•	Expectations – that of the service and new starters
•	Volume of Administrative duties

Recommendations emanating from the findings suggest that MAWWFRS should 

Appoint a dedicated team to fully review the Sector, with particular focus upon reducing the current attrition rate, by initially introducing flexible Contracts, developing a Communication Strategy that clearly outlines the requirements and benefits of becoming on OCFF and reduce the volume of Administrative duties.  Also with a mandate to review other areas that currently impact upon the On-Call Sector.


















1.0 [bookmark: _Toc514262415]Introduction
This document is the Consultant’s Report developed and created with the specific aim of identifying the issues directly effecting the current high attrition rate amongst On-Call Firefighters within MAWWFRS and based upon research undertaken, to provide a suite of improvement recommendations for the Executive Leadership Team (ELT) of MAWWFRS to consider.

This will be achieved by a period of research which will initially involve interaction with current and former staff.  This will establish the reasons why they are firefighters, the reasons they may have left and what can be done to improve the sector, or in the instance of former employees, what would have made them stay.  This will be supported by statistical information and data from internal departments, capturing Human Resource & Financial evidence.  This initial work will highlight the extent and the reasons for the On-Call retention issues currently being experienced and identify key focus areas that need addressing.

Throughout the duration of the consultancy project all data will be analyses and both primary and secondary data cross referenced in order to ensure that the recommendations presented to improve On-Call Retention levels within MAWWFRS are appropriate, proportional and fit for purpose.


[bookmark: _Toc478384596]








2.0 [bookmark: _Toc514262416]Literature Review
The reason the Fire & Rescue Service exists is to protect communities in the event of emergencies, which can be defined as, “an imminent or actual event that threatens people, property or the environment and which requires a co-ordinated and rapid response.  Emergencies are usually unanticipated, at least in terms of exactly what happens and when and where that take place.  However, they can and should be planned for”, (Alexander, 005b, 159), who also goes to say, “a state in which normal procedures are suspended and extra-ordinary measures are taken to save live, protect property, limit damage and return conditions to normal”, (Alexander, 2003; World Health Organization, 2002).  

Without a Fire & Rescue Service, the ability to resolve an emergency would not be possible.  Within the UK this is undertaken by both Wholetime and On-Call firefighters, with the Wholetime Sector conditioned to a 42hr weeks, in a variety of shift patterns and situated predominantly in urban or heavily populated areas.  The On-Call sector however are conditioned to an array of various contractual conditions and provide emergency response in rural locations around the UK.  The training received and level of risk is the same within both sectors, with the difference being pay and contracts and the On-Call performing this role in addition to their primary employment and family commitments, which is recognised by Cheshire Fire & Rescue Service, who describe an On-Call Firefighter as, “a person who is 'on call' to respond to a range of emergencies. They are doing everyday jobs (for example, shop workers, office workers, mechanics, etc) until the call comes, then they become professional firefighters. They may be 'part-time', but they are trained and capable people in the front line, saving lives”, (Cheshire Fire and Rescue Service, 2018).

Whilst the roles are the same, the motivations are generally different, within the Wholetime Sector, people will embark upon their career to help and assist others as do the On-Call, but it is also a vocation with attractive pay & conditions, whilst also an opportunity for lucrative career advancement, if someone is willing to apply oneself and is prepared move around the country.  However, within the On-Call sector, there are no such opportunities for career advancement, other than to a junior rank at your station and the pay is generally regarded as being nothing other than a disturbance allowance for when an emergency call comes in, but the interest in being an On-Call firefighter has always been (and still is) appealing.  So, the motivating factors for becoming an On-Call Firefighter are, whilst similar to the Wholetime, also quite different.  Whilst there is very little or no scholarly literature relating to On-Call Firefighters in the UK, there are articles and online references to the volunteer Firefighter sector within the US, akin to the UK’s On-Call sector.  Captured on the US’s on-line communities page, a Captain Showers defines a volunteer Firefighter, “a Volunteer Firefighter is defined by courage, honour, respect, strength, endurance, brotherhood, commitment, and putting family life aside to help others in need”, (My.firefighternation.com, 2018).

“Analysis reveals that part-time and full-time employees differed on a number of attitudes and that psychological contract fulfilment could be used to explain differences in certain attitudes (e.g., satisfaction) but not others (e.g., affective commitment). Analysis also show that the relationships between psychological contract fulfilment and outcomes were rarely moderated by work status, suggesting that part-time employees will respond in a similar way as full-time employees to adjustments in their psychological contract”, (Conway and Briner, 2002).  This statement acknowledges similarities between the sectors, but also eludes to experiences that staff within the On-Call sector could be experiencing at present, the research within this project is aimed at uncovering what it actually is that is affecting their retention.











3.0 [bookmark: _Toc514262417]Project Justification
[bookmark: _Toc514262418]Aims and objectives 
The aim of this project is to assist 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 for 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 departments 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 consultant 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.

[bookmark: _Toc514262419]Key Performance Indicators
As established in consultation with MAWWFRS, the consultant 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)

[bookmark: _Toc514262420]Rationale and Justification of Data Collection Methods
“Research is a logical and systematic search for new and useful information on a particular topic. It is an investigation of finding solutions to problems through objective and systematic analysis.  Information might be collected from different
sources like experience, human beings, books, journals, nature, etc and lead to
new contributions to the existing knowledge to make progress in a field”. (Research Methodology, S. Rajasekar, P. Philominathan, V. Chinnathambi, 2013).

Therefore, to substantiate and reinforce the widely acknowledged issues surrounding On-Call staff retention within MAWWFRS, the consultant must research the sector, exploring both primary and secondary data.

Primary research will be in the form of appreciative questionnaires and interview with both serving and former On Call members of staff.  This will form the qualitative data required to inform ELT of the issues that may be contributing to the issues being experienced within the sector.  The benefits of this style of data collation is explained by Lisa McQuerrey, “Qualitative interviewing techniques help researchers to observe and record a subject's unique perspective or experience as it relates to a particular issue. Questions are open-ended and the discussion is conversational in nature. The approach allows the subject to provide a first hand, first-person account. This gives the interviewer insight into where a subject is coming from, rather than getting “yes” or “no” answers that provide incomplete feedback”. (Work.chron.com, 2018) 

The added benefits associated with Qualitative feedback in the form of discussions and questionnaires can be:
 
· Establishing Trustworthiness: 
· Credibility 
· Transferability 
· Dependability 
· Confirmability 

(Archive.learnhigher.ac.uk, 2018)

The above methods of data collation, will afford the consultant the opportunity to gather information of greater detail, as the questions can lead into additional questioning and afford the interviewee’s a chance to discuss related issues that can then be followed up on with a secondary line of questioning. This will enable the consultant to operate as an observer, offering prompts for the subject to elaborate on, establishing a sense of perspective, as this form of qualitative interviewing will enable the collation of emotional data as well.

The Secondary data will be collated from internal records, i.e: Human Resource and Finance/Payroll Departments, as well as both internal and external reports, previously conducted into the On-Call Sector.

The research methods outlined above have two very different approaches and can be categorised as either Interpretivism (interpretivist) Research or Positivism Research.

Interpretivism, also known as interpretivist is associated with qualitative research and involves researchers to interpret elements of the study, thus interpretivism integrates human interest into a study. Accordingly, “interpretive researchers assume that access to reality (given or socially constructed) is only through social constructions such as language, consciousness, shared meanings, and instruments”, (Myers, M.D. (2008) and is aligned to the questionnaire/interview technique to be employed. 
[bookmark: _Hlk512765507]
Positivism research, is the acquisition of only “factual” knowledge gained through observation, including measurement is trustworthy, limiting the researcher to data collection and interpretation in an objective way. In these types of studies research findings are usually observable and quantifiable - “if you assume a positivist approach to your study, then it is your belief that you are independent of your research and your research can be purely objective. Independent means that you maintain minimal interaction with your research participants when carrying out your research”, (Wilson, J. 2010).


The basic differences between positivism and interpretivism are illustrated by Pizam and Mansfeld (2009) in the following manner:

(fig:1)
             [image: ]
Therefore, between the research methods adopted in this project, the ability to cross-reference data, will enable strong justification for the recommendations presented to ELT. 











[bookmark: _Toc507419531][bookmark: _Toc514262421][bookmark: _Toc507140835][bookmark: _Toc507141118][bookmark: _Toc507140836][bookmark: _Toc507141119][bookmark: _Toc507140837][bookmark: _Toc507141120][bookmark: _Toc507140838][bookmark: _Toc507141121]4.0 Research Findings
[bookmark: _Toc514262422]4.1   Primary Research
An Appreciative enquiry questionnaire (see appendix i) was sent to 14 On Call Stations (27% of the entire Sector), who are a cross section in terms of performance, specifically Staff retention and appliance availability.  The questionnaire comprised of 12 questions, they were: 

1. What motivates personnel to keep appliances on the run?
2. How important is Communication between station members to keeping the appliance on the run?  (And how is it achieved?)
3. Does it feel like a family station? Do the partners/children know each other?
4. What skill sets makes the appliance go off the run or nearest to going off the run? e.g. Lack of drivers, JO, short crew?
5. What relevance is there between primary employment and retention?
6. How does the recruitment process influence the availability & retention of crews?
7. Is there a relationship between management style and appliance availability?
8. Is there a relationship between length of service and retention/enthusiasm? (Once passed the 2yr, 5yr are they more likely to stay with MAWWFRS?)
9. What is the real reason for staff leaving?
10. What is the vital message, skill or attitude that a JO has to have?
11. What demotivates On Call staff?
12. Any other Comments

Note: 
Questions highlighted in red relate specifically to staff retention.

Findings to Staff Retention related questions

Can be found within the full Questionnaire report attached, see Appendix i.  



Within the questionnaire, the stations were asked to indicate from 1 – 6 (with 1 being their strongest motivator) their individual motivators for being an On-Call Firefighter and keeping their appliance on the run from the following themes.  The motivators presented were as follows:

Response to individual motivator question

(fig:2)
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Telephone interview with On Call Leavers
Within the Exit Interviews a ‘reason for leaving’ is briefly given.  In order to better understand the reasons for leaving and more importantly what could have made them stay, attempt was made to contact 30 former employees, who had left since 2010-11. 

(fig:3)
            [image: ]

Calls were conducted during week commencing 16th April 2018, with each former employee attempted a maximum of three times.

Name’s and contact details of former employees are redacted for GDRP purposes.
[bookmark: _Toc514262423]4.2   Secondary Research

Current On-Call staff retention position

Whilst the employee turnover rates for OC personnel (6.8% during 2012-13, and rising to 10.8% for 2015-16) fall well within the average Total Labour Turnover Rate for the Public Sector Service in 2014 of 14.1% (according to XpertHR), it is considered to be in the interests of the Service to undertake these processes in as efficient a manner as possible, given the increasing trend in turnover.

(fig:4)
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Note:  Average Age of 0–2yr leavers is 29 yrs old (range between 18 – 50).









(fig:5)
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Number of New Recruits that left within the same year as commencement: 

(fig:6)
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Financial implications of current retention activity

Cost of training a new recruit: 
From initial training, through development to competent (2yrs) = £5,052.17 per FF 

[bookmark: _Hlk512850324]x 225 leavers (5yrs or under) since 2010-11 = £1,136,738.25 

[bookmark: _Hlk512850354](on average £227,347 per year on training recruits who then leave within 5yrs)

Average earnings of an On Call member of staff within MAWWFRS
From the data extrapolated from the Phase 1 Baseline report below (On Call Firefighters Review - Nov’16), is an approximate average pay that can be expected for each role within the Sector:
(fig:7)

                       [image: ]

Contractual obligations currently available to On Call Staff within MAWWFRS

(fig:8)
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Current On-Call Appliance Availability levels:

From statistical data obtained from Fire Control’s mobilising software system, appliance availability is captured.  Of a total of 52 On-Call Fire Appliances, the current appliance availability level for the On-Call Sector within MAWWFRS is 93%. 

5.0 [bookmark: _Toc514262424]Discussion and Analysis
The first tranche of data collected would be through secondary research, accessing readily available statistics within service, primarily due to ease of access and collation, prior to embarking on the longer primary research methods.  

From the On-Call Resignation profile (fig:4) there is an alarmingly high rate of resignations within the first 5 years of service, accounting for 42% of all leavers since 2010-11, confirming what was already suspected.  

However, this statistic only gives a one-dimensional aspect, the reasons as to why these people were leaving would also be required to inform both consultants and employers, ahead of introducing potential recommendations.  So, of the 225 leavers with 5 years’ service or less, 141 stated one of the following reasons for resigning (fig:5):

· [bookmark: _Hlk512874341]Primary Employment commitments
· Unable to meet Commitment / Availability
· Personal / Family reasons

These explanations attributed to over 62% of the reasons given for leaving, these three reasons can be associated with various factors, for example the shortage of employment in rural areas, resulting in the migration to more urban areas to find work during daytime hours, as indicated within Welsh Government’s Poverty and Deprivation in Rural Wales Report Jul’08, the demands on domestic arrangements and having to be within 10 minutes of the Fire station may inhibit these activities.   There is also the expectations of the service, with only two employment contracts available, requiring in the region of 120 hours of cover per week.  Coupled with an individual’s primary employment, family commitments and any other interest they may have, this does not really promote a healthy work v life balance, however further data would be required to confirm.

Alarmingly for MAWWFRS (barring a good year of retention in 2015-16), the resignation rate of personnel within their first year of employment was increasing exponentially, culminating in 20 resignations within 12 months during 2016-17.  In addition to the above, the average age for 0-2-year leavers was 29 years old.  It may be argued that the On-Call Sector is not suited or attractive to the Millennial generation (born roughly between 1980 – 2000), as traits sometimes associated with this generation are:

· The need for instant gratification 
· Work-Life Balance & Flexibility 
· Career advancement

And given the reduction in call activity, the need to remain in the locality whilst providing cover and only three Managerial positions per station, the above characteristics may not be easily satisfied.

The next set of Positivism research data was acquired from the Finance/Payroll Department, to plainly capture and visualise remuneration and contract commitment.

You will readily see that financial reward is minimal for the amount of commitment provided, which, when you consider that staff already have other ‘full time’ jobs and family commitments, the ability to find time for leisure activities or relaxation is minimal.  Therefore, it can begin to begin to appear that either money or commitment may be having a direct influence upon retention levels, but in order to provide appropriate recommendations a greater depth of understanding would be required. 

Hence the need for Primary Interpretivism research, affording the organisation a better appreciation of the issues surrounding poor retention and for the consultant to create a suitable set of recommendations. 

[bookmark: _Hlk513298745]Firstly, the production of an Appreciative Questionnaire, which was sent to over one quarter of the On-Call Sector, 6 questions were explicitly regarding staff retention, the remainder were about appliance availability (by request of service, as both are inextricably linked).  

Note:
[bookmark: _Hlk513298699]Responses and key findings to the retention questions 3,5,6,8,9 & 11 can be found in appendix i.

Also within the questionnaire was an individual motivation question, which was designed to capture people’s motivation for becoming an On-Call Firefighter in the first instance (fig:5).  Remarkably financial reward was the lowest motivation for staff, intangible emotions, such as Pride in the role, the respect garnered from their communities, reinforcing and nurturing the culture of their station and serving their communities were the primary motivators.  

When referencing Maslow’s Hierarchy of needs, you will see that On-Call personnel are not in it for the money (or they’d all leave) but are satisfying something more fulfilling, Psychological and Self-Fulfilment.
  
(fig:9)

[image: ]
The final piece of Primary research was a telephone conversation with 30 randomly picked former employees who had left within the first 5 years of service and I asked them what wold have made them stay in the role.

Interestingly of the 26-people contacted, the following were identified as changes that would have made them stay on in role:

· A broader range of availability options and more time off = 84%
· A reduction in the administrative responsibility = 11%
· More pay (especially if worked over and above contracted hours) = 15%
· More calls / operational exposure = 11%

Again, these observations obtained by former employees are in line with the appreciative questionnaire to existing staff and goes to show that the motivation to join has always been the same and will continue to be so.

I feel that there is a suitable balance between both readily available Secondary data and the more difficult to obtain Primary data, affording me to cross reference and paint a balanced picture of what really is affecting On Call staff retention levels within MAWWFRS. 

The research undertaken has comprised of extensive statistical (secondary) data, accurately depicting the current attrition rate amongst On Call personnel.  With focus being placed upon staff with just 5 years of service or less.  The internal data supplied from HR was extensive enough to also establish the reasons staff gave for leaving, whilst also identifying trends amongst leavers with less than 12 months service.  All of which depicted a worsening situation for the organisation as the trend indicates that more and more are leaving.  With Primary Employment commitments, the inability to satisfy the contractual agreement and/or Personal or family commitments attributed as the main reasons for leaving the service.

These difficulties were further confirmed when existing staff were canvassed in an Appreciative Questionnaire, with a cross section of stations (in terms of performance) being engaged, enabling a more balanced response, as opposed to focusing on either the best or worst performing in isolation, which would surely result in an imbalanced or biased response and either offering little depth to the research or an inaccurate reflection of the Sector. 

Finally, former staff were spoken to and asked what would have made them stay.  This enabled a greater understanding of the reasons as to why they left and their mindset or feelings towards the service and the role.  It can unanimously be said that their feelings towards the role of an On-Call Firefighter was one of affection and fondness and their leaving was not done without serious consideration, as their motivations were principally around accomplishment and self-fulfilment.  

In relation to the organisation, whilst there was a pride associated with serving MAWWFRS, wearing the uniform and serving their communities, there was however observations and comment on how the service needs to overhaul its practices, policies and contractual arrangements specific to the sector, particularly in terms of a wider range of contracts, a reduction in the administration levels, reward for commitment given and more development opportunities, similar to those offered to their wholetime colleagues.














[bookmark: _Toc514262425]6.0 Conclusion
Due to balanced research and sector knowledge it can be concluded that if MAWWFRS do not quickly address the issues presented within this consultancy report, then their On-Call Sector will begin to haemorrhage even more personnel, potentially quicker than the rate it is currently experiencing.  

Therefore, focus must be turned to improving and radicalising the three most significant issues that are currently hindering staff retention and to maintain the current level of service delivery afforded to rural communities across Mid & West Wales, they are:

· Time Commitment – Contracts & Remuneration
· Expectations – that of the service and new starters
· Volume of Administrative duties

I would also advocate that senior officers within ELT consider Herzberg’s hygiene theory, when making improvement decisions specific to the On-Call sector, ensuring it reduces the risk of further dissatisfaction as it attempts to improve motivation and commitment.  At a glance, within the Hygiene factors, Work/Life balance and Administration along with Wages and Benefits align to the three most significant issues identified.  Within the Motivator factors, the opportunity for advancement, promotion and growth would look to satisfy personnel’s desire for self-fulfilment, which I may add isn’t as pressing as the Hygiene factors, but equally as significant if we are to build a sustainable, self-sufficient and contented workforce. 










(fig:10)
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Also, cognisance must be paid towards the average age of the leavers, 29yrs old.  Our working environment must evolve to accommodate and appeal to the next generation of employee, whilst not forgetting generations after that (Y & Z), the current On Call model is over 40yrs old and could be deemed unattractive and even unfit for future employees.

In summary, MAWWFRS’s On Call Sector is continuing to function and continues to maintain a high level of appliance availability, however this is based on good will, dedication, pride and commitment, provided by the older members of the stations, predominantly the Baby Boomers and Generation X and personnel who have a settled home life and fortunate to have local employment, unlike the younger people that we are attempting to attract.  This sense of loyalty and camaraderie is currently keeping the sector together, but as pressure continually increases upon these loyal employees, urgent action and investment needs to be taken to avoid a potential collapse of the sector.


[bookmark: _Toc478384609][bookmark: _Toc514262426]7.0 Recommendations
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 a 12-month period to comprise of:   

(fig:11)
   [image: ]

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 given for the release of 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 £162,391 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. £162,391 per year 

Resolve the three most significant issues that are currently hindering staff retention

· Creation of flexible Contracts to suit different commitments lifestyles and future generation, along with remuneration options that reflects commitment.
 
· Develop a Communication Strategy that clearly outlines the requirements and benefits of becoming on On-Call Firefighter -  Managing and clearly defining, for the benefit of the individual and their employer 

· Rationalise the current volume of Administrative duties for the On-Call Sector

A mandate to review other areas impacting upon the On-Call Sector, namely:
· Recruitment of future generations
· Supervisory Manager succession planning
· Delivery of Training
· Appliance mobilisation 
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1.  Background 


A mandate to undertake a comprehensive Strategic Assessment and Service Review of Mid and 
West Wales Fire and Rescue Service (MAWWFRS) was agreed by the Executive Leadership 
Team (ELT) on the 3rd September 2015, this was Phase one of a potential Three Phase project to 
incorporate Baseline Reporting, Options Development and Options Implementation, in the event of 
future budgetary restrictions or requirement to change Service Delivery practices . By September 
2016 the project had delivered a suite of 21 baseline reports for departments and functions as well 
as 62 Station Risk Profiles and Command Overview reports. 


As a baseline for informing future Options Development, Phase one reporting identified that a 
robust strategy needed to be developed in order to maintain the current level of On Call emergency 
response provision, and in some cases, improve on existing arrangements. 


On the 5th March 2018 the Executive Leadership Team approved a request by myself to report 
upon the reasons that On Call employee retention is particularly poor, especially within the first 5 
years of service, this was in line with the Consultancy Management module within my MBA at 
UWTSD.  
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1.1. Aim and Objective of the Appreciative Questionnaire exercise 


 


Aim 


In keeping with the extensive gathering of Professional Judgement throughout Phase 1 and the 
Project’s desire to identify ‘Good Practices’ and the achieving of excellence within the sector, an 
Appreciative Questionnaire was created.   


The aim of the questionnaire was to establish what motivates individuals to keep the appliance ‘on 
the run’ and to identify some of the key drivers and challenges that lay behind maintaining 
appliance availability.   


The 14 Stations canvassed are a cross section in terms of performance within our On Call Sector 
(in relation to Appliance Availability and staff retention) within MAWWFRS over the last 4 years. 


 


The following 14 stations were identified and canvassed: 


 


• Stn 71 - Whitland 


• Stn 62 - Carmarthen 


• Stn 38 - Crymych 


• Stn 37 - Tenby 


• Stn 34 - St Davids 


• Stn 31 - Haverfordwest 


• Stn 22 - Tregaron 


• Stn 21 - Aberystwyth 


• Stn 15 - Llanwrtyd 


• Stn 07 – Llanidloes 


•      Stn 32 – Milford Haven 


•      Stn 61 Llanelli 


•      Stn 01 – Newtown 


•      Stn 54 – Port Talbot 


 


The above stations were asked a broad set of open questions around availability and retention. 
They were also asked to rate their individual motivators for being an On Call Firefighter. 


 


Objectives 


 


The objective of the exercise was to extrapolate the identified ‘Good Practices’ recorded within 
questionnaires, along with the issues and ‘pinch points’ and to see whether or not the good could 
be replicated and the issues rectified throughout the sector, thus improving Appliance Availability 
and retention at other stations within Mid & West Wales FRS. 
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1.2. Executive summary 


This report evaluates the 14 On Call stations that are a cross section in terms of performance in 
terms of appliance availability and staff retention. It looks at what motivates individuals to keep the 
appliance on the run as well as what makes them want to be an On Call Firefighter and identifies 
some key drivers and challenges are behind maintaining these key performance indicators.   


The responses and ratings are recorded within the following sections of this report. The results of 
the survey showed that the motivators for staff lie in the intrinsic rewards of community spirit, pride 
and respect, with very few staff motivated by money alone. This generates a high level of 
commitment to the organisation, and to the community. As a motivator this can be very difficult to 
capture and replicate, however this is the aim of the report and a goal of the project team.  


Some of the key factors behind the top performing stations are good leadership, effective 
communication and positive working relationships. This was evident in the high level of dedication 
and flexibility by staff who were willing to help each other out and make sacrifices for the 
availability of the appliance.  


The factors which were seen as demotivating, or challenging and directly impacted upon retention 
included, the recruitment process in general, a lack of calls and a lack of recognition by the Service 
for the commitment given.  


The report finds that more work could be done to support the On Call Sector, particularly in terms 
of replicating good practices and attempting to resolve existing and emerging retention issues.    
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2. Questionnaire overview 


2.1. Methodology  


 


As a direct result of engagement with 27% of all 52 On Call Stations within the service and the 
subsequent discussions and findings, the following set of questions were produced, which was 
aimed to generate discussion around appliance availability and retention and capture any common 
themes. 
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2.2. Contents and questions within survey 


 


Prior to commencing the questionnaire, the stations were asked to indicate from 1 – 6 (with 1 being 
their strongest motivator) their individual motivators for being an On Call Firefighter and keeping 
their appliance on the run from the following themes.  The motivators presented were as follows: 


 


Culture: This is how the station has always worked 


Experience: For the incidents and incident type etc 


Community: Community spirit, giving something back 


Money:  Financial reward 


Pride: In what you do, proud to wear the uniform 


Respect: Gained from position within the community, and for each other 


 


The specific questions asked: 


 


1. What motivates personnel to keep appliances on the run? 


2. How important is Communication between station members to keeping the appliance on 
the run?  (And how is it achieved?) 


3. Does it feel like a family station? Do the partners/children know each other? 


4. What skill sets makes the appliance go off the run or nearest to going off the run? 


e.g. Lack of drivers, JO, short crew? 


5. What relevance is there between primary employment and retention? 


6. How does the recruitment process influence the availability & retention of crews? 


7. Is there a relationship between management style and appliance availability? 


8. Is there a relationship between length of service and retention/enthusiasm? (Once passed 
the 2yr, 5yr are they more likely to stay with MAWWFRS?) 


9. What is the real reason for staff leaving? 


10. What is the vital message, skill or attitude that a JO has to have? 


11. What demotivates On Call staff? 


12. Any other Comments 


 


Note:  


Questions highlighted in red relate specifically to retention. 
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2.3. Responses to the Questionnaire  


 


Q1.                                                     MAWWFRS Contributors 


Station Number of responses 


Stn 71 - Whitland 


14 Responses. 


Stn 62 - Carmarthen 


Stn 38 - Crymych 


Stn 37 - Tenby 


Stn 34 - St Davids 


Stn 31 - Haverfordwest 


Stn 22 - Tregaron 


Stn 21 - Aberystwyth 


Stn 15 - Llanwrtyd 


Stn 07 – LLanidloes 


Stn 32 – Milford Haven 


Stn 61 Llanelli 


Stn 01 – Newtown 


Stn 54 – Port Talbot 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 







  


 


 


                                                                                                    Appreciative Enquiry Report Version 1.0  Final 8 of 25 


3. Professional Judgement  


 


From the questions within the Appreciative Enquiry questionnaire, the professional judgment 
captured in response to each specific question is as follows: 


 


 


3.1. Response to individual motivator question. 


 


Please indicate from 1 – 6 your individual motivators for being an On Call Firefighter and keeping 
the appliance on the run from the following themes. 1 represents your strongest motivator with 6 
being the least motivating reason of the ones provided. 


 


Motivational factor  
Scoring  


1 2 3 4 5 6 


Culture: This is how the station has   


               always worked 


7 1 1 1 2 1 


Experience: For the incidents and   


                     incident type etc. 


4 3 6 0 1 0 


Community: Community spirit, giving  


                      something back. 
6 1 1 2 2 0 


Money:  Financial reward. 2 0 3 0 1 7 


Pride: In what you do, proud to wear  


           the uniform. 


8 0 2 1 2 0 


Respect: Gained from position within  


                the community, and for each   


                other.  


6 4 1 1 1 0 
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3.2. Response to Appreciative Enquiry Questions 


 


From the information captured at the Six Command Team Workshops, the professional judgment 


captured in relation to Medical Response was as follows: 


 


What motivates personnel to keep appliances on the run? 


“Good will, Pride in our community”. 


Commitment to the station and watch manager stubbornness to let the appliance go off the run 


“Money commitments, i.e: household budgets, attendance at ‘hands on’ incidents keep staff 
motivated and enthused, also long-term friendships between Crew members, also sympathetic & 
flexible JOs”.  


“For a number of FF’s they take personal pride in keeping the appliances on the run for the 
community, these are the core who always step up and provide more than their fair share.  


But unfortunately there are a certain element who will only step up when it suites them.  


Personnel from smaller communities feel obliged to keep pumps on the run and are motivated by 
this to keep the appliances on the run however there is also public peer pressure to continue to 
provide this service, which in all honesty is now beginning to supersede the true community spirit”. 


“Pride”. 


“Culture – its always been that way, commitment to the job, community and colleagues”.  


“Commitment to the community we look after, we all signed up to the job 


OIC must have a good relationship with the crew 


Trust and communication as you would expect with a good team 


Individuals having an understanding to balance social and family and operational commitments” 


“Good team work. We work together to help each other out”. 


“Duty towards the community”. 


“Keeping busy, extra money”. 


“Love for the job”. 


“Protecting the community” 


“Knowing that the community is safe” 


“Station pride, historically the station has always been good in keeping both appliances & specials 
on the run”. 
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How important is Communication between station members to keeping the appliance on the 


run?  (And how is it achieved?) 


“Very important, Whatsapp group”. 


“Very important, acheived by mobile phones to each other and letting the watch manager know of 


the changes made” 


“Very important, use of social media group such as Facebook and WhatsApp”. 


“Jo’s having to micro manage Rappel and communicate through the use of group messages to 


make everyone aware if there is a short fall for availability, then Jo’s are having to contact 


individuals to remind them of their obligations and contracted hours. Communication should not 


have to be done from people’s personal phones without reimbursement”. 


“Always keeping in touch & monitoring Rappel on a regular basis, knowing each other’s patterns”. 


“Vital, constant communication between all personnel via ‘whatsapp’ group.  Plenty of give & take”. 


“Very important, high priority for a good team approach”. 


“Very important. We work as one”. 


“Very important – the crew uses ‘Whatsapp’ to keep appliance on the run”. 


“Whatsapp” 


“Whatsapp messenger”. 


“Very important, by setting up a Whatsapp group, to keep each other informed of the cover” 


“Extremely, that is why we use Whatsapp, to communicate with one another & keep the appliance 


on the run”. 


“Very important, crews use Whatsapp to communicate, ensuring that the appliances are kept 


available”. 
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Does it feel like a family station? Do the partners/children know each other? 


“Yes & No, Yes due to having children’s Christmas party, but no due to high staff turnover”. 


“Yes but it could be more family orientated” 


“No, most of the partners/children don’t know each other, Social events cannot be held 


successfully as the high demand of On Call commitments couldn’t permit.  Modern day lifestyles 


such as work/home/On Call take much of On Call staff’s time, leaving very little time for quality 


family time”. 


“We see a massive difference in our station compared to other stations. The retained stations 


seem to be a lot more family orientated. Open day is a prime example where a lot of the whole 


time did not want to take part in the day itself and assist in us raising money for local charities. This 


is down to low morale, as a result of cuts and uncertainties over futures. We hope to change this 


with the retained and hopefully have more family time together and organise family fun activities 


however with our main work and on call commitments it is getting harder in life to come back to 


station so to speak, to do these events”. 


“Family members are actively encouraged to take an interest in Station activities”. 


“Very much so.  Everyone knows everyone.  Lots of social activity”. 


“Yes, we have a family atmosphere, without it nobody knows what is going on” 


“We are a close-knit station, where we all get on and help each other out”. 


“Yes“ 


“Don’t know” 


“Yes” 


“Yes most of us” 


“Yes” 


“Yes, there is a good morale on the station, both the Wholeitme & On Call staff unite to organise a 


Children’s Xmas party for family & friends, also arranging car washes & charity events”. 
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What skill sets makes the appliance go off the run or nearest to going off the run? 


e.g. Lack of drivers, JO, short crew? 


“Not often the pump goes ‘off the run’, but if it does it is usually due to the lack of Driver or JO”. 


“Lack of drivers and now short crew due to 1 person failing tread mill test, and immediately he was 


taken off the run with no time to reorganise the rota” 


“At present a lack of JOs and short crews are the main cause for the appliance to go off the run”. 


“Our skill sets are maintained well within the station. We make sure we have enough crew trained 


in different skills so it doesn’t affect our availability. Some crew members have a lot of knowledge 


and experience but do not want to proceed any further with their careers as JO’s because of the 


amount of time they have to take off from there fulltime employment to go on further courses. Also, 


the difference of responsibility and the difference in pay, they don’t see the pay difference is worth 


taking that much responsibility. We do struggle to maintain availability from time to time due to 


being short crewed in the day. True reality is It’s not really the skill set that takes the appliance off 


the run but the actual number of personnel available to keep it on the run” 


“As above”’ 


“Lack of JOs & Drivers equally”. 


“Not happened in the last 38 years so can’t comment a lot of OIC.   


“Drivers & JOs, sometimes FFs too”. 


“All of the above”. 


“All of the above”. 


“JOs & Ffs, not enough communication when people are leaving.  Not effective in training staff for 


promotion” 


“Lack of Drivers & occasionally short Crews”. 
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What relevance is there between primary employment and retention? 


“If you have a good primary EMPLOYMENT boss that is flexible and will allow you to go on 


courses, and incidents, then retention isn’t generally an issue”. 


“The feeling these days is that it doesn’t pay to ‘drop your tools’ and respond to a call due to being 


financially ‘out of pocket’ when being away from your main employment”.   


“Primary employment can restrict day cover, it can also restrict staff to attend training.  Generally 


primary employment means it will take priority, with the On Call role having to accommodate or flex 


e.g: change in job/hours”. 


“The last few personnel that have left our retained have left due to family/personal reasons. We are 


currently in 2017 and are working to a dated 1970’s system with the pay to mirror it!! Statistically 


we are in the same financial situation as we were in 1992. When you consider that fire service 


wages are now in the 3 lower sector of national wages it’s no wonder that there is no financial 


incentive to join let alone stay. 


The retaining fee far from makes it lucrative or appealing to join or stay especially when you see 


colleagues from other services in the UK receiving greater salaries through larger retaining fees or 


salaried contracts. The days of people working for cheap is no more. We always seem to move 


away from the true fact of this by giving the simple answer that the service has no money but any 


business minded person can see that money can be made available on the proviso a business 


case is put together in order to maintain public services and public safety. Add up the cost of 


retention from recruitment through to people leaving after 2 years or so this would amount to 


massive sums across the service which could be cut if better financial working conditions were in 


place. Cost of living and its amenities are rising and were at a standstill. Reward people for their 


commitment and dedication”. 


“None”. 


“A mixed bag.  A hardcore of approx. 10 personnel are available most days & nights, a further 10 


work out of town”. 


“OIC  of station  must know every individuals employer  and know what every individual  needs 


are” 


“The primary employer must know what is expected” 


“Person that has a stable primary employment can give a more stable cover of hours”. 


“If in full time employment, continuity in availability and greater retention is usually guaranteed”. 


“Not able to cover as much as I’d like to, as primary employment won’t leave me go, so I miss out 


on Calls & Experience”. 


“People in ‘steady’ employment are able to give better, more reliable cover”.  
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How does the recruitment process influence the availability & retention of crews? 


“Systems are not in place for change of circumstances for Ff in primary role, change of hours, 
change of family circumstances”. 


“This is the biggest problem the brigade currently face within the On Call sector. 


Process is long winded, applicants have to take time off work at their own cost to go for tests eg 
eye test which doesn’t ever come up after the initial test 


Recruitment should go back to old school were an applicant came up to station for a couple of 
weeks do some training with crews and then go of for training if they feel like becoming a fire 
fighter, the current process does not afford everybody the chance to show their true potential in the 
role of a Firefighter.  Also, Watch managers and JOs know who will fit in well as part of a team, 
therefore consideration in involving local managers in selection process would be appreciated. 


Retention of crews is even more difficult as the younger ones want weekends off, then they have 
family’s and that comes before anything.  Also,  I find this is the hardest part of keeping the 
appliance on the run, particularly when I have wives or partners phoning up and asking for their 
partner to have time off  


As a Watch Manager my goal is to keep the appliance on the run and I’m sure my family has 
suffered over the years and I feel the brigade has never taken this into consideration which I could 
give plenty of examples 


“No influence”. 


“The recruitment process from when they first show interest to attending a recruits course is far too 
long. Also, we see a lot of people joining the service now, who possibly have a greater aptitude for 
administrative elements but appear to struggle on the physical and the training side of things. It 
used to be if you knew someone that wanted to join and the crews knew the individual, you would 
know the capability of that individual before they joined.   


Local knowledge of possible individuals should be considered and this way it would improve 
retention. We are taking on the ‘wrong’ type of person as we are using corporate banding 
processes instead of modern skill set requirements”. 


“Not actively recruiting at this time, we feel it’s better to provide the cover with the people we 
know”. 


“It is seen to be a fairly long winded process, which has been known to put some potential 
applicants off.  No influence on actual retention”. 


“Every station as a group of f/f  must find individuals who can fit the criteria required for the cover 
times at station and not just get a lot in for e.g  night cover” 


“More local control on recruitment, i.e: Watch Managers of the station interviewing et”c.  


“People change their hours all the time, due to primary employment changes – very difficult to 
manage or indeed refuse”. 


“Selection is hard, due to people’s changes in availability”. 


“Go back to the old system”. 


“It’s too long a process & Crews on station should have more of an input with bringing new staff in”. 


“Massively – Service should consider only recruiting personnel that are in regular/safe 
employment”. 


“Also Stations should have more of a say in recruitment”.  
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Is there a relationship between management style and appliance availability? 


“Yes, as long as pump is ‘on the run’ and crews don’t take advantage then I don’t make crews stick 


to their DL7”. 


“Yes 


“Yes, constant talking (face to face) with staff, and verbally highlighting days of low availability, also 


continuous reminding staff to input availability onto Rappel and then letting the Rappel run its 


course”. 


“As said previously, we rely on the same individuals to keep the appliances on the run. With this 


said, they don’t have any recognition for doing this. Without sounding harsh, management have 


always skirted away from the true issues instead of hitting them head on and resolving them. We 


seem to be masters of covering over cracks especially with true availability ie use of CS staff etc to 


ride appliances” 


“Not particularly”. 


“As personnel, we can only be available to the best of our ability.  It is irrelevant how strict 


management are, we always, as a station do our best”. 


“Yes, every individual is a team member and senior management have the trust in the team” 


“I work with the crew and treat them with respect and they give it back to me”. 


“Yes” 


“No” 


“No” 


“No” 


“No” 


“All JO’s help to ensure appliance availability”.   
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Is there a relationship between length of service and retention/enthusiasm? (Once passed 


the 2yr, 5yr are they more likely to stay with MAWWFRS?) 


“Yes, after 2-3 years you are settled in the job, you know what’s expected of you and your family 


know where they are”. 


“No, it all comes down to family, employment and money at the end of the day” 


“Not always, but as staff get older and have more family flexibility, and young recruits require more 


socialising time.  Older members may be less enthusiastic due to previous experience with officers 


or management.  Staff with longer service may also be frustrated with newer changes in availability 


(less flexible), therefore identifying a pattern or trend is difficult”. 


“Due to the number of hours and commitment, people’s circumstances can change which can then 


effect retention/enthusiasm. At the moment retention difficulties are from all types of personnel” 


“Does not equate”. 


“The most important point is to maintain a healthy work/life balance – then it doesn’t matter how 


long time served”. 


“When you trust and communicate with all crew members the above isn’t a problem, however 


unforeseen circumstances can impact upon retention, but currently isn’t a problem at our station“  


“If you give them the help they need when they come on station and spend time with them and not 


force them into things its works in them staying” 


“Yes” 


“Hard to say” 


“Newer recruits tend to give up very easily”. 


“Depending on what type of person” 


“It generally depends upon changes in circumstances with staff’s primary employment”. 


“After 2 years, people generally stay”. 
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What is the real reason for staff leaving? 


“Money & Hours, if you’re on a busy station then people don’t mind being on call, if you’re on call 
you have to stay around your home station with no activity, then the family can get annoyed”. 


“Continual no rewards for long service, not helping new recruits just putting barriers up in front of 
them all the time, making training time schedules during week and always down Carmarthen or 
Swansea”. 


“Commitment to cover and tied to locality, unable to participate in family events outside of the 
immediate area.  Amount of electronic recording & adjusting of personal training.  Job change 
leading to change the DL7.  Physical requirements, as longer serving staff members get older and 
due to commitment unable to keep up fitness levels.  More & more courses being introduced, 
where staff are required to take more primary employment holidays, using up valuable family time, 
unable to go on family holidays.  Lack of calls, staff not getting experience or exposure.  Vehicles 
unfit for purpose, people on call all day and unable to respond to calls in RRP”. 


“With calls dropping and the amount of time commitment required some individuals do not see the 
financial rewards beneficial enough when they sacrifice their own family time for the community. 


Also, the crews have to take annual leave from their full-time employment to go on brigade 
courses, instead of trainers coming to station and taking the station on a course during night 


periods or weekends. FF’s are so pushed to try and get everything done in a 2-hour drill period and 
don’t feel they have enough hands-on time. A lot of retained also feel Under appreciated by the 


service. We have a lot of retained trying to become whole time but fail at interview, and the service 
doesn’t assist them in any way to better themselves. They feel the service is employing people that 
might not even cope with the job, but these individuals have been doing it for years and have the 


experience behind them, but this doesn’t appear to be taken into consideration.  


Financial gain is what makes the world go round. When you work out the actual hours on call 
against the retaining fee it works out as 168 hours in a week @ £200 retaining fee gives you a rate 
of £1.20 an hour to be on call. Who wants to do it????” 


“N/A”. 


“When pushed to give more time that is possible to that particular individual, especially if they have 
already provided their contracted hours”.  


“Unforeseen circumstances 


Not being treated fairly  


Too much pressure to balance  work/home life/brigade  


“It is a big commitment for retained staff as well as their families, as when a Ff is On Call the family 
can’t go out or it is more difficult”. 


“It is difficult in trying to keep two jobs, coupled with Low pay”.  


“Realisation of how low the pay is”. 


“Primary employment changes” 


“Having to cover too much, impacting upon ‘family time’, also everyone’s aim is to get a Wholetime 
role, but opportunities are limited, therefore staff leave”. 


“Too much commitment/hours of availability demanded from staff, therefore staff will look for other 
employment with more money & less commitment”.  
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What is the vital message, skill or attitude that a JO must have? 


“Good people skills, knowledge of the job, positivity and empathy with crews”. 


“People skills” 


“FFs must have confidence in them and are willing to talk to them if an issue occurs with 
individuals.  Availability with regards to personal situations & special leave etc, such as unforeseen 
need to have time off, outside of their DL7”.  


“Be positive and lead by example, encourage and be approachable and has the skill set to be able 
to cope under stressful circumstances. A good JO needs to have all of the relevant skills and 
personal attributes required”. 


“Team Work”. 


“Understanding, Fairness, Consistency”. 


P  planning 


B  briefing 


C  controlling 


S  supporting 


I   INFORMING 


E  EVALUATING 


“How to work with people”. 


“Good communication skills”. 


“Good Temperament”. 


“Patience with new starters etc”  


“Friendly & professional”. 


“Good relationship & Trust of the crew” 


“God communication skills” 


“Be approachable and set a good example & standard”. 


“Good interpersonal skills, the ability to communicate effectively and also a good knowledge of how 
the Service works”. 
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What demotivates On Call staff? 


“Being on call all day and not having any calls, management chasing/pressurising them to stay on 
call to keep the pump on the run”. 


“The feeling of being neglected or forgotten about by people from above” 


“Constant reminding about availability commitments when appliances are minimal crewed on 
weekends and daytime hours.  Constant reminding about Rappel input, as few members have not 
had time to complete, as with PDRpro on a drill night, due to the other training needs such as 
required competencies in other of their training”.  


“Seeing people with no experience and shown no interest in becoming retained fire fighters getting 
W/T posts, when retained fire fighters who have proven time and time again that they can do the 


job and have kept trying to better themselves and develop their careers. Lack of career 
development opportunities. Biggest demotivator is decreased calls for the same level of 


commitment of unsociable hours and absolute ridiculous financial reward”. 


“Nothing at this station”. 


“Extra duties, paperwork, tasks etc for no extra pay”. 


“Being hounded by senior management” 


“Not willing to listen to individual needs” 


“We are very proud at what we do. Sometimes we feel as though we are looked down at by our 
wholetime colleagues and are classed as second best”. 


“Sometimes when there are a few members of staff on sick, the rest have to take up the slack”. 


“Short staffed, not enough people on call”. 


“No show of thanks” 


“Long time between calls” 


“Not enough pay” 


“Too much adim’. “ 


“The inability to book off as it will result in an appliance going off the run”.  


“Low call activity”. 
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Other Comments 


“More flexible hours/contracts, better pay that is resembles a guaranteed wage each month, more 
nights/evening courses and medicals.  If there was a wider range of contract options, WDS 
personnel who live in the area might wish to assist in keeping the pump ‘on the run’.  They could 
assist by passing on their knowledge to others.  There would be little cost to the Service in doing 
this”. 


“Lack of calls & opportunity to gain experience, RRP not fit for role, staff on call all day, then unable 
to respond to certain incidents.  Delayed turning out for any reason, appliances getting stood 
down/not attending.  Poor reward for time given to service.  Lack of opportunity, e.g:  On Call 
pursuing WDS jobs”. 


“A lot of firefighters feel it’s convenient for the service to keep them as a retained fire fighter due to 
the cover and commitment they give to the service for the cheap value they provide. Also for the 
time they provide to the service for such little money. As we are aware some places don’t have 
retained stations, for the areas that do we believe the process would be fairer if it was a 
requirement to become a retained fire fighter before being able to apply for a whole-time fire fighter 
post. This would also show if they are capable of doing the job and able to cope with some scenes 
we attend”.   


“Don’t change if it’s not broken”. 


“Acknowledge individuals to remain on call when call ratios are going down  


More incentive during busy periods 


All OICs of retained stations must be capable of supporting all their crew, the door is always open 
to evaluate and discuss every problem” 


“There needs to be something like a tax exemption, similar to the old bounty scheme to help 
incentivise staff”. 


“Money” 
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4. Findings 


 


4.1. Findings to Question 1 


What motivates personnel to keep appliances on the run? 


The main motivating factor for keeping the appliance on the run was a sense of commitment to 
their local community and a dedication in keeping residents’ safe & well.  This is coupled with a 
sense of pride that accompanies excellence in appliance availability desire to ensure that their 
appliance is available at all times.  


4.2. Findings to Question 2 


How important is Communication between station members to keeping the appliance on the 
run?  (And how is it achieved?) 


Effective communication appears to be one of the key components in ensuring that appliances are 
kept continually ‘on the run’.  The use of Social Media applications, predominantly ‘WhatsApp’ 
ensures that personnel can keep each other up to date with their availability, or changes in cover, 
resulting in colleagues being able to step in and cover absences if and when required.  This 
approach is only as effective as the level of Team Work on station, and these top performing 
stations evidence an exceptionally high level of team work. 


4.3. Findings to Question 3 


Does it feel like a family station? Do the partners/children know each other? 


Generally, there is a high level of camaraderie between staff and their families, with everyone 
knowing each other, this has been nurtured through years of organising events such as Christmas 
Parties (for the children), open days and various charity fund raising events.  However, with 
stations that are competing with a high staff turnover, there isn’t the opportunity to develop that 
‘family feel’ on station, also despite people’s best efforts to arrange events that are inclusive of 
friends & families, the high demands placed up On Call staff does not afford them the opportunity 
to arrange such events on a frequent enough basis to generate that ‘family feel’ on stations.  


4.4. Findings to Question 4 


What skill sets makes the appliance go off the run or nearest to going off the run? e.g. Lack 
of drivers, JO, short crew? 


Predominantly the main reason for jeopardising appliance availability is a lack of Driver or OIC, 
very occasionally there will be an instance of short crewing due to insufficient Firefighters being 
available.  However, these instances are very few and far between at these stations, but are 
magnified within the Service’s other On Call Stations, where appliance availability is not as high. 


4.5. Findings to Question 5 


What relevance is there between primary employment and retention? 


Opinion on this matter ranged from staff (specifically the Self-Employed) feeling it wasn’t financially 
viable to ‘drop tools’ and respond to an incident, to personnel finding it difficult to negotiate release 
from their primary employment in order to respond to calls.  However, this isn’t a problem when 
primary employers are aware of the requirements demanded of an OCFF (prior to their enrolment) 
they have the opportunity to facilitate the release of their staff member, also in instances where the 
Station’s WM personally knows the local primary employers of his/her staff, this appears to also 
reinforce a mutually understanding relationship, with give and take being afforded both ways. 
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4.6. Findings to Question 6 


How does the recruitment process influence the availability & retention of crews? 


It is widely considered that the initial recruitment process is too long and that it deters individuals 
from pursuing the process through to the end, having an impact on vacancies being filled.  Another 
contributory factor in the retention of staff is that no ‘local knowledge’ or judgement is sourced from 
the Station’s WM, they would be in a position to advise on potential suitability for a position on 
station, whilst at the same time being on hand to comment on whether the submitted hours of 
availability satisfy the needs of the station, and not just meets the required level of hours (i.e. 90 or 
120hrs), as it stands local Mangers are not aware that an individual is applying for a post on their 
station until they actually turn up on completion of initial training.  An idea that has regularly been 
muted is the return to previous processes, e.g: a potential recruit attending drill at their local station 
for a designated period, prior to attending their initial course, where their aptitude and suitability 
would be assessed, reducing the instances of poor retention in some areas. 


4.7. Findings to Question 7 


Is there a relationship between management style and appliance availability? 


It is acknowledged that management style does have a direct impact on achieving high appliance 
availability.  The principle traits displayed by the Managers at these high performing stations 
appears to be, continuous Communication along with Trust and Respect for the whole team. 


4.8. Findings to Question 8 


Is there a relationship between length of service and retention/enthusiasm? (Once passed 
the 2yr, 5yr are they more likely to stay with MAWWFRS?) 


It is generally perceived that there is no direct correlation between length of service and 
enthusiasm.  A drop in enthusiasm can affect anyone within the sector, regardless of service, 
generally due to changes in primary employment or personal circumstances.  Whilst its 
acknowledged that the younger members of staff like to be free to socialise on the weekends and 
the older, more settled members of staff can provide a more stable and consistent level of 
availability, all members of staff are subject to frustration and effects on enthusiasm due to the 
drop in call activity. 


It was recognised that if a member of staff has done their initial 2 years’ service they tend to stay 
past the 5 year mark, also the most effective way to ensure that staff are retained for longer is to 
ensure a healthy work/life balance is achieved, which applies to all staff members, regardless of 
how much service they have.  


4.9. Findings to Question 9 


What is the real reason for staff leaving? 


Obviously, a change in an individual’s circumstances will have an impact on whether they can 
continue to an OCFF, other issues identified are, the level of commitment required, which will have 
an inevitable effect upon their families, in terms of being able to go for the day etc, effecting 
work/life balance, also the remuneration for the commitment given perceived to be 
disproportionate.  As a direct result of the Service’s proactive precautionary Fire Safety work, there 
has been a marked reduction in call activity, this does have an effect on morale and enthusiasm, 
which can result in resignations.  Also, the introduction of Firefighter fitness testing is anticipated to 
have an impact upon older staff members being able to continue in role, due to their inability to 
maintain or in some instances achieve the required levels of fitness demanded of the role. 


 


 







  


 


 


                                                                                                    Appreciative Enquiry Report Version 1.0 Final 23 of 25 


4.10. Findings to Question 10 


What is the vital message, skill or attitude that a JO must have? 


It is consistently recognised at these high achieving stations that a suite of skills is routinely 
displayed by the local managers.  They are:  Good Communication skills (two-way), effective 
interpersonal skills, the ability to deal with issues locally, quickly and effectively, being a positive 
role model and lead by example, inspiring the younger staff members.  The ability to display traits 
such as Understanding, Fairness, Consistency was also a factor in ensuring Managers got the best 
from their teams. 


In addition to the ‘soft’ skills, the setting of high standards and a good working knowledge of the 
Organisation (and Operationally) were also important requirements. 


4.11. Findings to Question 11 


What demotivates On Call staff? 


The main reasons for Staff experiencing an increased level of demotivation are as follows, Staff 
that already provide high levels of availability (in some instances over & above their contracted 
hours) and still receiving calls from Management Teams asking them to provide further availability, 
and coupled with reduced call activity, it has a demotivating impact.  The ever-increasing 
administrative burden on the Sector, inability to fill vacancies, resulting in the remaining crew 
‘taking up the slack’, and again the general lack of calls, particularly when staff are providing large 
amounts of availability, again very demoralising and finally the reward for the cover provided is 
perceived to be insufficient.   


4.12. Findings to Question 12 


Other Comments? 


The desire to see a wider, more flexible range of availability contracts would be greeted by the 
sector, with a increase in remuneration where possible.  The apparent lack of opportunity to move 
across into the Wholetime Sector has an effect on individuals who wish to pursue a full-time career 
within the Sire Service. 
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5. Conclusion 


It is evident from all the feedback that a station’s ability to keep their appliance(s) on the run is their 
primary concern.  This stems from a level of pride and professionalism that comes from knowing 
that their community is safe and protected and that they can mobilise an essential resource at any 
time when required, 24 hours a day, 7 days a week, 365 day a year. 


As a result of this there are numerous intrinsic rewards, such as, community spirit, pride and 
respect, with very few staff motivated by money alone. This generates a high level of commitment 
by the station personnel, as subsequently to both the organisation and their communities. 
However, the challenge would be to capture and replicate elsewhere. 


The ‘Top performing’ stations shared a similar culture, where maintaining appliance availability was 
the main priority, which stemmed from strong and effective leadership, both individual and 
collective, which is based upon  effective communication, leadership skills, interpersonal skills and 
positive working relationships, this is evident in these stations utilising Social Media platforms, 
namely ‘WhatsApp’, where personnel would cover one another and help out, affording colleagues 
the flexibility to maintain a happy work/life balance, whilst still ensuring that their appliance(s) 
remained ‘on the run’. 


Elements which appeared to demotivate revolved around the length of the recruitment process, a 
reduction in call activity, the failure to involve local managers (Station WMs) in recruitment 
decisions, where their local knowledge and judgement could possibly reduce staff retention issues.  
Finally, instances where a lack of recognition for the achievement of 100% availability can also 
deflate staff, but particularly when Duty Managers and Command Teams are on the phone asking 
personnel, who may have already exceeded their contracted hours to provide further availability, 
generally in light of other staff who are not adhering to their contracts. 


It is evident what motivates and drives these crews in ensuring 100% availability of their 
appliances, and the service, through the creation of  dedicated team would need to address the 
issues identified and build foundations across the service that would be able to support and nurture 
a breeding of similar cultures throughout the Sector, resulting in improved staff retention and 
appliance availability.   


5.1. Recommendations  


Recruitment - Review of recruitment process to identify opportunities to involve local On Call 
Managers during the process. 


Contracts – create a wider range of options/contracts, increasing the ability to maintain a healthier 
work/life balance for staff. 


Engagement and recognition – improved engagement with primary employers, increasing 
awareness of their staff’s commitments and new skill set which they could benefit from, also 
recognition of 100% availability and to staff members that provide enormous commitment, 
particularly those who are available over and above their contracted hours. 


Admin’ duties - Rationalisation of administrative burden. 


Remuneration – whilst money isn’t the principle motivator at these stations, the ability to structure 
and standardise their remuneration would assist in establishing annual salaries, useful when 
negotiating loans and mortgages.  
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