Agenda item 6


TO:
Community Safety Committee
FROM:
Head of Organisational Management Group 

DATE:
1st November 2006

WHOLETIME RECRUITEMENT UPDATE
1.
Purpose

1.1
To advise the Community Safety Committee on the progress of the joint Cambridgeshire Fire & Rescue Service (CFRS) and Bedfordshire & Luton Fire & Rescue Service (B&LFRS) collaborative recruitment exercise for wholetime firefighters.  The aim was to recruit twelve additional firefighters in January 2007 and to allow B&LFRS to recruit an appropriate number.
2.
Recommendations

2.1 The Community Safety Committee is:


(i) 
asked to note the contents of this report. 

(ii) 
recommended that a letter of thanks be drafted and sent to Cambridgeshire Direct on behalf of the Chairman of the Fire Authority. 
3.
Risk Assessment

3.1 Political – Complaints have been made to the Department for Communities and Local Government (DCLG) in relation to the Information Technology (IT) system provided nationally to Fire and Rescue Services (FRS).  This was felt to be inadequate and not fit for purpose.  This system has since been withdrawn nationally.

3.1.1 CRFS and B&LFRS will seek a joint complaint to be lodged by both Chief Fire Officers at conclusion of the exercise regarding the lack of support.

3.2 Environment – Following the national Point of Entry Selection Testing (POEST) method for recruitment being adopted, it has precluded a number of retained duty system (RDS) personnel from being successful at the first stage of sifting.  This has caused some disquiet and a decrease in morale amongst RDS personnel which the Service is currently addressing through briefing sessions and one to one feedback to explain the process.
3.3 No other risks are associated with this report

4.
Background

4.1
In August 2006, the Service embarked upon a recruitment exercise to bring in new recruits to aid succession planning and to cover potential abstractions due to the retirement profile of the Service.
4.2 It had been some five years since an exercise like this was carried out.  During this time the Service had maintained successful candidates on a holding list. As vacancies were due to arise, candidates were approached and invited to re-sit a medical and take part in a follow up interview to check if personal details had changed.
4.3 The UK FRS is in a fortunate position to attract candidates easily and the scale of a wholetime recruitment campaign is very resource intensive due to the interest this generates.  
4.4 A regional HR Recruitment Group has been established via a work stream from the Regional Management Board (RMB) and we initially committed to embark on a collaborative exercise with CFRS, B&LFRS and Hertfordshire.  Norfolk and Suffolk had begun work as a pilot Service to trial the then ODPM sponsored national point of entry selection test.  Essex were not planning to recruit at the time and therefore declined to collaborate on this occasion
4.5 Unfortunately, Hertfordshire withdrew early in the agreement due to a change in circumstances but commitment remained from us and B&LFRS.
4.6 It is worthy for the Committee to note that since embarkation on this exercise Hertfordshire have been required to embark on recruitment as a lone Service, and Essex have now made approaches to ask if we would like to collaborate.  This issue is being dealt with by the HR Leads within the Region to try and ensure a full joint approach in the future for a potential recruitment exercise in the region every two years.

4.7 Staff have been dedicated to this project from the HR groups at both Services and the resultant work from the abstractions have been absorbed by uniform and non uniform managers.

4.8 Due to our separate Diversity profiles, differing initial approaches were conducted within the recruiting, but the exercise was timed to begin just after the launch of the DCLG initiative to promote the UK FRS as an employer of choice for females in June and July of 2006.

4.9 Local media work was conducted but the national campaign began to generate interest and allowed our campaign to “piggy back” on the work already done.

4.10 CFRS engaged the Services of Cambridgeshire Direct to take calls from prospective candidates, send out and collate returned packs.  Initial long list sifting was agreed and CFRS conducted some training exercises for Cambridgeshire Direct staff relating to the process.  In itself this has been a positive venture and their flexibility throughout the exercise has enabled both Services to achieve our timescales.  
4.11 The initial marketing differed in that B&LFRS decided to use a series of Open Days as their sole method of recruiting; they stated their transfer out rate was so large this was a deciding factor in not advertising more widely.  CFRS chose to do a combined media and Open Day approach in order to alter the diversity profile of the organisation and attract the widest possible pool of candidates to select the best people for the jobs.

4.12 HR Staff in both Services collaborated in Occupational Testing to Level A British Psychological Society (BPS) accreditation.  This was done to enable marking to be conducted should there be any IT problems and to allow for regional capacity for future recruitment and testing exercises.

5. Problems

5.1 It is worthy for the Committee to note, that an IT system was introduced by DCLG known as “FAMS” which was issued to each FRS that was recruiting in order to provide the management information for the centre, relating to the success or otherwise of POEST. 

5.2 We have experienced serious difficulties to the extent that DCLG have withdrawn the system nationally.  The marking structure was wrong, the addresses it was printing were inaccurate and the system crashed on two separate hardware devices.  A placement student had written the software but had returned to University with no other knowledge being shared in DCLG.  

5.3 A complaint has been submitted to DCLG by Steve Mason, HoOMG and by Zoe Evans, HR Manager, independently.  At conclusion of this exercise a joint complaint from the Chief Fire Officers will be drafted and lodged.

5.4 Without the flexibility and strength of relationship that we have fostered with Cambridgeshire Direct, the failure of the IT system may have meant a collapse of the process.  

5.5 Without the action taken at 4.11 the error in terms of the Occupational Psychology testing would not have been realised and the wrong candidates would have been invited to the appropriate stages.
6. Progress
6.1 Appendix 1 of this paper illustrates the timeline that was agreed.  Our aim was to have this completed within three months from the closing date in September 2006 to offers beginning in November 2006.  This dramatically improved our previous timescales from the last recruitment exercise and although challenging, has meant a far more efficient process has been achieved.
6.2 The process follows an assessment criteria of application, written tests, physical tests, medical and interview.  At each stage successful candidates are passed to the next or not.

6.3 The following table shows a summary of the statistics:
	Total Joint Number of Application Packs Sent
	           3,261

	Total Joint Number Applications Returned
	1,428

	Total Joint Sifted at 1st and 2nd Stage
	1,297

	Invited to Joint Test Day
	301

	
	

	Invited to Interview for CFRS
	89

	
	

	No of CFRS Places on January 07 Course
	12

	
	


6.3.1 The Services split into CFRS and B&LFRS at conclusion of the Test Day as they will not be placing any new recruits onto the January 07 Recruits Course, but will be retaining a holding list of candidates.
6.3.2 As a Service we will appoint the highest scoring candidates for the January places then place the remainder on a holding list where we will call back for employment when appropriate.  This will be reviewed after a year and will last a maximum of two, at which stage a new exercise will be required.

6.4 This exercise is on target, and interviews are planned and continuing as per Appendix 1.
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