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Leavers Policy
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	Resourcing and Talent




1. Introduction

1.1 Cumbria Fire and Rescue Service supports the decisions and development of employees, including when an employee decides to leave their role. 

1.2 The decision to leave can be for several reasons and Managers must ensure that employees are not treated differently during their agreed notice period. 

1.3 The Service is committed to reviewing staff turnover and using this data to inform how we can maintain an experienced and motivated workforce. 

1.4 Former employees may return to the Service in the future, and we want to ensure, where possible, their leaving experience is as easy and supportive as can be. 

2. Scope

2.1 This policy covers all employees who leave the service, including resignations, contract terminations, and retirements. 

2.2 There are some exceptional circumstances where a different approach must be taken, such as an ill-health retirement, so managers must contact HR if they have any queries around this. 

3. Principles

3.1 This policy is based on the following principles and will:

· Ensure the fair treatment of all employees, regardless of equality factors and reasons for leaving. 

· Offer support for all employees leaving the service, regardless of role, including any relevant support required to our former employees. 

· Ensure consistent and effective collation and review of data, using it to implement retention and recruitment strategies.

· Always comply with relevant legislation and be responsive to changes in employment law and procedures as required. 

· Ensure appropriate procedures are always followed to uphold the safeguarding of vulnerable people and the communities around us.
 
· Seek feedback of the process, ensuring they are the most modern and supportive for all employees and roles.

· Empower employees to give honest feedback when leaving the service and encourage managers to deal with leavers in a kind and consistent way. 

4. Management Responsibilities  

4.1. As far as is reasonably practicable, management will:	

· Ensure the policy is enforced and supported in a manner evident to employees. 

· Follow the agreed timescales of the policy to avoid any issues or delays that may impact the employee. 

· Ensure the policy is communicated effectively and that employees are made aware of the policy and any other relevant information. 

· Ensure all employees are treated fairly and offered equal opportunity to provide feedback. 

· Where a serious issue is revealed as an employee is leaving, Managers will contact HR to discuss. 

· Complete the Leaver’s Checklist and communicate with all required departments when an employee is leaving. 

· Ensure a safe and inclusive environment is provided for all employees, including during any notice period. 

5. Employee Responsibilities  

5.1. As far as is reasonably practicable, employees will:	

· Make their manager/the Service aware of their intention to leave as soon as possible, enabling the service to plan as best as possible. 

· Follow the agreed timescales of the policy to avoid any issues or delays that may impact the service. 

· Provide constructive and honest feedback that helps the Service review and improve where needed. 

· Disclose any serious issues that impact the wellbeing and safeguarding of our employees and communities.  

· Return all kit and equipment to the service. 

· Maintain the Service’s expectations of behaviour, conduct, Core Code of Ethics, and culture throughout any notice period. 

6. Leavers Checklist

6.1. The Leavers Checklist should be used by all managers to cover each requirement when an employee is leaving the service. 

6.2. 6.2 The Leavers Checklist can be found on the employee pages of the Service website or can be directly requested from the Resourcing team. 

6.3. A completed copy of the Leavers Checklist must be sent to the Resourcing team to be filed in the employee’s personnel folder. 

7. Feedback from Leavers 

7.1. It is essential that managers promote the various methods we have in place that allow us measure and monitor labour turnover. 

7.2. These methods are:
· An Exit Interview – see section 8
· A Separation Questionnaire – see section 9
· An Anonymous Leaver Form – see section 10 

7.3. Employees must be made aware of all the above options and multiple can be completed. 

7.4. The data we receive and analyse from these methods allow us to develop effective staff retention strategies and improvements. The service needs to understand why people are leaving and what action it can take to reduce resignations. 

8. Exit Interviews

8.1. [bookmark: _Hlk193965992]An Exit Interview is a one-to-one meeting usually held between the employee and a trained manager from the service, exploring the employee’s reasons for leaving. It should also be used to determine if any changes could have been made during the employee’s career with the service. 

8.2. The CFRS Exit Interview will also cover the Core Code of Ethics, development and promotion, work/life balance, and mental health and wellbeing support. 

8.3. [bookmark: _Hlk193966006]Where possible, the Exit Interview should not be held with the employee’s direct line manager; the employee is more likely to be open and honest with someone who does not have a line management relationship with them. 

8.4. The Exit Interview should be held separately to any handover with line managers/the wider team, which should be organised during any notice period.

8.5. A member of the HR and/or Resourcing team can complete an Exit Interview with an employee, but this should only be in exceptional circumstances. 

8.6. The Exit Interview must be conducted in an informal, sensitive, and non-threatening way to encourage employees to be honest about their reasons for leaving.

8.7. A form is required to be completed for an Exit Interview, this can be found at Appendix A. On completion of the Exit Interview, the employee must sign they are happy with what has been captured, and the form must be sent to the Resourcing team, where it will be filed in the employee’s personnel folder in line with GDPR requirements. 

8.8. The manager completing the Exit Interview must not share the information discussed in with anyone other than the Resourcing and HR departments. If a manager is found to be sharing confidential information outside of this, the disciplinary procedure may be used.

8.9. If an employee raises a serious concern or safeguarding issue in the Exit Interview, the manager conducting the interview must contact HR and make the employee aware that they may be contacted by HR for further information. Where an employee has completed their notice period, HR may still try to contact them, to ensure staff and our communities are not at risk. 

8.10. Certain data from the Exit Interview will be added to a Leaver tracker, held by the Resourcing team, which will be used for retention strategies. Only personnel from Resourcing and HR will have access to this information. 

8.11. Managers completing Exit Interviews in support of the service must have attended the training session before conducting them.  

8.12. Conducting Exit Interviews can be challenging, especially if an employee is leaving due to a serious issue or dissatisfaction in the role. Exit Interviews are more likely to be successful if:
· open-ended questions are used to encourage fuller explanations from the employee
· the employee has sight of the exit interview form beforehand, so that they know what to expect and can think about their responses
· the employee is confident that the feedback that they provide will be treated as confidential, and the employee is aware how it will be used and stored by the Resourcing/HR team. 
· the manager remains neutral throughout the interview 
· Both the negative and positive experiences are captured 

9. Separation Questionnaire

9.1. [bookmark: _Hlk193966091]A Separation Questionnaire is a self-completion form that employees complete before their notice period has ended. 

9.2. [bookmark: _Hlk193966100]The Separation Questionnaire will also explore the employee’s reasons for leaving, any changes that may have encouraged them to stay, and general feedback on the organisation as an employer. 

9.3. The CFRS Separation Questionnaire will also cover the Core Code of Ethics, development and promotion, work/life balance, and mental health and wellbeing support. 

9.4. [bookmark: _Hlk193966113][bookmark: _Hlk213163560]The Separation Questionnaire will ask for the employee’s details, including role and department/station; the reason for this is to allow the Service to respond to any concerning information in the questionnaire directly, and deliver recognition where excellent culture is highlighted. It also helps the service make changes that can improve our staff retention. 

9.5. The information in the questionnaire will be accessed by the Resourcing/HR teams only, however data from the questionnaire will be added to a Leaver Tracker, held by the Resourcing team, which will be used for retention strategies. Only personnel from Resourcing and HR will have access to this information.

9.6. If an employee raises a serious concern or safeguarding issue in the Separation Questionnaire, Resourcing will share this with HR, who will review the information provided and they may contact the employee for further information. Where an employee has completed their notice period, HR may still try to contact them, to ensure staff and our communities are not at risk. 

9.7. The Separation Questionnaire can either be done instead of an Exit Interview, or both can be completed. Managers must support and encourage their staff to complete the questionnaire if this is the preferred option. 

9.8. A copy of the questionnaire can be found at Appendix B. The questionnaire must be directly sent to the Resourcing team, where it will be filed in the employee’s personnel folder in line with GDPR requirements. 

10. Anonymous Leaver Form 

10.1. [bookmark: _Hlk193966183]The Anonymous Leaver Form is an online form, accessed by a link, that will be shared with any employee leaving the service as part of this process. 

10.2. [bookmark: _Hlk193966209]There isn’t any time limit on when the form can be completed by, however employees are strongly encouraged to complete it as soon as possible. There will be circumstances for an employee leaving that will be stressful, upsetting, and difficult, (bereavement, ill-health, retirement etc.) and the Anonymous Leaver Form will allow them to give any feedback when they are hopefully in a better space to do so. 

10.3. The Anonymous Leaver Form will not request the level of detail that is included in the Exit Interview/Separation Questionnaire; it will be asking for information on the reason for leaving but will also focus on the service’s approach to managing labour turnover.  

10.4. [bookmark: _Hlk215230086]The information in the form will be accessed by the Resourcing/HR teams only, however data from it will be added to a Leaver Tracker, held by the Resourcing team, which will be used for retention strategies. Only personnel from Resourcing and HR will have access to this information.

10.5. If an employee raises a serious concern or safeguarding issue in the Anonymous Leaver Form, this will be shared with and reviewed by HR and addressed where possible, however this will also depend on the detail provided. If employees are aware of a serious concern, they are encouraged to share this before they leave so the service can provide support, investigation, and resolution as best as possible. 

10.6. The Anonymous Leaver Form can either be done instead of an Exit Interview and Separation Questionnaire, or multiple can be completed. 

11. Process

11.1. When an employee confirms they are leaving the service, managers must find and begin to complete the Leavers Checklist as soon as possible. 

11.2. Employees who are retiring or resigning should write a letter of resignation to their line manager, which should be responded to within 5 working days and a copy of the exchange must be sent to Resourcing to be recorded on the employee’s file. 

11.3. Where a fixed term contract is ending, managers must refer to the Resourcing Options Guidance, appendix A for this process. 

11.4. For employees who have been dismissed, the HR team will advise on the process, and the link to access the Anonymous Leaver Form will be included in any final letters. 

11.5. As soon as possible, the line manager and employee should meet (in-person or virtually) to discuss: 
· How they would like to share the news with colleagues and stakeholders. It is important to remember that retirement, resignation, and other forms of termination are confidential, and managers must support employees where needed. 
· To go through the Leavers Checklist together. 
· To organise an Exit Interview, if this is the preferred option. 
· To obtain a Separation Questionnaire for the employee, if this is the preferred option.
· To review any wellbeing support the employee may need during their notice period. 
· To agree the work requirements and service expectations during the notice period and how an effective handover can be organised

11.6. If an employee would like an Exit Interview, the manager must contact Resourcing who will organise this with a trained impartial manager at a time best for the employee. 

11.7. If an employee would like to complete a Separation Questionnaire, the manager must contact Resourcing who will issue this directly to the employee. 

11.8. If an employee decides to withdraw their resignation and continue working for the service, they must do this in writing. 

11.9. There is no legal obligation for a resignation retraction to be accepted, however managers should consider the circumstances around both the resignation and the request to retract before making any decision. If it is agreed the employee will stay with the organisation, this must be confirmed in writing as well. Resourcing and HR can offer advice to managers dealing with this circumstance. 

11.10. If an employee begins to have performance issues during their notice period, it is important that this is addressed, as it may impact the wider team/crew. Where a manager has concerns, they must contact HR to discuss. The Performance Management or Disciplinary procedures may be considered. It is not acceptable for poor behaviour to not be addressed just because an employee is leaving soon. 

12. Monitoring 

12.1. Data from all the feedback methods will be added to a Leaver Tracker, managed by Resourcing and accessed by HR. 

12.2. Regular data will be provided to both the Senior Leadership Team and Workforce Development Group, specifically when looking at retention strategies and service culture. 
[bookmark: _Hlk176950456]
13. Data Protection and Privacy 

13.1. [bookmark: _Hlk176950447]All personal data collected during the leavers process is processed in accordance with our Data protection policy.

13.2. Should employees wish to access data, they are able to request this under the Subject Access Request procedure. This is managed by the CFRS Information Governance Team.

13.3. Employees should report immediately any inappropriate access or disclosure of leaver data in accordance with our organisation's data protection policy. It may also constitute a disciplinary offence, which will be dealt with under our organisation's Disciplinary procedure.

14. Complaints

14.1. If an internal employee has a complaint about any part of an Exit Interview, notice period, or Separation Questionnaire, they can raise this informally with Resourcing or HR. If an internal employee prefers to raise a formal complaint, they can do so via the Workplace Complaints procedure.

14.2. If a manager, employee, stakeholder, or external provider is concerned about practice they witness during an Exit Interview, notice period, or Separation Questionnaire, they can raise this informally with either Resourcing, or the HR team (in cases where the issue is with the Resourcing team). If they would prefer to raise a formal complaint, they can do so via our Complaints process. This can be found on our external webpages. 








Appendix A - Exit Interview 

	Employee name:
	

	Employee number: 
	

	Role(s): 
	

	Date of Exit Interview:
	

	Manager guiding Exit Interview:
	

	Is this the employees line manager? (y/n)
	



Exit Interview Briefing (for manager to deliver):
· Aim of the Exit interview is to be an informal, supportive, open, and honest environment
· Confirm the employee has already had sight of the exit interview questions, ok for them to refer to any notes they have made.  
· Encourage employees to be honest when answering.  
· Reassure and remind the employee they will not suffer any mistreatment from what is shared in this meeting. 
· What is captured will only be accessed by Resourcing or HR. 
· Where Resourcing access this, it will be to add to the Leaver tracker, and used for data, retention, and employee offer strategies. All personal data will be made anonymous. 
· Where HR access this, it will only be when a serious concern or safeguarding issue is raised. If this is the case, it will remain confidential with HR. 
· This process isn’t anonymous; however, all information is treated with the utmost confidentiality.
· If at any point you need a break etc., please let me know. 
· Shouldn’t take any longer than an hour, but this is the employee’s time and can be flexible. 
· 13 questions to go through, can skip any if needed. 

	Question: What is your overall reason for leaving CFRS? 
(Resignation, retirement, end of fixed term contract etc.)

	






	Do you have any specific reasons for leaving CFRS? 
If retiring, do you feel ready to leave CFRS? 

	













	Have you felt supported and informed since you let the service know you would be leaving, or in the case of a fixed term contract, we made you aware it was coming to an end?
If you feel there could have been more support or information shared, please let me know and if comfortable, would you like me to raise this with your manager to resolve now?

	













	How are you feeling about leaving the service? 
(Signpost to CFRS wellbeing hub for resources, especially with retirement.)


	













	We aim for our Core Code of Ethics to be embedded in all we do. Now going to ask a few questions about them and your experience while working here. 



Please select the relevant box and add comment if needed. 

	
	I strongly agree
	I somewhat agree
	I feel neutral about this
	I somewhat disagree
	I strongly disagree
	I don’t feel comfortable to answer

	In your role, did you feel that CFRS put the communities around us first? 


	
	
	
	
	
	

	Were you treated with dignity and respect while working at CFRS?


	
	
	
	
	
	

	Did those around you act with integrity, being open, honest, and consistent?


	
	
	
	
	
	

	While working for CFRS, did you feel like our leaders were positive role models?


	
	
	
	
	
	

	Does CFRS promote the value of diversity and inclusion? Do you think CFRS understands Equality and works to remove barriers?

	
	
	
	
	
	






	What is positive about working for CFRS? 
 

	














	What is negative about working for CFRS? 
 

	















	While working for CFRS, did you feel like you could challenge? If you did, did you feel heard? Did leadership act on the challenges you raised?
 

	














	Did you feel like the physical and mental health support the service offered was adequate? Would you have like to see any changes/improvements?
 

	














	Did you feel like you had opportunity to develop in your role? Did you go for promotion or a new post, and were you supported?  
 

	














	How did you find the work / life balance when working for CFRS? Were you able to prioritise what was important to you, and feel supported in this by your crew/team/managers etc? 

	














	What could CFRS do to improve our employee experience for future people who do your role? What would you tell our Senior Leadership Team if you could?

	














	We want to recognise the staff we have that make CFRS an amazing place to work. If there was anyone who really made an impact on your time working here and you would like to share, please let us know and please share what they did. If you are happy to, could this be shared with them?  

	














Thank you for meeting with me for this exit interview and for being so open with your answers and experience. 

Share what has been captured with the employee and ensure they are happy with everything on the form. 

	Is there anything else you would like to raise or for me to capture?   

	










Close of interview
Reminder, we also have a Separation Questionnaire and an Anonymous Feedback Form – you can access these as well if you have anything additional you’d like to say. Please let me know and I can inform the Resourcing team. 

This Exit Interview form will be saved in your personnel file, which we keep in line with GDPR. 

Your manager should be working through the Leavers Checklist with you, however if you have any queries, please contact Resourcing. 

In your last week/tour with us, you will be sent a Leavers Pack with helpful information in, especially for those who are moving to new roles and might need a reference or some info from one of our teams. 

Thank you for attending today and wish you all the best in your next adventure!


End interview and send this document to Resourcing, at: Recruitment@cumbriafire.gov.uk 
















Appendix B - Separation Questionnaire 

	Employee name:
	

	Employee number: 
	

	Role(s): 
	

	Station/Department: 
	



Thank you for agreeing to complete this Separation Questionnaire as part of the Leavers Process.

Please read the below principles for completing this form.

If you have any queries or would like this form in a different format, please contact Resourcing asap who will support. (recruitment@cumbriafire.gov.uk) 

· The aim of the Separation Questionnaire is to give employees an informal, supportive, and confidential place to share feedback/experiences on your time working for CFRS. 
· This process isn’t anonymous; however, all information is treated with the utmost confidentiality. 
· We have asked for your role and dept/station to allow us to respond to any concerning information in the questionnaire directly and deliver recognition where excellent culture is highlighted. None of this will be done without your consent.
· You will not suffer any mistreatment from what is shared in this questionnaire. 
· What is captured will only be accessed by Resourcing or HR. 
· Where Resourcing access this, it will be to add to the Leaver tracker, and used for data, retention, and employee offer strategies. All personal data will be made anonymous. 
· Where HR access this, it will only be when a serious concern or safeguarding issue is raised. If this is the case, it will remain confidential with HR. 
· There are 13 questions to go through, and while we appreciate all of them being answered, please don’t feel like you have to.  

	What is your overall reason for leaving CFRS? 
(Resignation, retirement, end of fixed term contract etc.)


	







	Do you have any specific reasons for leaving CFRS? 
If retiring, do you feel ready to leave CFRS? 

	











	Have you felt supported and informed since you let the service know you would be leaving, or in the case of a fixed term contract, we made you aware it was coming to an end?


	








	How are you feeling about leaving the service? 
Do you know we have a CFRS Wellbeing Hub with support for those leaving or retiring?


	






















	We aim for our Core Code of Ethics to be embedded in all we do. 



Please select the relevant box and add comment if needed. 

	
	I strongly agree
	I somewhat agree
	I feel neutral about this
	I somewhat disagree
	I strongly disagree
	I don’t feel comfortable to answer

	In your role, did you feel that CFRS put the communities around us first? 


	
	
	
	
	
	

	Were you treated with dignity and respect while working at CFRS?


	
	
	
	
	
	

	Did those around you act with integrity, being open, honest, and consistent?


	
	
	
	
	
	

	While working for CFRS, did you feel like our leaders were positive role models?


	
	
	
	
	
	

	Does CFRS promote the value of diversity and inclusion? Do you think CFRS understands Equality and works to remove barriers?


	
	
	
	
	
	




	What is positive about working for CFRS? 
 

	










	What is negative about working for CFRS? 
 

	










	While working for CFRS, did you feel like you could challenge? If you did, did you feel heard? Did leadership act on the challenges you raised?
 

	










	Did you feel like the physical and mental health support the service offered was adequate? Would you have like to see any changes/improvements?
 

	










	Did you feel like you had opportunity to develop in your role? Did you go for promotion or a new post, and were you supported?  
 

	










	How did you find the work / life balance when working for CFRS? Were you able to prioritise what was important to you, and feel supported in this by your crew/team/managers etc? 

	










	What could CFRS do to improve our employee experience for future people who do your role? What would you tell our Senior Leadership Team if you could?

	











	We want to recognise the staff we have that make CFRS an amazing place to work. If there was anyone who really made an impact on your time working here and you would like to share, please let us know and please share what they did. If you are happy to, could this be shared with them?  

	









	Is there anything else you would like to raise or capture?   

	










Thank you for completing the Separation Questionnaire. 

Reminder, we also have an Exit Interview option (in-person) and an Anonymous Feedback Form – you can access these as well if you have anything additional you’d like to say. Please contact the Resourcing team, at Recruitment@cumbriafire.gov.uk  

This Separation Questionnaire will be saved in your personnel file, which is kept in line with GDPR. 

Your manager should be working through the Leavers Checklist with you, however if you have any queries, please contact Resourcing (email above). 

In your last week/tour with us, you will be sent a Leavers Pack with helpful information in, especially for those who are moving to new roles and might need a reference or some info from one of our teams. 

CFRS wishes you all the best in your next adventure!

Please sign and date this document below. 
Send this document only to Resourcing, at: Recruitment@cumbriafire.gov.uk 
It should not be sent to your line manager or any other dept. 

	Employee name:
	

	Date: 
	

	Signature: 
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