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1. [bookmark: _Hlk192693001]Introduction

1.1. The aims of this policy are: 

· to provide new employees with support, development, and wellbeing during their first few months at Cumbria Fire and Rescue Service (CFRS),
· to deliver a successful probation and induction to employees, ensuring they understand and embody the Core Code of Ethics and the service’s values, 
· to support employees newly engaged with the service with fair and inclusive access to any requirements and adjustments identified

2. Scope

2.1. This policy applies to all employees, both corporate and operational. 

2.2. Externally Provided Workers, Casual Workers, Volunteers, and individuals who are engaged via a Secondment Agreement are covered in the relevant guidance, which can be found in the Resourcing and Talent Guidance document. It is important to note, that while other types of personnel may not require a probation period, a thorough and welcoming induction is essential. 

2.3. When an internal employee is promoted to a new role, they will not be required to undertake another probation period, however new line managers should put in place a clear development plan to support their transition into a new role. This can be done with the guidance of the Resourcing and Talent team and the Learning and Development dept. (L&D). 

3. Principles

3.1. Cumbria Fire and Rescue Service is dedicated to getting the right person in the right role, to make Cumbria a safer place for all. Following successful appointment, the probation period is an essential time to establish the Service’s Core Code of Ethics, the values and behaviours we promote, and our expectations on culture. 

3.2. [bookmark: _Hlk192694390]This policy is based on the following principles and will:

· Ensure the fair treatment of all employees, regardless of equality factors, whilst also recognising diversity and supporting with any adjustments required. 

· Offer support and engagement for employees regardless of role, promoting equal opportunity, and committing to levelling the playing field for all. 

· 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.
 
· Strive to develop internal talent, providing avenues for growth, training, and upleveling of skills.  

· Consistently collect feedback and review all Resourcing and Talent processes, ensuring they are the most modern and supportive for all employees and roles.

· Empower managers and employees to shape the future of our service through developing promising talent and culture. 
 
4. [bookmark: _Hlk192694703]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. 

· Ensure the policy is communicated effectively and that employees are made aware of the policy and guidelines and adhere to relevant procedures.  

· Ensure all employees are treated fairly and offered support and development equal to individual needs.

· Where required, maintain accurate assessment records, and store them securely.

· Undertake the probation review meetings, providing constructive feedback and detailing support.   

· Ensure a safe and inclusive environment is provided for all employees. 

5. Learning and Development Responsibilities 

5.1. As far as is reasonably practicable, learning and development will: 

· Ensure the policy is followed during employee’s time with Learning and Development 

· Hold relevant initial probation reviews with employees while they are with learning and development. 

· Support employees through their development to achieve learning and development objectives 

· Communicate with relevant line managers when handing over responsibility of the employee.  

· Ensure all employees are treated fairly and offered support and development equal to individual needs.

6. Resourcing and Talent Responsibilities 

6.1. As far as is reasonably practicable, the Resourcing and Talent team will: 

· Ensure the policy is accessible and followed with honesty and integrity.  

· Ensure the policy is communicated effectively and that the service is aware of the policy and guidelines, enabling adherence to relevant procedures.

· Create, deliver, and promote probation and induction training where required.  

· Enable managers to develop talent and have constructive conversations with accessible and tangible action plans.  

· Be responsive to changes in employment law and resourcing best practice. 

· Seek feedback from employees who have passed the probation period, committing to making positive change where possible. 

· Securely collect and analyse EDI data, and work with staff network groups where available. 

· Ensure a safe and inclusive environment is provided for all participating in any process.

7. Probation Period Overview

7.1. All employees will be subject to a six-month probation period, beginning on the agreed start date of their employment with CFRS. 

7.2. For some employees, specifically operational new recruits, their first day may be the first day of their training course. This will still be the start of their six-month probation. 

7.3. The Probation Period is in place to assess the below:

· That all employees understand and embody the CFRS Core Code of Ethics. 

· That all employees understand the CFRS code of conduct and do not have any misconduct issues within their first 6 months.

· That all employees have a satisfactory understanding of their role, their team, their team’s function, and their job responsibilities.  

· That all employees feel comfortable challenging behaviour or culture that isn’t in line with CFRS vision, values, or ethics. 

· That all employees understand the expectations and terms and conditions of their role. 

· That all employees have good attendance levels/turn-out levels in their probation period. 

7.4. Direct Line Managers will need to hold a minimum of four review meetings in the first six months. 

7.5. Direct Line Managers will complete the relevant documentation, and at the six-month end point if the employee meets all the above (7.3) points to a good standard, they can be signed off as completing their probation. 

7.6. The Probation Period is to ensure all employees begin their career journey with CFRS on the right track. There isn’t an expectation that on completion of probation an employee will be fully developed in their role, as development is always on-going in our service, however managers need to be assured the employee will perform well and contribute positively to the culture in CFRS. 

8. Probation and Competency

8.1. The development of the individual is the responsibility of the line manager and employee. 

8.2. Operational employees follow a structured development plan that lasts for 24-months, this is separate from the probation period and is to demonstrate operational competency only, in line with the relevant role map for the individual.  

8.3. Corporate employees will follow a development plan agreed with their line manager with help and support from L&D for courses and other development needs.  

9. Probation and Protected Characteristics 

9.1. The Equality Act 2010 is legislation that sets out the protected characteristics and prohibits discriminatory behaviour based on these. Discrimination means treating someone less favourably than someone else because of a certain characteristic, causing harm and distress to that individual and not complying with legislation.

9.2. The protected characteristics in the Equality Act 2010 currently are:

· age
· disability		
· gender reassignment
· marriage or civil partnership
· pregnancy and maternity
· race
· religion or belief 
· sex
· sexual orientation

9.3. CFRS are aware that other protected characteristics are being identified and the legislation hasn’t been updated to reflect these, so if there is any query around an employee and a manager is unsure about discrimination or removing barriers, please get in touch with the Resourcing team as soon as possible for a confidential and supportive conversation.  

9.4. Managers must ensure that no employee is discriminated against directly or indirectly during the probation period, and further into employment. For a Probation Period, this is especially important when reviewing the performance of an employee with a protected characteristic that might be causing them to be disadvantaged and therefore not able to meet the requirements of the role.

9.5. New employees will have a discussion with the Resourcing team around the Inclusion Passport and whether they require any adjustments, support, equipment, or information noted. Employees will be asked to give consent for this to be shared with any relevant individuals (such as the direct line manager) or depts. (e.g. L&D) on or before their start date. 

9.6. The information shared in the Inclusion Passport must be considered, where reasonable, in implementing a supportive and successful induction and probation. 

9.7. There are several inclusion policies that will support Managers who are taking employees through probation, including:

· Disability and Neuro-inclusion Policy
· Menopause Policy 
· Mobilisation of Reservists Policy
· Carers in the Workplace Guidance 

9.8. Where an employee is a Reservist and they are mobilised in the probationary period, all efforts must be done to support the employee and to ‘pause’ any training, development and support until they return to role. For more information on the mobilisation of reservists, please refer to the Mobilisation of Reservists Policy.

9.9. If you have a query about ensuring an inclusive experience for an employee, please get in touch with Resourcing and Talent for a confidential and supportive discussion. 


10. Process

10.1. All employees must have opportunity to be taken through the below process, regardless of contract or role. 

10.2. On the first day of employment, it is essential for the relevant line manager to take employees through the Induction Booklet. The Resourcing and Talent team (in collaboration with L&D) have produced Induction Booklets for Corporate Staff, On-Call Firefighters, and Wholetime Firefighters, these can be requested by managers. 

10.3. The induction booklets cover: The Core Code of Ethics and applying them to your role, the CFRS vision and values, an up-to-date structure chart, wellbeing support and contacts, and key information on essential terms and conditions (pay, annual leave, pension signposting etc.)

10.4. Following the induction, the relevant manager needs to meet with the employee on a 121 basis and talk through the expectations of their role and provide wider context about the team function in the service. This can be documented in the first part of the Probation and Induction Plan, at appendix A or B depending on role. 

10.5. Where there are many new employees, for example an operational training course, Learning and Development managers will undertake 1-2-1 conversations, however it is important that new employees visit their stations and speak to relevant line managers as soon as possible. The Resourcing team, with support from L&D, will help to facilitate this.  

10.6. It is important that all meetings, training, or discussions relevant to the Probation Period are documented in the Probation and Induction Plan (Appendix A/B). This should be a ‘live’ document that the manager and employee can update throughout and is ready to be referred to. For On-Call employees, there can be flexibility with this, however it is essential that time be dedicated to completing this as a support tool for the employee. 

10.7. Managers must agree the review meeting dates with the employee and stick to these timescales as closely possible. Having a structured probation period and knowing when you will have dedicated time with your line manager is important for new staff. 

10.8. Best practice is to hold the minimum amount of review meetings at:

· 4-weeks, once the employee has completed a month with the service 
· 12-weeks, at the halfway point of probation 
· 18-weeks
· 26-weeks, the end point of probation  

10.9. When an employee has an Inclusion Passport in place with adjustments, this must be considered when scheduling the review meetings. Guidance and support can be found with the Resourcing team or service EDI Lead when looking at this. 

10.10. Where there is a delay that causes a review meeting to be held later, this must be factored into the remaining timescales. For example, if a review meeting is scheduled for week 12 of probation but ends up being held at week 16, an employee must still be allowed a reasonable amount of development time until their next meeting. This is to ensure the employee gets the same amount of time and support to complete any relevant training/actions/performance until their next meeting. This should be documented on the Probation and Induction Plan. 

11. Probation and Induction Plan - On-Call Firefighters 

11.1. On-Call Firefighters have a unique and essential role in our service, and managers must be flexible and supportive when undertaking their Probation Period.

11.2. During the first six months of an On-Call Firefighters career, there needs to be open and supportive discussion around all points at 7.3, but also availability and turn-out.

11.3. Managers must use the Probation and Induction Plan for On-Call Firefighters (Appendix A). 

11.4. Some On-Call Firefighters will go on their training course as their first stage in employment, however it is essential they meet with their direct line manager as soon as possible to complete section 1 of the Probation and Induction Plan. Where this is the case, the Resourcing team will liaise with the station to confirm the course dates. 

11.5. Other On-Call Firefighters will begin their first stage of employment as a Trainee Firefighter on their station and will be booked on the next available training course. Direct line managers must meet with these individuals and complete section 1 of the Probation and Induction Plan.

11.6. The service aims to ensure all Trainee Firefighters are booked onto a training course within the probation period of their employment (six months). In exceptional circumstances, a probation period will be extended to accommodate course dates. Please refer to section 15. 

11.7. Availability and attendance must be considered when assessing if a Firefighter has passed probation. Where there are on-going issues with a Firefighters availability during the probation period, this must be captured on the Plan as soon as possible by the direct line manager and the steps at section 16 must be followed.   

12. Probation and Induction Action Plan – Wholetime and Corporate Staff

12.1. During the first six months of an employee’s career, there needs to be open and supportive discussion around all points at 7.3. 

12.2. Managers must use the Probation and Induction Action Plan for Wholetime and Corporate staff (Appendix B). 

12.3. Employees should have access to their Probation and Induction Action Plan during the probation period, allowing them to review any actions set and to update their sections (the individual summary) before meetings are held. 

12.4. Where possible, Managers should complete the manager summary section ahead of the meeting. At the meeting, the employee and manager should talk through achievements, behaviours, wellbeing, concerns, and attendance together. 

12.5. After each review meeting, managers and the employee must complete the Action Plan. 

12.6. Key tips for completing the Action Plan:

· [bookmark: _Hlk201071825]The Action Plan should be used for capturing areas of development and training that are required for the role, and/or an area of interest or knowledge gap raised by the employee. 

· [bookmark: _Hlk201071855]Try and balance the Action Plan with development areas and areas of interest. 

· [bookmark: _Hlk201071932]Use SMART targets where possible – you don’t have to write a lot on the Action Plan, but clear information and tangible outcomes are important. 

[bookmark: _Hlk201072008]Specific 
Measurable 
Achievable
Relevant 
Timescale 

· [bookmark: _Hlk201071944]Don’t put too much on the Action Plan – too many actions to complete can overwhelm a new employee who is already taking in a lot of new information. 

· The Action Plan should be a collaborative piece; managers should not use it to send an employee away to complete work alone, they must confirm the support they will provide to meet the area of development required. 

· The minimum timescale for completion should be the next probation meeting, however the Action Plan can (and should) be discussed at 121s etc. throughout the probation period. 

· Where an employee has not met an action on the plan by the timescale, or where they are having issues to meet the action/development area, this must be captured as soon as possible.  

· The above information plus examples can be found in the Key Tips for the Probation Action Plan - guidance document. 

12.7. At the 26-week meeting, managers will need to complete the meeting section and the Probation Outcome section. Where it is identified an employee needs a Probation extension, please refer to section 15. 

12.8. If the relevant manager, with guidance from HR, puts forward the recommendation that the probation period is not passed, the dismissal procedure must be followed. Please refer to section 16.

12.9. Where a successful probation period is achieved, managers of corporate staff must refer to the Pay Progression Process Guidance, which can be requested from the HR dept. via email: HR@cumbriafire.gov.uk 


13. Issues and Concerns during an Operational training course

13.1. During initial training courses the progress of employees is monitored daily with L&D Management. Concerns raised will be documented on the daily progress sheets, discussed with the individual, and plans will be put in place to support the employee to meet the required standards.

13.2. Where an employee does not meet the required standard to pass the training course, the L&D Managers will meet with them to produce a development plan, and they will be offered additional opportunities to demonstrate the required standard.  

13.3. Where the required standard is still not met after a period of development (no longer than 8 weeks) then the probationary period dismissal procedure in Section 16 may be invoked. 

14. Issues and Concerns during the Probation Period 

14.1. There may be some instances where different issues and concerns are raised during the Probation Period, and it is important managers feel enabled to seek the guidance required to deal with this quickly and supportively. 

14.2. It will also depend on the nature of the issue/concern raised as to how the manager approaches this; however the below steps should be taken regardless:

· Where a concern or issue is raised, the relevant line manager must meet with the employee as soon as possible. They should not wait for the next scheduled review meeting.

· This meeting must be documented on the Probation and Induction Plan, and any actions in place need reviewed and updated as appropriate. 

· Managers may have to re-explain the expectations of the service, the requirements of the role, and the Core Code of Ethics to the individual, capturing their understanding of these. 

· Best practice is to put in place more regular meetings until the manager feels the issue or concern has been resolved.

14.3. Managers who have on-going concerns about the employee’s values, behaviour and performance should get in touch with the HR team for further guidance.

14.4. Where it becomes clear that an employee is unable to meet the standards set out at 7.3, the Probation and Induction Plan should be as up to date as possible and sent to HR for review. 

Misrepresentation of skills 

14.5. If, during an employee's probation, it is suspected or established that the employee does not have the qualifications, experience, or knowledge that they claimed to have at the time of appointment, the matter will be discussed with the employee to establish the facts.

14.6. If the evidence suggests that the employee misrepresented their abilities in any way, Cumbria Fire and Rescue Service may terminate the employment with contractual notice paid in lieu. 


15. Extension of Probationary Period 

15.1. In exceptional circumstances the probationary period may be extended to allow the individual more time to reach the required level of performance.  The individual should be informed of this decision as soon as possible.  

15.2. On-Call Firefighters who are part of the PRIME approach must have their training course and probation period completed in the first six months of appointment. In exceptional circumstances, where the Service has been unable to secure a place on a training course within six months, the probation period can be extended. This must be approved by the Area Manager for Service Delivery. 

15.3. The line manager will issue a letter confirming the extended probationary period and updated Probationary Agreement to the individual.  Any extension period should not exceed 8 weeks.

16. Probationary Period Dismissal Procedure 

16.1. If the relevant manager, with guidance from HR, puts forward the recommendation that the probation period is not passed, the dismissal procedure must be followed.

16.2. The manager must write to the employee confirming the circumstances that are leading to potential dismissal and inviting them to a meeting to discuss the matter. The manager must advise them of their right to be accompanied by a trade union representative or work colleague.

16.3. The employee will be notified of the meeting as soon as possible but must be given not less than five working days' notice in writing of the date, time, and place of the meeting.

16.4. The manager will notify the HR team and the relevant senior manager who will conduct the meeting.

16.5. The employee must take all reasonable steps to attend the meeting. If the employee has a reasonable explanation for being unable to attend the meeting, or their trade union representative or work colleague is unable to attend, a postponement will be arranged.  A new date will be set which does not delay the process unduly.  However, where the employee is persistently unable or unwilling to attend without good cause, a decision will be made on the available evidence, in their absence.  

16.6. The employee and/or their representative will be given the opportunity to state their case.  The manager and others who have been involved in providing support to the employee will provide information on what actions have been taken.

16.7. After the meeting the senior manager must notify the employee in writing of the decision and notify the employee of their right to appeal against the decision if they are not satisfied with it.  This will include details of the senior manager who the appeal should be addressed to.

17. [bookmark: _Toc184023011]Right of Appeal Against Probationary Dismissal 

17.1. Employees have the right to appeal against formal action taken as a result of failure to successfully complete their probation period.  

17.2. Where an employee is dismissed and chooses to appeal, the appeal manager will be a Principal Officer.

17.3. Where an employee appeals against formal action taken, they must put their grounds of appeal in writing no later than 7 calendar days after they have been informed of the decision. The appeal will be acknowledged within 5 working days. 

17.4. The employee will be invited to a further meeting and must take all reasonable steps to attend. Employees have the right to be accompanied by a trade union representative or work colleague at this meeting. The appeal hearing will usually be conducted as a review where this is possible. If it is not possible then there will be a rehearing (either in full or in part) held by the appeal manager. 

17.5. The appeal manager will have available all the documents that were presented in the original probation review meeting. They will also have a copy of the record of the hearing, the letter confirming the outcome and the employee’s letter of appeal. This will allow the appeal manager to form a decision based on the documentation and the submissions at the appeal hearing.

17.6. The employee and/or their representative will put forward their case by explaining the grounds of the appeal and presenting relevant evidence. 

17.7. The appeal manager will consider all of the evidence presented and come to a decision. The decision will either be
· The dismissal is upheld
· The dismissal is not upheld, and the employee will be reinstated

17.8. In cases of probationary dismissal, the employee will receive contractual notice following notification of their dismissal. Efforts will be made to conclude any appeal process within the notice period; notice may be extended for a reasonable period with a view to concluding appeal proceedings within the notice period. 

17.9. If dismissal is not upheld on appeal, the employee will be reinstated. 

17.10. After the appeal meeting the manager concerned must inform the employee in writing of the final decision.

17.11. There is no further right of appeal.

18. Complaints

18.1. If an employee has a complaint about any part of the Probation Period, they can raise this informally with their line manager. If an internal employee prefers to raise a formal complaint, they can do so via the Workplace Complaints procedure.
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