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[bookmark: _Toc215574012]Part 1: Change Process at CFRS
[bookmark: _Toc215574013]Introduction
Cumbria Fire & Rescue Service (CFRS) aims to provide a culture of continuous improvement for its employees to ensure it is able to deliver an exceptional service to the community. This means there is a need to make changes to the way in which CFRS operates from time to time. This policy outlines the service’s expectations for managing change and, in Part 2, provides detailed guidance on the different types of change managers may encounter and the steps they should take to implement improvements.. It should be noted that CFRS is committed to avoiding the need for compulsory redundancy however, this may not always be possible and guidence on this can be found towards the end of this document. Redundancies will always be a last resort after the service has exhausted all alternative options. 

The relevant guidance should be considered depending on the type of change being proposed.  The type of change will be decided by the Service Leadership Team (SLT) at the start of the process, seeking further guidance from the HR team.  
[bookmark: _Toc215574014]Scope
This procedure applies to Cumbria Fire & Rescue Service as a whole and is intended to be used in all cases of organisational change. It therefore applies to on-call, part-time, seconded and voluntary and both full time corporate and wholetime operational employees. Where this policy should be applied during the implementation of organisational change; it is not needed in cases of ordinary station moves and/or watch changes. These can be implemented using operational policies and procedures.
[bookmark: _Toc215574015]Principles  
CFRS needs to be agile in the environment it operate in and this requires adaptability in embracing change, there are numerous types of change the service could be required to make, for example technological, staff welfare, establishment etc.

Types of changes that may be necessary within CFRS could be in response to technological developments, to improve the welfare of staff or reviewing the existing employment structure through means of reshaping. It is important to carry out any organisational changes with a fair and consistent process to maintain the security of employment for employees as far as practicable, it is recognised that there may be circumstances where necessary to make changes.

This procedure is based on the following principles and will: 
· deliver a quick, fair and effective transition in support of CFRS priorities
· ensure employees are fully supported and made fully aware of the internal and external support providers available to them throughout the change process
· ensure a consultative and flexible approach to change 
· ensure CFRS has the right number of people, with the right skill sets, attitudes and behaviours working in modern and efficient ways. 
· ensure an Equality Impact Assessment (EqIA, Appendix 1) is complete at the earliest possible stage
· ensure any potential impacts on equality, diversity and inclusion are considered throughout the process 
· ensure selection for redundancy is based off clear criteria 
[bookmark: _Toc215574016]Wellbeing:
The service acknowledges that workplace change can be a challenging and potentially stressful experience for employees. The nature of the change employees are going through may determine the impact it has on them personally. There can be a lot of unknowns which can impact their stress levels and their mental health. Therefore, it is important that CFRS prioritises the employees wellbeing throughout the process as it can result in:
· Long/short Term Absence
· Decline in Mental Health

In some instances, it may be appropriate to instate a welfare officer. Proposals of change, particularly which involve reshaping and/or the threat of redundancy, naturally have a significant impact on employees. It is important that managers overseeing the change maintain regular contact and if the employee feels they would benefit from a welfare officer, the manager shall organise this. 

It is important that managers overseeing change know to signpost employees to the CFRS Wellbeing Hub where they can find a wealth of different support networks available to them. This includes:

· Health and Wellbeing Hotline
· Mental Health Support
· Self-referral for Counselling
· Welfare Officer Guidance
· AbleFutures
· Contact information for Trade Unions, Firefighters Charity and other external support organisations.

Employees who are exhibiting signs of stress or disclose their feelings/symptoms of stress to their manager, may benefit from the use of the service’s managing stress resources which can be found on the Health and Safety pages. This includes an individual stress risk assessment which can be completed by the employee with their line manager to try and identify what support could be provided to assist them. The Employee Support page also signposts to other organisations that can offer support in managing stress.

Managers are encouraged to contact the HR team or Occupational Health for further information or relevant support when required.

Should further clarification be required please contact the HR Team hr@cumbriafire.gov.uk

[bookmark: _Toc215574017]Process 
All managing change proposals at Cumbria Fire & Rescue Service should follow this standard process to ensure a consistent and thorough approach:
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[bookmark: _Toc215574018]Planning and Communication

Planning is vital for a successful change to take place. Change managers need to:
· Draft the Statement of Change, including a business case and proposals for change
· Consider the impact of this proposed change by completing an Equality Impact Assessment 
· Consider employees who may be covered by the Equality Act 2010 and may require reasonable adjustments
· Identify resources required 
· Draft a communication plan
· Ensure support and advice for employees is in place
· Identify a realistic timetable taking account of contractual notice periods
· Seek advice from the HR team and enlist an advisor
· Consider vacancy management and potential suitable alternatives and re-deployment opportunities including alternative employment support, where applicable

Once proposals are designed, approval must be obtained by Service Leadership Team (SLT) prior to any engagement with employees taking place. It will be the responsibility of the head of department to take accountability for the changes and pitch the proposals to SLT for approval.

[bookmark: _Toc215574019]Consultation and Engagement
Before employees are notified of any potential change, the manager needs to ensure they have fully prepared the Statement of Change (Appendix 2) which should include as a minimum, the following:

· Reasons for the proposal; business case, draft proposals, communications plan, reasonable timetable, data to evidence that the proposal would be successful
· Affected employees, all affected employees shall be identified and included within the scope of the proposal.
· Link to the EIA completed 

CFRS is committed to full and meaningful consultation and engagement with both employees and Trade Unions.  Under the Employments Rights Act 1996, CFRS has a statutory duty to seek to avoid or reduce redundancy action wherever possible. Please refer to the specific guidance within this document for more information on Reshaping and Redundancy. 

The overarching engagement process has been developed to ensure that the service meets both statutory consultation requirements whilst also providing best practice guidance for consultation and engagement.  However, it is important to ensure the proposed timetable is realistic and then followed.

Where there are no redundancies there is no statutory specified timeframe for consultation however, it is recommended that the Service acts reasonably to ensure meaningful consultation can take place.

All employees affected by the proposals should be included in scope of the consultation and engagement.  Please see Part 2: Redundancy for change which may result in the termination of employment. 

It is important that the service ensure consultation with both employees and Trade Unions (TUs) is undertaken. A pre-meeting will be held to brief TUs on the proposals ahead of the formal start of the engagement period.  These meetings may take place as part of a Joint Consultative Group (JCG), or a separate meeting may be arranged with the responsible member of SLT. At these meetings the following should be considered (also refer to the checklist at Appendix 3):

· The Statement of Change documents
· Equality impact assessment
· Early notification to TUs of dates for consultation meetings 
· Consideration of alternative proposals from the Trade Unions and staff

Engagement on proposed change is essential if the changes are to be successful as it encourages involvement and gains the commitment of all.  Engagement is not about telling people what is going to happen, it is about involving people in the decision-making process and allowing the opportunity to shape the change.  Every effort will be made to seek agreement, but it is recognised that final proposals may not be agreed in their entirety by all parties involved at the end of the engagement process.

An engagement plan should be made at the outset. For formal consultations this will be for a minimum of four weeks. It will include times for regular updates on feedback received so far, any changes to timescales of the consultation and why, and any changes to the proposals. This is particularly important if the consultation process results in significant changes to the original proposal.

In terms of engaging with employees in scope of a change, there is not a one-size-fits-all approach when it comes to the methods used to maintain communication throughout the process. For example, it may be more suitable when manging a large departmental change, that consultative start, mid and end point meetings are held with employees and Trade Unions. Whereas, where is a change is lower level and only affect a small number of employees, the communication methods can be more personalised i.e. information delivered in 121s and team meetings. Managers should seek advice from their HR advisor beforehand to agree on a suitable engagement strategy. 

Managers who have employees who are absent from work due to maternity, long term sickness, career break etc. must ensure that they consult with and include these employees in all aspects of the change management programme.  Should further clarification be required please contact the HR team. 
[bookmark: _Toc215574020]Employee Consultation Meetings
Consultation and engagement with the employees in scope of change is compulsory but the way in which this is carried out can vary. Ideally, employees should be invited to a start, middle and end point meeting where they are thoroughly updated on the work being done and the decision-making process. This approach is most suited to larger scale, sometimes more general, change. 

The meetings should be honest and open, informative for attendees and allow the opportunity for questions, comments and ideas.  It is essential that employees feel able to speak freely and contribute to the discussion. TUs will be invited to the above meetings.  A record should be kept of all meetings. It should be noted that employees in scope of the change are entitled to request 1:1 meetings with the change manager during the process.

The purpose of these meetings is:
· Start meeting – to launch the proposals, outline the consultation and engagement process, timescales and implementation approach. The Statement of Change should be issued at or immediately after this meeting. Before commencing this meeting, the checklist of what information the employee needs should be considered, Appendix 4.
· Mid-point meeting – to provide any feedback to date and discuss any concerns or common questions. 
· End meeting - this takes place once the consultation period has ended and final decisions have been made regarding the proposals.  It provides the opportunity for clarity and confirmation of the future structure, to summarise the feedback received, identify where feedback has been incorporated and provide clear information regarding implementation and next steps. 

Subject to the number of employees in scope of the proposed change, it may be helpful to create a dedicated email inbox for all questions and feedback to be sent. Where it is not reasonable to create a dedicated inbox, the statement of change should have the email addresses of the change manager and the HR representative listed to allow an open communication channel for the employees in scope and their union representatives. A plan to manage responses should be agreed with the change manager and the HR Team.  Where appropriate, generic FAQs can be updated and shared with employees.  

In situations where the proposed change is smaller scale, employee driven or where the outcome would impact the employee(s) in scope’s working life (i.e. contractual change, assimilation), the three-meeting approach may be excessive and insensitive. The change manager should liaise with their HR representative about the best way to engage with the employee(s). This maybe through a series of 1:1 meetings or specialised team meetings. The principles of the engagement process do not change when the three stages are not used. However, when the change manager consults the employee(s), the communication needs to allow for an open and informative environment where questions and concerns can be raised. Trade unions should be invited to any meetings and a record should be kept of any and all communication.  

CFRS is committed to seeking either individual or collective agreement through meaningful consultation. During initial communications with employees, they will be informed of potential alternative measures that may need to be implemented in the event that an agreement on the proposed changes cannot be reached, ensuring continuity of service.

[bookmark: _Toc215574021]Decision
At the end of the consultation phase the change manager will factor in a period of time to consider any feedback received and make decisions on whether any changes should be made to the original proposal.  The final proposals will be communicated at the end point meeting.    

Affected employees should be provided with an individual outcome letter, detailing the proposed changes that affect them and the means in which they will be implemented with timescales included.

[bookmark: _Toc215574022]Implementation  

The implementation shall be carried out as detailed in the final outcomes. Managers should aim to make changes in the timescales confirmed to individuals in writing as part of the outcomes; should this not be possible; individuals should be informed in writing of the new timescale and reasons for change. 

Where reshaping or redundancy are part of the outcomes, please see the guidance in Part 2. 

[bookmark: _Toc215574023]Part 2: Types of Change

[bookmark: _Toc205559225][bookmark: _Toc215574024]Introduction
The process outlined in Part 1 of this document should be followed for all changes within Cumbria Fire & Rescue Service, including general adjustments, departmental restructuring, or redundancy procedures. Employment-related matters involve various legal considerations, which will be detailed below:

Standard Workplace Changes:
These are changes within the workplace or workforce that don’t have a contractual impact on employees. Changes to equipment, systems and supplier contracts could be examples of the kinds of changes included under this heading. Although these changes may not impact employee’s in terms of their personal career, it is still important that this policy is followed for their implementation and appropriate consultation is carried out. 

Reshaping Guidance
This section of the procedure should be followed where services or establishments are being reviewed and the changes being proposed are likely to result in a change to roles, grades/scales/ranges and/or terms and conditions and also a change to the way the service is delivered.  This may also lead to a reduction in staffing numbers by means of redundancy.

Redundancy Guidance
This section of the procedure should be followed where there is a proposal to reduce staffing numbers for a specific group of staff and a wholescale change and review of the wider service or establishment is not required. 

[bookmark: _Toc215574025]Standard Workplace Changes

[bookmark: _Toc215574026]Station Upgrades
CFRS recognises that the fire stations located around the county may require upgrades, repairs and new equipment. When preparing to purchase equipment or enlist a contractor, it is important the change manager follows the corporate procurement policies and tendering procedures. 

When planning to introduce new equipment to station, whether that is gym equipment (advice from the fitness team required) or resting facilities, it is important an Equality Impact Assessment during the initial planning is completed to ensure the proposal is fair and available to all members of staff based at the station.

These changes should follow the process listed in Part 1 of this policy. It should be noted that the consultation process may require the advice of other departments such as Health and Safety, Occupational Health and Finance as well as the Trade Unions.
In cases of change where the manager is trailing their proposal, for example in one station with the future intention of rolling it out further afield, the manager should ensure they have written a Feasibility Study (appendix 5). This is a live document that should be continually updated throughout the trial period, taking note of what is working well and what amendments can be made to increase the success of the proposal. 

It is recommended with a change that requires a trial period that the change manager creates a method of gathering user feedback at the start, mid point and end point of the process.

[bookmark: _Toc215574027]Watch and Station Moves
There may be times where it is necessary to rearrange the operational staff structure, this can be for a number of reasons but the key priority for CFRS is to ensure it is able to deliver a consistent and affective service to the community. This means ensuring there are the right people in the right places at the right times.

Operational staff employed under Grey Book terms and conditions will be aware that the service may change the base station of employees or move them onto another watch within their Local Command Unit (LCU). It is strongly advised that the change manager enlists a HR Advisor for support throughout the process and ideally they will consult with trade union representatives during the early stages to ensure they have truly considered the impact on those in scope.

Managers Shall:
· Have face to face discussions where possible to explain the rationale for the proposals. All discussions should be followed up in writing with a summary/notes from the conversation.
· If the change manager is not able to carry out a face to face discussion with the affected employee(s), they need to try to be available by phone to discuss any comments/ concerns/ queries. Employees should not be notified of a move by a third person.
· Be as open as possible about the reasons why the changes are being proposed whilst being mindful not to breach the anonymity of other employees involved.
· Give as much notice to those in scope as possible. A two week minimum notice period is recommended.
· Always confirm in writing and keep a copy on the employee’s PRF
· It is strongly recommended that an Equality Impact Assessment is carried out for station/watch moves to ensure those covered by the Equality Act 2010 have been fully considered.
· Consider how to maintain consistent communication with those in scope throughout the process.
· Always confirm the changes in writing and keep a copy on the employee’s PRF/personnel file.

Employees who find themselves in scope for a watch/station move who wish to challenge the proposal need to ensure they do so at the earliest opportunity. It is recommended that they have a conversation with the change manager explaining their reason why they change would not be suitable for them, this conversation should be followed up in writing. CFRS cannot guarantee that the changes will not go ahead as planned.

A separate procedure should be followed for any non-operational staff employed under green book terms and conditions. Please contact HR@cumbriafire.gov.uk for advice.

[bookmark: _Toc215574028]Assimilation 

Where the business need has evolved, a new organisational structure may be implemented. This can be done by using assimilation to directly move employees into similar roles that have been adapted, by up to 25% of the original job specification. In the run up to the assimilation process starting, it is important that departmental managers have asked and approved their teams’ updated job descriptions that accurately capture the work/tasks they do. This process allows managers to establish where there are gaps and how best they can be fixed.  

[bookmark: _Toc215574029]Assimilation Process

1) When releasing final outcome decisions, invite employees to make assessed assimilation submission/s by a given deadline, Appendix 6. This deadline should be communicated, alongside the whole timeline, throughout the consultation and engagement period.
 
All assimilations will be based on substantive positions. There will be no accepted assessed assimilation submissions based on fixed term or temporary roles where a person has a substantive role. 
 
2) Employees complete submit their assessed assimilation forms. Employees must complete the assessed assimilation form and evidence that their role is 75% match or more to the new role. 
 
3)  Managers to complete assimilation outcomes. Relevant managers have a meeting, with the Hr advisor, to complete decisions on the following. 
 
a. No match 
Employees do not match any of the posts and do not assimilate. 

b. Direct assimilations 
This is a paper based, desktop exercise where it is decided and recorded which employees will directly assimilate into matching roles in the new structure. There must be a 75% or more match to the previous role. 

c. Assessed assimilations 
Managers (two departmental managers, including one senior, or equivalent where managers are involved in the reshape) to assess the submissions to ensure that the employee has the required skills etc. for the new role. 
 
 	Additional assessment where required, could be an in-tray exercise to test competency. 
 
4) Meeting with TU's to communicate assimilation outcomes before the employees are informed. The purpose of this is for TU's to scrutinise a selection of anonymised assimilation outcomes and provide challenge where appropriate.  
 
5) Communicate outcomes to employees and provide information on assessments or competitive process.
 
6) Competitive processes and any additional assessments relating to assessed assimilation to be done.
 
For assessed assimilations requiring additional assessment to ensure the employee has the competency, this should be completed first before any competitive process starts.
 
Where there are more people than posts (for both direct and assessed assimilation scenarios) a competitive interview process is required to decide who gets what post. Most posts should be filled but this is not a guarantee, especially where there are posts at higher grades, candidates must be able to demonstrate the required skills and experience.  
 
7) No match employees notified of formal risk of redundancy.   These employees are 'ring fenced' for VPP. 
 
8) Managers meeting with HR again to confirm assimilation outcomes following competitive process.
 
9) Assimilation outcome letters sent out to employees and advising of right of appeal 
 
10)  Conduct appeals 
 
11)  Provide outcome of appeals 
 
12) Provide all in scope employees with vacancy's left to fill, start of VPP. Deadline for written submissions for up to 3 posts. 
 
13) Managers to invite employees to interviews 
 
14) Interviews conducted 
 
15) All final outcomes to be sent out in employee letters (this is confirming people in posts following assimilation and VPP interviews) 
 
16) At risk employees put on AEP

[bookmark: _Toc215574030]Definitions

Alternative Employment Process (AEP) - The Alternative Employment Programme (AEP) enables the movement of talent, knowledge, skills, and experience around the Service as we continue to re-shape. In cases of redundancy, the service has a responsibility to consider suitable alternative employment where an employee may potentially be made redundant. In cases of disability there is a legal requirement to consider all reasonable adjustments, one of which could be an alternative type of work.

Vacancy Preference Process (VPP) - Employees not assimilated into a post within the new structure will be given priority consideration for remaining vacancies before these are opened to wider applications. All affected employees will receive details of available roles and may apply for up to three positions, subject to availability based on the scale of change within the service area. Applications must include a written statement demonstrating how the candidate meets the essential criteria for each role. Where appropriate, interviews for multiple roles may be combined. Appointments will be made on merit, based on the candidate’s skills, knowledge, and experience assessed through the selection process.



[bookmark: _Toc215574031]Redundancy 
[bookmark: _Toc215574032]Introduction
Redundancy is defined by the Employment Rights Act 1996 as; a dismissal by reason of redundancy if it is attributable wholly or mainly to the fact that:
· The Service has ceased or intends to cease, to carry on the business for the purposes which the employee was employed, either generally or at the place where the employee was employed, or
· The requirements of the business for employees to carry out work of a particular kind, either generally or at the place where the employee is employed, have ceased or diminished or are expected to cease or diminish.

In this context redundancy is defined as a dismissal for a reason not related to the individual.

[bookmark: _Toc215574033]Measures to avoid or minimise potential redundancies
In all cases there is a statutory duty to seek to avoid (or reduce) potential redundancies. Where potential redundancies are envisaged, the manager shall consult with trade unions and all employees as to whether it is possible to avoid/reduce potential redundancies by means such as: 

· natural wastage.
· policy of restricted recruitment under which every reasonable attempt will be made to fill vacancies from amongst existing employees/deletion of vacancies;
· where practicable, provide appropriate training to equip employees for new duties/areas of responsibility; 
· review as appropriate staff on temporary/fixed term contracts;  
· seek volunteers for reduced hours/weeks working on a fixed term or permanent basis;
· invite applications for redeployment elsewhere within the organisation. Staff should be assured that expressing an interest in redeployment cannot in itself be used to subsequently select them for compulsory redundancy;

The manager shall ensure that all staff, including any who are absent, are consulted on these issues and given appropriate time to respond.  
	
[bookmark: _Toc215574034]Redundancy Proposals
If, following consideration of the above measures, it appears that redundancy cannot be avoided; managers must seek advice from HR in regards to next steps.

The relevant member of SLT will: 
· Make a formal redundancy proposal to the Service Leadership Team for approval. The proposal will include the detail of the required service changes and the impact on current roles. The Police, Fire and Crime Commissioner (PFCC) may need to be consulted on the proposal.
· The process of consultations, determination and application of selection criteria, and hearing of representations will be the responsibility of a Principal Officer. 

[bookmark: _Toc215574035]Collective Consultation Processes
Formal consultation (subsequent to and in addition to the consultation about ways to avoid or minimise redundancies) with the recognised trade unions, initiated by written notification (including the completion and issue of Form HR1, where appropriate), shall be undertaken at the earliest opportunity and in any event begin: -

At least 90 days before the first dismissal takes effect if 100 or more redundancies are proposed at one establishment within a 45-day period, and at least 30 days before the first dismissal takes effect.

The Form HR1 is downloadable from:

https://www.gov.uk/government/publications/redundancy-payments-form-hr1-advance-notification-of-redundancies 

The manager should prepare a consultation pack which should include the following information:
· the reasons why potential redundancies are proposed;
· the numbers and descriptions of staff affected;
· the total number of staff of any such description employed;
· the proposed method of selection, if appropriate;
· the proposed method of carrying out the dismissals and the timescales to be used;
· the proposed method of calculating redundancy payments;
· an explanation of the scoring which will be applied to the selection criteria, along with a copy of the selection criteria and score sheet.   
· financial information including the current budget position, redundancy pay and notice periods. 
· a copy of any skills pro-forma issued to staff.
· an appeals process for employees who feel the process has not been delivered in a fair way

Arrangements should be made to consult staff collectively and each member of staff will have access to a copy of this procedure and guidance. Reasonable time shall be allowed to enable individual employees to consider their position and/or consult with a trade union representative or colleague. 

The manager, if requested, shall meet with the trade unions. The consultation meeting shall consider ways of: 
· avoiding the dismissals;
· reducing the numbers to be dismissed
· mitigating the consequences of the dismissals
· consideration of alternative proposals from the Trade Unions
[bookmark: _Toc215574036]Individual Consultation Process
The manager shall arrange for consultation to take place with individual employees (and if they wish, accompanied by their trade union representatives or a work colleague) within the group of staff from which redundancy selection will be made, prior to the selection for redundancy.  

Such consultation shall serve to clarify:
· the reason(s) for the redundancy proposal;
· the timescale involved;
· how many redundancies are being considered 
· any particular personal circumstances;
· what happens next, how will everyone be consulted

All of the above shall then be taken into account before making the selection.  The manager shall ensure that all relevant staff are consulted, including employees who may be affected by the redundancies, even though they are not within the redundancy selection themselves.

All points made by the employees and/or their representatives shall be considered and reasons given in writing if any point is rejected.

Following the consultations, the manager shall formally communicate the outcome of the consultation to all the trade unions, in writing, and give reasons where any alternative proposals have been rejected. SLT will ensure the relevant department management team is advised of the outcome.  
[bookmark: _Toc215574037]Selection for Redundancy 
Criteria used shall be: 
· objective (measurable), clear and precisely defined;
· transparent, i.e. easily understood by all;
· applied fairly and honestly;
· non-discriminatory on the grounds of any protected characteristics or trade union activities (except where a genuine occupational requirement applies);
· weighted and scored 
Selection criteria, including score sheets and confirmation of how the criteria will be applied, will be published to all staff within scope, from which selection will take place and forwarded to the trade unions. 

Staff will then be given the opportunity to provide written details of how their own circumstances relate to the selection criteria, before selection takes place. 

The change managers shall meet to utilise this information and apply the criteria and to identify the individual(s) whose posts are to be proposed for redundancy.

Additional guidance on selection for redundancy criteria can be found at Appendix 7.
[bookmark: _Toc215574038]Following Selection
Managers should ensure they arrange to meet with employees where their post has been selected for redundancy as soon as possible in order to discuss the next steps, Appendix 8. 

Where an employee’s post has been selected for redundancy they will be informed by the Assistant Chief Fire Officer (or their nominee) and will be given not less than five working days' written notice of the date, time and place of the meeting and shall be given the opportunity to be accompanied at the meeting by a trade union representative or work colleague. The employee shall be informed in writing of the circumstances which have led to their proposed dismissal including the reason for redundancy. The employee shall be issued in advance with an outline structure for the meeting.

Where selection criteria have been used to make the selection, these and the employees anonymised individual scores or reasons for selection will be provided in advance of the meeting. 

At the meeting the manager will describe the process which has been followed and explain the outcome for the individual employee and the proposed termination of employment by reason of redundancy.

The employee may be accompanied by a trade union representative or a work colleague and shall have the opportunity of making representations including (if so wished) written representation to the manager. The manager shall have regard to such representations before reaching a decision. 

The manager will adjourn to reach a decision. This decision shall be given verbally to the employee at the end of the meeting and confirmed in writing thereafter. Where appropriate, such notification will include the details of the time, date, venue and details of their right to appeal.

[bookmark: _Toc215574039]Alternative Employment Process
If an employee has been unsuccessful in securing a position via the Vacancy Preference Process or selected for redundancy (and have more than one year’s continuous service at the date employment is due to end) they will have access to the Alternative Employment Process (AEP) which is a joint responsibility between the Service and employee.

Managers are responsible for retaining weekly contact with the employee during their time on the AEP to encourage and support staff in their search for alternative employment and ensure they are accessing support (see checklist at appendix 9).

Contractual notice (up to a maximum of 3 months) will run concurrently with their time on AEP. If the Service has been unable to offer alternative employment, the employee’s employment will terminate at the end of their notice period.

Support can be offered to employees affected by reshaping activity, e.g. training on how to apply for posts and interview techniques.  Consideration may also be given to providing further support to redundant employees such as job skills workshops (e.g. help with CVs, retraining, personal support/accessibility).  

Cumbria Fire & Rescue Service has a dedicated website page which provides a range of information during the change process.   This support can be access via the link below:

Managing Change, Reshaping and Internal Consultations | Cumbria Fire & Rescue Service

All information can be provided in hard copy to employees who do not have easy access to the website. Documents can be made available on request in a range of formats to ensure accessibility for all employees.

[bookmark: _Toc215574040]Reasonable Adjustments
Managers should ensure that employees are offered reasonable adjustments at every stage of the process, in accordance with the Equality Act 2010.  All requests and subsequent action should be appropriately recorded.

An employee who has been given notice of redundancy must be allowed to take a reasonable amount of time off, with pay, to look for new employment or to make arrangements for training for future employment.  The following is recommended: 
· The relevant manager should agree time off in advance
· At least 48 hours’ notice should be given
· A letter confirming the interview appointment or the training arrangements should, as far as possible, support the request for time off

[bookmark: _Toc215574041]Trial Periods
An employee who is under notice of redundancy has the right to a four week trial period in an alternative job where the terms of the new contract differ from the original contract. The trial period begins when the previous contract has ended and ends four weeks after the date on which the employee starts work under the new contract. 

The purpose of the trial period is to give the employee a chance to decide whether the new job is suitable without necessarily losing the right to a redundancy payment.  The manager should also use the trial period to assess the employee's suitability for the role and to consider what, if any, additional training is required.    

Trial periods should be considered for any remaining vacancies within the service reshaping and any vacancies employees apply for via the AEP. The recruiting manager and employee should develop an appropriate action/training plan for the trial period with support from HR and trade unions. 
[bookmark: _Toc215574042]Appeal Hearings
An employee has the right of appeal against a redundancy dismissal.  
· Appeals must be made in writing, clearly stating the grounds of appeal, within 5 working days of being informed in writing of the dismissal. Appeals against redundancy are permitted on the following grounds:
· Procedural error
· Discrimination
· Scoring not based on objective and/or verifiable evidence

In order for an employee to present a case they will need to be clear of the rationale behind selecting them for redundancy. 

The manager will make the necessary arrangements for an appeal to be heard, normally, within 10 working days after the appeal has been lodged. Where possible, appeals should be heard prior to the expiry of notice.  The manager will also inform the HR representative who supported them with the redundancy case that an appeal has been lodged.

The employee will be given at least 5 working days’ written notice (except in cases where the date of notice expiry prevents this) of the date, time and venue of the appeal hearing.  

Normally a Principle Officer, with no previous involvement in the case, will be appointed to hear the appeal.  They will be supported by a representative from HR whose role it is to advise on procedure to assist the hearing manager in reaching a fair decision. 

The employee may be represented and/or accompanied at the hearing by a trade union representative or a work colleague. It is the employees’ responsibility to obtain their own representation, ensure this is in place for the hearing, and notify their representative of the date, time and venue of the hearing. It is also the employee’s responsibility to provide their representative with details of their case and relevant documentation. 

[bookmark: _Toc215574043]Outcome 
The employee will receive a letter with the outcome of appeal hearing along with the hearing manager’s rationale for making the decision. There is no further right of appeal following this correspondence. The employee will have access to all networks of support available on the Wellbeing Hub during their notice period. They can continue to reach out to the Firefighter’s Charity following the completion of the notice period.  
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Appendix 1 – CFRS EIA Template
Appendix 2 – Statement of Change Template
Appendix 3 – Briefing TUs Checklist
Appendix 4 – Briefing Employees Checklist
Appendix 5 – Feasibility Study Template
Appendix 6 – Assessed Assimilation Employee Submission Form
Appendix 7 – Selection for Redundancy
Appendix 8 – Meeting to Confirm Selection for Redundancy and Appeal
Appendix 9 – Manager Checklist for 121 Meetings
Appendix 10 – Additional Information on Notification of Redundancy
Appendix 11 – Guidance for Managers following Organisational Change
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