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On Call Prorate Management of Change
October 2025

Annual Leave Trail




This document is to detail the management of change for a trial to take place around the current leave policy for on-call personnel so leave is fairly and consistently allocated regardless of contracted hours allowing all on-call members to have four or five weeks leave per year in line with the Grey book conditions of service.  

Background

As per the Grey Book terms and conditions, on-call employees need to be able to take four or five weeks away from work each year. At the moment, all on-call employees get the same annual leave allocation. This creates an inconsistency as those who are contracted to higher levels of cover per week, e.g. 120 hours per week, get the same annual leave entitlement as those who are contracted to lower levels of cover, e.g. 48 hours a week. This means that those contracted to more hours need to use more of their annual leave entitlement to take the same duration of leave than those who have lower contracted hours. Essentially, this allows for those who are contracted to the lower levels of cover, end up being able to take significantly more time off per year as annual leave than those who are contracted more.

In 2021 a trial was undertaken where on-call employee’s annual leave entitlement was prorated. In general, the trial had mixed outcomes. Due to the timing of the trial, towards the end of the Covid-19 pandemic and life not being fully back to normal the service were limited in obtaining accurate and realistic results in support of the proposed change. 

In January 2025 new pay bands for on call retainers came to effect, moving away from the traditional full cover (10% FTE retainer), limited cover (7.5% FTE retainer) to five new pay bands, 120+ hours (15% FTE retainer), 91-119 hours (12.5% FTE retainer), 61-90 hours (10% FTE retainer), 41-59 hours (7.5% FTE retainer) and 0-30 hours (5% FTE retainer), It felt because of this Cumbria Fire & Rescue Service are in a better position to carry out a more thorough trial of the proposed amendments to annual leave.  

In July 2025 Area Manager Stuart Hook presented a decision paper to the Service Leadership Team (SLT) titled ‘On-Call Prorate Annual Leave’. The recommendation to SLT was to trial prorate annual leave for on-call employees so their individual leave allocations aligned with their contracted hours of employment. 

SLT recorded a decision to support the proposed recommendation and commence with the change engagement process. 

Purpose of trial 

The purpose of the trial is to introduce prorated annual leave on 6 on-call stations over a period of 12 months (one full annual leave cycle). The stations which have agreed to partake in the trail are: Penrith on-call, Whitehaven on-call, Ulverston on-call, Maryport, Millom and Ambleside. 

The main objective of this trial is to demonstrate that CFRS can enable all on-call employees to consistently take those four or five weeks of paid annual leave each annum. If successful, it will mean that on-call employees are receiving an equal leave entitlement in line with their contracted hours.  

The Proposal
The paid annual leave entitlement is four weeks, or five weeks for an employee who, at the start of the leave year, has at least five years’ continuous service.

A week’s leave consists of a period of seven consecutive days free from duty. Leave will be taken in 1 hour blocks in and around the employee’s 124a contract.

If an employee has a multi week 124a where their contracted hours are an average over several weeks they will only need to take their contracted amount of hours off in leave to get any selected week of their pattern off work. The rest of the time would be made up by use of the ‘N’ code.

The leave entitlement for all employees will be in individual hours prorate to allow all employees 4 or 5 weeks free from duty in a calendar year, the calculation will be plus an enhancement to support staff with a work life balance, the calculations are as follows: 

	Weekly Contracted Hours
	Annual Leave Hours (less than 5 years’ continuous service) +enhancement 
(weekly contracted hours x 4)
	Annual Leave Hours (over 5 years’ continuous service) +enhancement
(weekly contracted hours x 5)

	120
	528
	660

	115
	506
	633

	110
	484
	605

	105
	462
	578

	100
	440
	550

	95
	418
	523

	90
	396
	495

	85
	364
	468

	80
	352
	440

	75
	330
	413

	70
	308
	385

	65
	286
	358

	60
	264
	330

	55
	242
	303

	50
	220
	275

	45
	198
	248

	40
	176
	220








Note, any variations from these hours will be calculated separately to allow employee’s 4 or 5 weeks free from duty.

Scope of the trial

The annual leave cycle for operational members of staff runs from 1st January to 31st December. Therefore, the trail is due to commence on 1st January 2026 and will end of 31st December 2026.

The stations which will take place in the trail are:
· Penrith On-Call
· Whitehaven On-Call
· Ulverston On-Call 
· Millom 
· Ambleside
· Maryport 

These stations agreed to take part in this trial during a staff engagement meeting held on 6TH June 2025 at Keswick fire station or shortly after the meeting (Millom and Whitehaven On Call),

Trial Timeline including Engagement and Consultation

The following engagement schedule will be programmed in to provide an opportunity for two-way communication and to identify any learning points. 

	Date
	Activity
	Notes

	22 October 2025
	Formal JCG meeting
	Service agreed to meet with TUs to discuss the project.

	
November 6th

	Meeting with GM Slack, Steven Mattinson (FBU) and 
	Meeting held via teams following some issued raised during JCG

	November 24th
	Meeting with GM Slack, Dawn Coates (FRSA)
	Meeting held via teams following some issued raised during JCG

	December 2025
	Meet with SDS to arrange changes to gartan availability.
	

	8 December 2025
	Staff engagement meeting with XX Station
	


	9 December 2025
	
	

	10 December 2025
	
	

	11 December 2025
	
	

	 1 January 2026
	Trial Commences
	 

	16 March 2026
	Quarterly review point
	Meeting with LCU Station Managers for stations involved and the WMs for each of the stations. Trade Unions and a HR representative to be present also.
To discuss initial findings of success of trial.
Opportunity to raise any concerns that have been highlighted so far.


	 30 June 2026
	Midpoint review point

	Same attendees as in March. This is where the full impact of the trial can be discussed, any changes that need to made, is it working well, what is not working well, how are employees responding. 

If all is reasonably going well this can be the starting point of making it permenant from 1st January 2027


	December 31st
	End of trial
	




What do we need to measure during the trial?

During the trial, the following areas will be measured: 

· Appliance availability 
· Contractual compliance per individuals’ 124a’s	
· Flexibility of having leave in 1hour blocks rather than having to use 24s per booking
· Leave management consistency 


Engagement
All engagement and supporting information will be made available to those in scope of this trial via the Managing Change page of the CFRS Employee Pages on the website.

Communication methods and information will be available in a range of formats where required to ensure equal access to the documentation for all employees.

If requested, consideration will be given to providing a 1:1 meeting for staff during the trail. The purpose of this review is to seek the views and ideas of staff in relation to the proposals and provide as much opportunity for personal circumstances to be listened to, collated, and considered.

Staff are encouraged to use the watch-based managers to capture and provide feedback through the BCU management structure.

To request a 1:1 or group meeting with Service leaders, please contact Emily.grey@cumbriafire.gov.uk, Human Resources Advisor.

Members of the recognised Trade Unions may wish to give their feedback through their Trade Union representative.

The Employee Information Website will be kept up to date to contain a range of information to support employees through this review process. You are encouraged to view this website on a regular basis.

Trade Unions
The Service is committed to work closely with Trade Union colleagues throughout this review. Trade Union representatives will be briefed at various stages of the process ahead of communications with affected employees.

Trade Union representatives will also be invited to attend all relevant engagement meetings.
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