Justice Department GW15

Fire Services Division St Andrew’s House
Regent Road
Edinburgh EH1 3DG
The Clerk to the Fire Board
The Chief Executive, Dumfries and Galloway Telephone: 0131-244 2163
The Chief Executive, Fife Council Fax: 0131-244 2864
The Firemaster john.nicholls@scotland.gsi.gov.uk
Your ref:
Our ref:
Date: 13 January 2005
Dear SiryMadam,

SCOTTISH FIRE SERVICE CIRCULAR 2/2005

INTEGRATED PERSONAL DEVELOPMENT SYSTEM: PERSONAL
QUALITIESAND ATTRIBUTES FRAMEWORK FOR MANAGERIAL LEVELS
(OPERATIONAL)

1. Introduction

1.1  As notified in Scottish Fire Service Circular 13/2004, the Fire Services
(Appointment and Promotion)(Scotland) Regulations 2004 came into force on 29
December 2004. The new regulations formally recognise the introduction of IPDS and
will give fire authorities and joint fire boards greater flexibility in making appointments
and promotions. This circular forms part of the guidance and is intended to help fire
authorities and joint fire boards ensure that they assess, develop and promote staff on the
basis of good practice in accordance with legal requirements and the principles of IPDS.

1.2 It is our intention that the draft Fire and Rescue Framework for Scotland (which
will be issued for consultation shortly will set out the Executive’s expectation that fire
authorities and joint fire boards should use the nationally developed personal qualities and
attributes for assessing the potential of candidates to be developed in a new operational
role. The attached documents set out the "Personal Qualities and Attributes’ (PQAS) for
operational staff at the three managerial levels (supervisory, middle and strategic) within
the IPDS role structure. These PQASs define the behaviours required for effective
performance in managerial roles.
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1.3 The PQA framework should be used to assess people's potential to develop the
skills, knowledge and understanding to perform effectively in a new role. Within the
IPDS system, the outcome of these assessments will determine access to development
programmes and this, in turn, will help determine access to promotion opportunities.
Together with other IPDS guidance material, the PQAs will also help inform
development needs and learning objectives.

1.4 It should be noted that the analysis of the research data on which the PQA
framework is based excludes incident management. This is because of the intention for
PQAs ultimately to be applicable to al roles within the Fire and Rescue Service. Many
of the PQAs set out in this framework will, nonetheless, be required for effective
incident management. Where competence in incident management forms a core
function of an employee's role, this should be specifically addressed through the
development programmes (not the ADC process - until the validity of the PQA
framework in respect of incident management is confirmed through further detailed
work.) The PQA framework is due to be reviewed next year when further consideration
will be given to the issue of incident management/response. Those managing people on
development programmes are reminded of their responsibility, though personal
development planning and review processes, to ensure that staff being developed have
the knowledge, skills and understanding to do their jobs safely and effectively. This
process is underpinned by individuals personal responsibility to identify their own
development needs and the development managers responsibility to ensure
organisational development needs are met.

2. How to usethe PQA Framework

21  The PQA framework should now form the basis for all operational assessment
and selection procedures. In the short term, this will involve the framework being used
in one of two ways as set out in sections 3 and 4 below.

3. Using PQAs within Existing Assessment and Selection Tools

3.1  Some fire authorities and joint fire boards are likely to have existing selection
systems or assessment development centre (ADC) processes which are robust and
legally defensible and which may work well within the IPDS role based system. Where
you are confident, after objective examination, that this is the case, you should consider
what adaptation may be needed to those systems to reflect the PQA framework.

3.2  You aso need to ensure that your systems are consistent with Item A of DFM
5/2003. This states that people holding passes in all written papers of statutory
promotion examinations will be given recognition at the sift stage when they are being
assessed through an ADC process. The full document can be found in the document
library of www.ipds.org.uk under the category of IPDS Scottish Fire Service
Circulars.
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4. Using PQAswith the Interim ADC Tool-Kit

4.1  Wherefire authorities and joint fire boards are not confident that their existing
systems are suitable, they should consider how these might be strengthened (for
example by collaboration). One option for fire authorities and joint fire boards will be to
use the interim ADC tool-kit. This provides a package of guidance including a PQA
based application questionnaire and a structured interview to test the extent to which
people can demonstrate their potential against a sample of relevant PQAs. Mogt fire
authorities and joint fire boards have already had personnel attend workshops about the
tool-kit about which we will soon be consulting.

4.2  For planning purposes, please note that even where fire authorities and joint fire
boards plan to use the structured interview tool-kit, those people conducting interviews
should be appropriately trained and competent to conduct selection interviews. Annex
A sets out the type of development which Authorities may wish to consider for staff
involved in selection interviewing. The Scottish Executive will not endorse the use of
the tool-kit by untrained staff.

5. How Will the PQA Framework Evolve?

5.1  Work iscurrently underway to determine the extent to which this PQA
framework applies to managerial control roles. A circular will be issued on this in due
course.

5.2 A set of PQAs for the role of fire fighter and control room operator will be
published in Spring 2005.

5.3  The PQAsfor managerial levels are due to be reviewed as part of the full ADC
project which is now underway.

54  Whilst PQAsand ADC processes will continue to evolve within IPDS,
Authorities should now act on this circular either by adapting their existing systems or
by working towards the introduction of appropriate new systems such as the interim
ADC process. (Further information on the interim ADC process can be obtained from
the Scottish IPDS Team — see contact details below.)

55  Fireauthoritiesand joint fire boards should be aware of the Chief Fire Officers

Association Scottish ADC Working Group, who is due to report on a model for
Scotland in January 2005.
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6. Queries

6.1  Youwill beaware that the Scottish Executive has funded the establishment of
an IPDS Team based at the Scottish Fire Services College. For further advice you are
asked to contact the following:

Scotland
Robert Virtue, Director of Fire Service Training — Scottish Executive

Tel. 01620 843702
bob.virtue@scotland.gs .qov.uk

Diane Lauder, Learning and Development Manager
Tel. 01620 843735
Diane.lauder @scotland.gsi.gov.uk

lain Vincent, Scottish IPDS Co-ordinator
Tel. 01620 843727
| ain.vincent @scotland.gsi.gov.uk

Y ours faithfully

NS E'W'Ld'{“{?ﬁ

b

John Nicholls
Fire Services Branch
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Annex A

ASSESSING STAFFAGAINST THE PERSONAL QUALITIESAND
ATTRIBUTES FRAMEWORK —IDENTIFYING TRAINING NEEDS FOR
THOSE INVOLVED.

Background

Whilst workshops have been held on the interim ADC tool-kit including use of the
structured interview, these workshops were not designed to provide training in
interview skills. A level of prior knowledge and skill is essential on the part of any
interviewer using either the structured interview within the tool-kit or an organisations
own assessment and selection processes. Others involved in the selection process will
also have particular knowledge and skill requirements. The following table indicates the
areas of knowledge and skills that would be anticipated of a competent interviewer and
others within the human resource function who are involved in the processes of
assessment and selection.

Fire authorities and joint fire boards are invited to consider these areas and review
whether any knowledge or skill gap exists amongst people who will be expected to
assess people's potential to fulfill arole using the PQA framework. Where a knowledge
or skill-gap is apparent, you will wish to consider how to address this. One option may
be additional training or development - possibly through independent or external
trainers - to address identified learning needs. (Typically for interview skills of the sort
which would be required to use the structured interview model within the interim ADC
tool-kit, this might take the form of a2 day course.) Please note that a small number of
appropriately trained people who interview on aregular basis are likely to offer greater
competence than a larger number of less frequent interviewers.

Fire authorities and joint fire boards will, of course, have different approaches to
organising the range of responsibilities set out in the table below - this annex is intended
to help you consider training and development needs not to prescribe or limit the way
you organise your selection processes.
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Knowledge and Skill Areas

Area Description
Overview of Awareness and understanding of the assessment system being
IPDS system used and of the wider IPDS approach.
Legislation/ Understanding of key elements of relevant law: Race Relations

Tribunal cases

Act, Sex Discrimination Act, Disability Discrimination Act,
Data Protection Act.

Awareness of relevant industrial tribunals arising from alleged
inappropriate recruitment/interview practice.

Advertising
procedure

Understanding of the process which the fire authority or joint
fire boards is using to advertise relevant opportunities.

Interview
approach

Understanding of issues relating to interview design and
implementation:

Rationale for structured interviews (where these are being used)
- validity and reliability issues.

Questioning approaches. open, closed, probing, multiple, etc.,
the importance of standardisation.

Active and effective listening.

Interviewer biases and how to overcome them.

Dealing with specific problems e.g. evasive, excessive talkers
etc.

Recording information during the interview.

Evaluating evidence against criteria

Using marking system consistently and appropriately.

Practical
application

Experience of using interview system with role players prior to
live interviews — demonstration of doing so fairly, accurately
and consistently.

Experience of assessing/evaluating using interview system —
demonstration of doing so fairly, accurately and consistently.

Managing
administration

Time-tabling of interviews.
Venue management.
Managing candidate disabilities/needs.

Candidate
feedback

Providing clear, accurate, supportive and constructive feedback
to candidates.

Ethical
considerations

Supporting candidates — pre-assessment, during assessment and
post-assessment.

Security of materials.

Access to materials.

Lifespan of information.

Data protection.

Quality Understanding of quality assurance/monitoring process:
assurance/ Ensuring interview quality is achieved and maintained through
Monitoring monitoring, feedback and guidance to interview panels.
Reviewing and addressing assessment outcomes in terms of
equalities and diversity.
Statistical evaluation of score profiles.
Process appeal Overview of process (if relevant).
system
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