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Report to: PERFORMANCE COMMITTEE 

Date: 17th December 2015 

Report By: DACO IAIN VINCENT, HEAD OF TRAINING AND EMPLOYEE 

DEVELOPMENT 

 

Subject: CASE STUDY - REVIEW OF PERFORMANCE MANAGEMENT 

ARRANGEMENTS WITHIN THE TRAINING AND EMPLOYEE 

DEVELOPMENT FUNCTION (TED). 

 

1.0 PURPOSE 

 

1.1 The purpose of this case study is to provide the SFRS Performance 

Committee with an overview of the background regarding the historic 

difficulties associated with providing consistent data measurement and the 

proposed performance management arrangements within the TED function.  

 

1.2 The Performance Committee are invited to: - 

• Consider and note the contents of the case study. 

 

2.0 BACKGROUND 

 

2.1 The Director of POD was tasked with developing a training model for the 

SFRS that would ensure that the organisation had a coherent strategy in 

place to standardise the approach to training and employee development 

across the Service. This, in turn, would allow for the development of ‘outcome 

focused’ performance management arrangements for TED. 

 

2.2 A key feature of the training model is the development of a full suite of training 

standard frameworks which will enable the delivery of standardised training 
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provision across the Service.  This will lead to all personnel undertaking the 

same training, to the same standard, to the same timescales, with the same 

assessments which will result in standardised training outcomes across the 

Service.  The implementation of training standards is well advanced and the 

full suite will be implemented by the 1st April 2016. 

 

2.3 Aligned to this is the work that is underway as part of the RDS/V project to 

‘risk profile’ all RDS and volunteer stations; this will result in individual station 

profiles being put in place which will lead to ‘bespoke’ training plans for each 

RDS/ V stations.  Of importance is the principle that all SFRS staff, regardless 

of duty system, will receive the same training for the operational risks that 

they are required to respond too.   

 

2.4    In response to a range of internal and external factors, a ‘core skills’ audit was 

undertaken by TED covering the period 1 January 2013 to 31 March 2015.  

The audit was designed to examine the current status of SFRS operational 

staff in relation to their ‘core skills’ competence and determine any limitations 

with the current ‘performance management’ arrangements that could inform 

the approach going forward. The function set clear parameters for the 

collection and interpretation of data and this resulted in a consistent and 

measurable set of performance information being collected and reported.  Of 

relevance to this case study are the following recommendations from the 

audit: - 

 

• Put arrangements in place to ensure that all operational staff are 

receive the same minimum level of training against both core skills and 

the Fire fighter Development Programme (FFDP)  

- Conclude the development of a core competence and training 

compliance framework 

- Develop PDRpro to include a core competence dashboard. 

 

• To ensure consistency in application and reporting, review the FFDP 

and introduce a number of mandatory elements within each training 
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module e.g. Domestic – search & rescue exercise, BAECB, emergency 

evacuation etc. 

- Review all FFDP modules and determine mandatory 

requirements.  This will require the LCMS to be developed to 

accommodate this requirement. 

 

2.5 The Service is due to conclude the Service Transformation Programme in 

March 2016.  This Programme was designed to enable a number of projects 

to deliver a range of benefits for the Service and allow it to move forward as a 

single entity and deliver against the benefits of reform.  In relation to this case 

study, a key project for the POD directorate was to introduce a standard HR/ 

Payroll system and this is being achieved through the implementation of the 

itrent system.  This is further explained in section 5.4. 

 

2.6 Against this backdrop, it was considered necessary to carry out a full review 

of the current performance management arrangements within TED.  Areas 

considered included: - 

 

• Identify appropriate performance indicators linked to the TED outcomes. 

• Develop standard ‘descriptors’ for each performance indicator. 

• Ensure the requirements outlined within the training standard frameworks 

are implemented. 

• Implement the Response & Resilience proposals for percentage skill 

requirements for each capability. 

• Ensure that data capture and data presentation is the same across the 

Service. 

• Put in place new arrangements to capture performance information where 

necessary – i.e., RDS training support. 

• Fully embed itrent and the TED scheduler tool across the Service to 

support the capture of harmonised data. 
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3.  TED – ANALYSIS OF CURRENT PERFORMANCE INDICATORS 

 

3.1 The current TED performance indicators emanated from a discussion paper 

on performance reporting submitted by the SFRS Performance Working 

Group – 22nd April 2014;  the performance indicators that were established 

and agreed are listed below: - 

 

• Breathing Apparatus Refresher 

• Carbonaceous Fire Behaviour Training (CFBT) 

• Incident Command 

• Road Traffic Collision 

• Technical Rescue 

• Retained/Volunteer Duty System support 

• Wholetime assessments 

• Achieving Scottish Vocational Qualifications 

• RDS assessments 

• Driver Training 

 

3.2 The function have undertaken a detailed review of the performance indicators 

set out in section 3.1 along with the associated data collection approaches 

and have discovered a range of impacting issues that bring into question the 

suitability of the current performance information.  The following issues are 

general in nature and are applicable to one or more of the indicators: - 

 

• There are a range of IT systems that performance information is 

stored within. Historically they were developed to meet the 

requirements of antecedent training models and, to this end, do not 

normally present like for like data.  Example: - BA Refresher, 

Strathclyde area 3 day delivery, other areas 2 day delivery. 

 

• Data capture and presentation parameters are different.  Example 

Strathclyde area present the BA statistics as the percentage who 

have completed training in the quarter whereas the other areas 
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present the statistics as a percentage of the total required to receive 

the training over the period of competence. 

 

•  Antecedent course descriptors are different.  This has resulted in 

different course durations/ content/ assessment criteria and 

frequency. 

 

• There are different antecedent requirements for the numbers who 

are required to be trained in different capabilities.  This can make 

some areas look like they undertake more training than others for 

the same area of competence. 

 

• Some areas have not, historically, carried out certain training/ 

assessment activities e.g., RDS support, W/T assessments, RDS 

assessments.  This provides a skewed picture when viewed against 

areas that have traditionally carried out the activity. 

 

• There are different interpretations of indicators and this has 

provided disparate information.  Example – RTC, the former 

Highlands & Islands area provide this type of training to all 

personnel as a programmed course whereas the other areas only 

record attendance at RTC Operator/ RTC Instructor courses against 

this indicator.   

 

• There are no standard ‘performance descriptors’ currently in place 

within the function.  

 

3.3 The review concluded that the current set of performance indicators and the     

methodology surrounding how the data is captured, interpreted and presented 

could be improved.  
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4.0      TED - PROPOSED PERFORMANCE MANAGEMENT APPROACH. 

 

4.1 As outlined in the background, TED is proposing the introduction of a revised 

performance management approach commencing 1st of April 2016.  The 

current trend is towards ‘outcomes-based performance models’ (Scottish 

Government) which quantifies the outcomes that are considered critical for 

organisational improvement and compliance.  Therefore, the first step in 

establishing the TED performance management model was to determine the 

outcomes that will be pursued in order to quantify what success looks like.   

 

4.2 The following outcomes, aligned with the new training standards frameworks, 

will give the function the appropriate focus to ensure that we establish suitable 

and sufficient training arrangements, which will then form the basis of a range 

of more meaningful performance indicators. 

 

OUTCOMES 

 

• All operational personnel from FF – WM are competent in core 

operational skills. 

 

• All operational personnel from FF – WM are competent in the wider 

operational skill requirements as set out in the Maintenance Phase 

Development Plan (MPDP). 

 

• All designated operational personnel are competent in specialist 

skills as per organisational requirements. 

 

• Flexi Duty Managers are competent in any attributes they are 

required to perform. 

 

• Corporate skills are being developed across the organisation. 

 

• RDS and volunteer stations receive appropriate training support 

from qualified instructional staff. 
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• The instructor cadre is being used to maximum efficiency. 

 

• WT and RDS/ Volunteer trainees are being developed and 

assessed as competent in the appropriate timeframe. 

 

• The TED model is being delivered, audited and reviewed as part of 

a quality management system. 

 

• The use of SFRS college sites is being maximised. 

 

• Formal qualifications are being achieved where appropriate. 

 

4.3 The outcomes above provide a basis upon which the performance 

management framework is being developed.   A range of proposed 

performance indicators are attached as appendix 1 that, collectively, will 

enable TED to monitor and report on progress against the expected 

outcomes.  This will allow for robust performance management and engender 

a culture of ‘continuous improvement’ within the function. 

   

4.4 A key aspect in the development of the performance indicators is the 

provision of standardised ‘descriptors’ that will outline the range of 

information/ requirements that will ensure the provision of meaningful, 

validated and consistent data. The following factors will be considered: -  

 

• Data collection method – specifies the system that the information 

will be extracted from and the report parameters that will be used. 

 

• The indicator should specify the exact area of SFRS activity that is 

being measured.  I.e., BA core competence – in this case the core 

competence framework outlines, in detail, the requirements for BA 

and has been developed as part of the ‘core competence’ 

framework; this will ensure that a consistent data capture will be 

guaranteed across the SFRS.    Where no benchmark of 

performance exists, it is vital that any performance ‘descriptor’ 
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contains sufficient information so there is no dubiety regarding what 

is being measured. 

 

• What outcome is the indicator linked to. 

 

• There should be a consistent time frequency (where appropriate) 

that the indicator should be based on. 

 

• R & R have determined the resilience requirements for all 

operational capabilities i.e., FPOS/ Casualty care – 50% of station 

personnel will be trained. This will provide a consistent basis 

regarding the number of personnel to be trained and allow for a 

comparative analysis to be undertaken.  

 

 

5.       TED E-Systems  

 

5.1    A key enabler in providing robust performance information will be the 

standardisation of TED E-Systems.  A project was initiated to harmonise the 

systems in line with organisational requirements relating to the introduction of 

a ‘core competence’ framework and a more robust Maintenance Phase 

Development Planning process. 

 

5.2  TED currently use the following E-Systems and a brief description of each is 

attached below: - 

 

• iTrent: -  The iTrent system is/ will be used to store all ‘Learning Event’ 

information for the SFRS.  This enables the Service to input, store and 

extract organisational wide reports relating to attendance/ completion 

of internal and external training courses/ programmes. The iTrent roll 

out is linked to the HR/ Payroll project. 

 

• TED Scheduler system: - The TED scheduler system is an internally 

developed platform that allows the TED function to plan and manage 
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the full range of training programmes, training sites, personnel and 

physical resources across Scotland.  

 

• PDRpro: - PDRpro is an externally hosted training records system that 

allows for individual recording of training and workplace activity.  The 

system has been in use across Scotland for a number of years. 

 

• Learning Content Management System (LCMS): - The LCMS is an 

externally hosted system that holds the full range of learning modules 

and materials that are used by operational and corporate staff to 

develop and maintain all relevant skill sets.  The system is also used to 

host and acknowledge a range of organisational critical updates. 

 

5.3  TED is currently working with our e-suppliers to integrate our E-Systems in 

order to reduce duplication and effort both from an individual and 

administrative level. (Figure 1) 

 

Figure 1 – Integration of TED e-systems. 
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5.4  A key enabler for TED will be the ‘Learning Events Administration’ function 

within itrent that will enable performance reports to be routinely generated.  

This functionality is due to be implemented in early 2016 and will become the 

basis for the majority of TED ‘performance information’ arrangements from 1st 

of April 2016. Current status: - 

 

• Fully implemented in the West Service Delivery Area (WSDA), 

excluding Dumfries & Galloway LSO Area 

• D & G LSO area will be on-line by the end of December 2015 

• Full implementation will be completed in the North and East Service 

Delivery Areas by February 2016, allowing courses and candidates for 

the new 2016/17 training year to be fully administered using iTrent 

Service wide. 

• The development of full suite of Business Objects reports that will 

provide Service wide training course information sharing and analysis 

is well underway, with many reports fully developed and in use for the 

WSDA and ready to use everywhere else following completion of the 

iTrent implementation. 

 

5.5  The programming and scheduling system is currently being rolled out across 

Scotland and will enable the function to effectively manage all TED courses 

and resources to ensure that the function is maximising training capacity.  In 

terms of performance reporting it will allow the function to report on instructor 

capacity and resource utilisation on a pan-Scotland basis.  Current status: -

  

• A single system for the planning and scheduling of training events across 

all SFRS Colleges and the efficient management of all TED training 

resources. 

• The structure of users of this system has been defined and all key 

personnel identified 

• The system is fully implemented in the SFRS National Training 

Centre, Cambuslang. 

• Implementation well underway for SFRS Colleges at Thornton and 

McDonald Road, with completion estimated end December 2015 
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• Implementation for SFRS Colleges at Perth, Inverness and 

Portlethen is in the initial stages. 

• Full implementation is on track to be completed by the end of 

February 2016 to allow training courses for the new 2016/17 

training year to be planned, resourced and managed on a Service 

wide basis. 

 

5.6 The Service are currently carrying out further development on the two main 

TED E-Systems -  PDRpro and the learning content management system 

(LCMS) in order to provide: - 

 

• a core competence framework and associated dashboard (on 

PDRpro)  

• a re-designed Maintenance Phase Development Plan (MPDP) on 

the LCMS.   

 

These two systems will provide the Service with the ability to extract and 

report on ‘core competencies’ and ‘maintenance of skills’ in a consistent and 

standardised manner.  The introduction of the ‘core competence’ framework 

and revised MPDP is planned for the 1st April 2016. 

 

5.7 The development of the ‘core competence’ framework and revised 

maintenance phase development planning process will standardise the 

training methodology across Scotland and will apply to all operational 

personnel regardless of duty system.   The framework is broken down into 

three main areas – core skill modules, standard modules and advanced 

modules.  All SFRS operational FF – CM’s – WM’s will undertake the 12 ‘core’ 

modules (outlined in Figure 2) on an annual basis.  From a performance 

management perspective, this will enable detailed and consistent 

performance reporting to be undertaken across the Service. 
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Figure 2 – Core skill modules 

5.8 The standard modules (outlined in Figure 3) will also apply to all operational 

FF’s – CM’s – WM’s and each module will be undertaken once in the three-

year training cycle.  From a performance management perspective this will 

enable detailed and consistent performance reporting to be undertaken 

across the Service. 

 

Figure 3 – Standard modules 
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5.9 The main deviation in the training methodology relates to the advanced 

modules as outlined in figure 4.  A Scottish wide risk profiling exercise is 

underway that will determine the specific risks that each RDS and volunteer 

station will respond to operationally and this will inform their specific training 

plan.  The wholetime stations will cover all advanced modules on a three-year 

cycle.  From a performance management perspective, this will enable detailed 

and consistent performance reporting to be undertaken across the Service.    

 

Figure 4 – Advanced modules 

 

5.10 The development of the LCMS system to accommodate the revised training 

methodology outlined above is well advanced and will be introduced on the 1st 

April 2016.  Current status: - 

 

• 9 Antecedent LCMS Partitions into 1  

• Enhanced targeting of critical messages 

• New authoring tool for development packages 

• New categorisation of homepage incorporating Directorates, Training 

Standards, National Courses etc.  

• Enhanced reporting facility  
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• Enhanced assessment functionality providing feedback 

• Public sector E-Learning sharing catalogue   

 

5.11 In order to accommodate the new training methodology the SFRS training 

records system – PDRpro – is being developed and harmonised across 

Scotland.  The system will mirror, exactly, the LCMS in terms of module 

disposition and will enable all SFRS personnel to record their development 

and workplace activity consistently.  Figures 5 - 8 provide some information 

on the various aspects of the recording system. 

 

 

Figure 5 – Revised PDRpro homepage 
 

• User home screen redesigned to include “app like” functionality 
 

• Core Skills, Standard and Advanced module Competency Matrix 
 

• Incident and debrief evaluations 
 

• Captures: Specialist Skills, Individual training requests, Critical development 
plans, National courses, BA modules, Incident Command Assessments, SVQ 
Assessor Verifier support  



15 
 

 

Figure 6 – Core skill competency matrix 

 

 

Figure 7 -Development module competency matrix allows the user to clearly see 

currency on standard and advanced modules. 

  
The modules listed will be unique to a stations risk profile – RDS/ Volunteers/ CRU’s 
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Figure 8 – Overall competency matrix 

 

5.12 The development of the PDRpro system to accommodate the revised training 

methodology outlined above is well advanced and will be introduced on the 1st 

April 2016.  Current status: - 

 

• Redesigned to incorporate the Core Skill Framework 

• Bespoke 36 Month Station Specific Training Programme 

• Bespoke Individual Development and Specialist Skills Section 

• Personal Core Skill and Module Competency Matrix 

• Enhanced National Competency Based Reports 

• Capture all support staff training (Phase 2) 
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5.13 The work that has been done in the period of Service Transformation has 

been significant and is now coming to fruition with the 1st April 2016 seeing 

the commencement of the revised E-Systems detailed above.  A key outcome 

in introducing the revised systems is to simplify the training process and 

ensure that operational personnel are undertaking relevant, targeted training.   

   

6.0 ORGANISATIONAL IMPACTS 

 

6.1 Whilst TED are putting robust arrangements in place to ensure that our 

methodology and systems provide the Service with accurate performance 

data,  there are a number organisational issues that are out with the control of 

the function that could ultimately have an impact on training performance: - 

 

• Release of staff to attend training courses.  There can be a high 

cancellation/ no show percentage and this has a bearing on TED 

performance. This will be reported upon and reasons analysed, 

through iTrent/ Business Objects reports. 

 

• The number of instructional staff is linked to the ability to deliver the 

amount of training required to ensure maintenance of competence for 

all duty systems.  Due to the current difficulties being experienced with 

staffing across the Service it is unlikely that the function will be fully 

resourced and this could have an impact on training performance. This 

will be monitored and analysed as we move forward.  

 

• Resourcing the remote/ rural/ island areas with instructor capacity is 

problematic and may affect RDS support statistics.  

 

• There are a number of significant projects currently progressing within 

the Service – review of specialist equipment, FF safety project etc., and 

these require a percentage of training capacity.      
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6.2 The TED function have established robust business partnering arrangements 

with Service Delivery area teams and are working closely to mitigate the 

impacts outlined above.  

 

  

Iain Vincent 

Head of TED 
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APPENDIX 1 

 

TED PERFORMANCE INDICATORS 

 

REF INDICATOR COMMENT 

Ted 001 % of operational personnel who are core 

competent (FF – WM) 

 Breathing Apparatus 

 CFBT 

 Extrication 

 Incident Command 

 Driving 

 Hazmats 

 Ladders 

 Pumps 

 Casualty care 

 Knots & Lines 

 SWAH 

 Water awareness 

PDRpro dashboard 

 

iTrent/ Business 

Objects report 

TED 002 % of operational personnel who are ‘specialist 

skills’ competent 

 Water Rescue 

 Rope Rescue 

 USAR 

 Mass Decontamination 

 Heavy Rescue 

iTrent/ Business 

Objects report 

TED 003 % of FDM’s who are incident command competent iTrent/ Business 

Objects report 

TED 004 % of operational personnel competent against the 

MPDP (FF – WM) 

LCMS report 

PDRpro report 

TED 005 Number of RDS training sessions supported by a 

qualified instructor 

 

Internal report 
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TED 006 % of FDM’s who are competent in their allocated 

attributes 

 Media Liaison 

 Hazmat 

 DIM 

 Health & Safety  

 NILO 

 Accident Investigation 

iTrent/ Business 

Objects report 

TED 007 % of W/T trainees achieving SVQ in 3 years.  Internal report 

TED 008 % of RDS trainees achieving competence in 3 

years 

Internal report 

TED 009 % of Corporate skill programmes delivered against 

target 

iTrent/ Business 

Objects report 

TED 009 % of Quality Management audits completed 

against target 

Internal report 

TED 010 Instructor capacity utilised against target. TED Scheduler  

TED 011 Number of personnel visits to SFRS college sites iTrent/ Business 

Objects report 

TED 012 Candidate feedback (% of satisfaction rates) iTrent/ Business 

Objects 

TED011 Management feedback (on personnel 

performance) 

iTrent/ Business 

Objects 

 

 

 

 

 

 

 

 

 

 

 


