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Message from Kerry Gregory, 
Deputy Chief Executive, Service 
Delivery  

Kia ora,  
 

Following the Technical Competency Framework 
(TCF) consultation and the successful 
implementation of Tranche 2 in September, this 
Decision Document marks another step closer to 
embedding the new, unified Fire and Emergency 
NZ — Whakaratonga Iwi. 
 

I’d like to extend my personal thanks on behalf of 

the Service Delivery Leadership Team to all 

personnel, unions and associations who provided 

feedback. We received four group submissions 

from four unions and associations, and a further 45 

submissions from individuals. Largely, the feedback 

provided across the six proposals was very 

supportive. 
 

I’m hugely encouraged by this confidence in the 
framework as it allows us to move forward with 
the mahi of implementation. The next stage is to 
develop the assessment process and learning 
products for those being assessed for appointment 
to ranks of Fire Commander and Assistant Fire 
Commander. Once complete focus will move to 
expansion of the framework to include IMT 
specialist roles and more senior ranks. 
 

From Te Hiku to Te Kei, the TCF’s intention is to 
provide assurance that those managing severe 
incidents have the skills, knowledge and attitudes 
required to do so. I look forward to seeing our 
people succeeding within the framework and I 
sincerely acknowledge the key role they play in 
strengthening Fire and Emergency’s position as 
New Zealand’s most trusted organisation.  
 

Noho ora mai rā  
 

Kerry Gregory  
National Commander and DCE Service Delivery  
 

Message from Brendan Nally, 
Deputy Chief Executive, People 

 
Kia ora,  
 

I’d like to thank all contributors for their 
considered submissions through consultation. This 
includes feedback on an enduring name for the 
Technical Competency Framework, which I am 
pleased to now introduce as Paearu Mahi. 
 

Pronounced ‘pie-a-ru’, Paearu Mahi is ‘the work 
required to achieve’ and provides the benchmark 
for senior incident leadership and rank. The name 
was gifted to our organisation by Fire and 
Emergency’s Pou Takawaenga Māori Team and is 
accompanied by the poutama imagery. Poutama is 
a staircase pattern symbolising a pathway to 
greater levels of learning and achievement, like 
those steps Tāne-o-te-wānanga ascended to the 
topmost realm in his quest for superior knowledge.  
 

Paearu Mahi differs from a training programme. 
Where training is the structured approach to 
building knowledge, competency consists of a 
number of elements, of which training is only one.  
Paearu Mahi includes not only skills, knowledge 
and experience. It also includes an understanding 
of the task at hand, the surrounding environment, 
and a range of human factors such as behavioural 
safety and communication.  
 

Through Paearu Mahi we’ll develop an across-the-
board standard of incident leadership competency, 
allowing our Senior Ranked Officers to operate in a 
unified manner and evolve to our varied and 
changing operational needs. It further delivers 
structured career pathways for our Senior Ranked 
Officers and IMT specialists, meaning our people 
will reach their full potential. 
 

I want to emphasise that Fire and Emergency is 
committed to supporting those who progress 
through Paearu Mahi, recognising their significant 
contribution to keeping communities, personnel 
and themselves safe. 
 

Ngā mihi 
 

Brendan Nally 
DCE, People 
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Introduction 

Background 

In 2018 we shared with you our intention to develop a competency framework which seeks to ensure a 
standardised level of professional competency for our Senior Ranked Officers and IMT specialists.￼  

From October 2020 – April 2021, a Working Group consisting of senior leaders, subject matter experts, 
project team members, and union and association representatives contributed to the design of the 
proposed framework.1 During the design process, we evolved our thinking about how the framework might 
work in practice, but the intent remained consistent throughout. Our objectives for this work were to: 

• Build further assurance into our current processes ensuring our Senior Ranked Officers and Incident 
Management Team (IMT) specialists have the incident response competencies they need to keep 
our people and communities safe 

• Develop an across-the-board standard of incident leadership competency, to allow our IMTs to 
operate in a unified manner and evolve to changing operational needs 

• Bring clarity to incident leadership practices so individuals fully understand the processes and 
options available, to avoid over- and under-resourcing and less than optimum incident outcomes 

• Build stronger structured career pathways for our Senior Ranked Officers and IMT specialists, to 
assist our people to reach their full potential 

This phase of work has been focussed on the knowledge, skills and attitudes required by the ranks of Fire 
Commander and Assistant Fire Commander at complex incidents beyond first tactical response (i.e. severe 
local level incidents and above). There is the potential to expand the proposed framework in the future to 
cover specialist IMT roles and the ranks of National Commander and Assistant National Commander, but 
this is out of scope for the current work.  

The Working group designed the framework according to the following principles: 

• The design of the proposed framework competencies will focus on those needed for effective 
leadership on the incident ground at the appropriate level 

• The design will focus on the incident management ‘response’ component of the 4Rs (risk reduction, 
readiness, response, and recovery) 

• Each competency includes appropriate detail for it to be assessed consistently and accurately 

• Language is consistent and aligned with other interrelated industry frameworks 

• The proposed framework competencies consist of levels of skill, knowledge and attitudes that can 
be reasonably expected at the level of Fire Commander or Assistant Fire Commander 

• The framework has been developed to provide an option to incorporate IMT specialist roles and 
more senior ranks in the future 

• The overarching design of the proposed framework is concise and user-friendly 

The consultation process 

We shared the proposed framework with you in a consultation document on 23 August 2021 and invited 
your feedback on six proposals:  

Proposal 1 Competencies 
Proposal 2 Foundation Skills 
Proposal 3 Role maps for Fire Commander and Assistant Fire Commander 
Proposal 4 Moving off transitional rank 
Proposal 5 Embedding the framework 
Proposal 6 Name of the framework 

 
1 Two of our unions and associations stepped away from the design process prior to its completion: NZPFU prior to the final 
workshop, and FECA following the final workshop but prior to the conclusion of the design process.  
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The consultation period closed on 19 September 2021. We received 4 group submissions from 4 unions and 
associations, and a further 45 submissions from individuals.  

We received a wide range of views on the proposals. While the majority of submissions were broadly 
supportive of the proposals, one group submission disagreed in principle with the overall approach, and 
proposed an alternative framework as part of the submission (please see Proposal 1, theme 1). 

Some submissions contained feedback and questions on matters which we are not yet ready to make 
decisions on. While we have not generally responded to that feedback directly in this document, we will 
keep it on record and consider it as part of future work.  

We also received some feedback and questions on matters that we have made decisions on previously. 
Again, we have not generally responded to that feedback directly in this document, but would invite you to 
review the Service Delivery Branch Decision Document, June 2020,2 for previous decisions on Service 
Delivery organisational design and approach to rank. In particular: 

• Key theme 13: Definition of rank and position 

• Key theme 14: Ranked and unranked positions 

• Key theme 15: Safe systems of work 

• Key theme 18: Visual identifiers 

Thank you to everyone who took the time to make a submission. We gave all submissions serious 
consideration before making final decisions.  

About this decision document 

This document: 

• Provides an overview of the proposals (further detail and context is available in the consultation 
document) 

• Summarises the feedback we received on the proposals 

• Provides our responses to that feedback 

• Lets you know the decisions we have made 

• Outlines the next steps 

• Provides you with contact details for individual support 

 

 
2 This is available on the Portal at: https://portal.fireandemergency.nz/assets/FENZ-documents/Decisions/Tranche-
2/fc86769c07/Service-Delivery-Decision-Document.pdf. 
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Proposals, feedback and decisions 

Proposal 1: Competencies 

What we proposed 

Competencies are the integrated knowledge, skills and attitudes that our people require to perform their role 
effectively. 

We proposed a framework that details competencies in eight areas: 

• Builds Resilience 

• Information Management and Insight 

• Manage Risk 

• Leadership and Teamwork 

• Planning 

• Relationship Management and Engagement 

• Situational Awareness and Decision-Making 

• Technical Knowledge and Skills 

Under each of these areas, the framework describes three levels of proficiency: Applied, Highly Competent and 
Advanced. 

The full framework is provided in Appendix A. 

 

Consultation response 

Feedback on this proposal fell under four main areas: 

1. Competency-based approach 
2. Balance of incident command and leadership competencies vs first tactical response competencies 
3. The four Rs 
4. Individual competencies 

 
1. Competency-based approach 

You told us While the majority of submissions were broadly supportive of the proposed framework, one group 
submission did not consider it fit-for-purpose and provided an alternative approach for 
consideration as part of the submission. 

A key difference between the two approaches is that the proposed framework is competency-
based. On this approach, we identify the required competencies and agree the level of proficiency 
that a given rank will need for each of these competencies. Each person receives an individualised 
package of learning and development to bring them up to the required level of proficiency. They are 
then assessed to confirm whether they are proficient to the required level and provided with 
recommendations for next steps and ongoing development.  

The alternative approach is a standardised training programme which all candidates for the ranks of 
Fire Commander and Assistant Fire Commander would undergo. The submission expressed 
scepticism that a competency-based framework would be a sufficiently rigorous measure of 
proficiency, and that it would not fulfil its intent of unifying the organisation given that candidates 
would not all undergo the same training programme.  
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Our 
response 

We believe that a standardised training programme is appropriate when people’s training, learning 
and development needs are largely similar – for example, where there is a need to learn to operate 
equipment which all or most people have not used before.  

A competency-based approach is more appropriate where people’s training, learning and 
development needs are different – for example, where there are a range of behavioural skills which 
some individuals may already have to a high degree, and which others may require support to 
develop. 

Competency-based assessment has been widely used in leadership programme development in the 

public and private sectors, and in secondary and tertiary qualification frameworks in New Zealand 

and internationally for the last 25 years. 

We are confident that the proposed approach will support the organisation in our path to 
unification. Although candidates will not all undergo the same training programme, they will all be 
assessed to a common standard. 

Decision The framework will be competency-based, with individualised training, learning and development 
pathways to achieve a common standard. 

2. Balance of incident command and leadership competencies vs first tactical response competencies 

You told us There were differing views on the level and types of technical competencies required for senior IMT 
roles in order to effectively and safely command on the incident ground. 

One group submission expressed full support of the proposed framework on the grounds that as 
the scale and/or severity of an incident escalates, first tactical response knowledge becomes less 
important for senior IMT roles, while skills in more complex incident management and teamwork 
take on greater significance. 

Two group submissions proposed an increased focus on first tactical response competencies in the 
framework. The two submissions gave different reasons for this.  

The first submission noted that Fire Commanders and Assistant Fire Commanders will on occasion, 
respond to incidents at the level of first tactical response, and will therefore need the appropriate 
competencies. 

The second submission was based on a view that first tactical response competencies are a pre-
requisite to command on the incident ground under any circumstance, and that the framework is 
fundamentally flawed in its focus on ‘soft’ skills. This view was reflected in the alternative 
framework which accompanied this submission. 

Our 
response 

Our position is that as incidents escalate in scale and severity, the roles of our senior IMT leaders 
become more specialised. The emphasis of the framework is therefore on the specialised incident 
management and leadership competencies required at severe local incidents and above. 

These competencies are in addition to the foundation skills which people must already possess in 
order to be considered for assessment to Fire Commander or Assistant Fire Commander.  

We acknowledge that there may be situations where Fire Commanders and Assistant Fire 
Commanders are in command at incidents of lower severity, where a different mix of competencies 
may be required. 

We also recognise that fire industry knowledge and experience is part pf the Fire Commander or 
Assistant Fire Commander role. 

We believe the most appropriate place to address these concerns is through the foundation skills 
rather than in the framework itself. 
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Decision We have not made any changes to the framework’s emphasis on incident command and leadership 
competencies for senior IMT roles. 

However, due to the feedback we have received on this matter, we will work with SMEs to review 
the proposed foundation skills to make sure they are fit-for-purpose, that they are set at the right 
level, and that there are no competency gaps between the foundation skills and the framework 
itself. This will include providing assurance that people admitted into the framework have 
appropriate skills and experience at the level of first tactical response. 

For further discussion, please see Proposal 2, theme 1: Scope and level of foundation skills. 

3. The four Rs 

You told us We received a question asking why the framework focuses on the Response element of the four Rs 
of emergency management and does not include the other three Rs. 

Our 
response 

The framework has been specifically designed to assure our capability on the incident ground. As 
such, its primary focus is on Response and on those aspects of Readiness and Recovery that relate 
to decisions made and actions taken during an incident.  

We are intending the framework to complement the Leadership Development Framework, which 
will focus on our capability off the incident ground.  

Together, the two frameworks will comprehensively cover the four Rs. 

Decision We have not made any changes to the framework in response to this feedback.  

4. Individual competencies 

You told us There were 15 submissions that provided feedback on specific competencies, sub themes and 
descriptors included in the framework. These included suggestions to improve the clarity of our 
wording, broaden the scope of some competencies, and address some perceived gaps. 

Our 
response 

We thank you for the time you spent on making this detailed feedback, which we believe has 
helped strengthen the framework. 

Decision We have made several amendments to the framework in response to this feedback. For details, 
please see Appendix A. 
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Proposal 2: Foundation skills 

What we proposed 

Foundation skills are the skills that people will need to have before starting learning or assessment for any of the 
roles and ranks covered in the framework. 

We proposed 29 behaviour-based skills and 25 other skills. These are listed in full in Appendix A. 

 

Consultation response 

Feedback on this proposal fell under three main areas: 

1. Scope and level of foundation skills 
2. Assessment of foundation skills and alignment with TAPS 
3. Role maps for Fire Commander and Assistant Fire Commander 

 

1. Scope and level of the foundation skills 

You told us We received one group submission that the foundation skills do not include sufficient operational 
skills and tacit knowledge of incident types. There was a concern expressed that those entering the 
framework would not have the level of hands-on experience and knowledge they would need.  

This feedback is related to the feedback noted under Proposal 1, theme 2: balance between 
incident command and leadership competencies vs first tactical response competencies. 

The same submission also stated that the level of required foundation skills was set so low that it 
was difficult to see how anyone might fail to gain entrance to the framework. 

Our 
response 

We acknowledge that we need to ensure that anyone who enters the framework has  proven 
capability in frontline firefighting and hazard-specific incident management skills. This includes 
incidents at the level of first tactical response. 

We also acknowledge that we need to ensure the bar for entrance to the framework is set at the 
right level. 

Decision As we have noted under Proposal 1, theme 2, we will work with SMEs to review the proposed 
foundation skills to make sure they are fit-for-purpose, that they are set at the right level, and that 
there are no competency gaps between the foundation skills and the framework itself. This will 
ensure the people admitted into the framework have appropriate skills and experience at the level 
of first tactical response. 

2. Assessment of foundation skills and alignment with TAPS 

You told us One group submission proposed that for the built environment, entrance into the framework 
should only be through the existing career rank progression system (TAPS). There was a concern 
that crews would not have confidence in leaders who do not have a recognised qualification. 
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Our 
response 

Our intention is that candidate entry to the framework will require the submission of a portfolio of 
evidence. This will include any relevant qualifications they have obtained. We acknowledge more 
work is required to clarify how this process will work and what types of qualification and/or other 
forms of evidence will be acceptable.  

Our expectation is that TAPS will provide one pathway for entry into the framework for candidates 
from the built environment, but that other forms of evidence may also be accepted.  

Over time the framework itself will become a recognised standard within Fire and Emergency. 

Decision We will work with SMEs to clarify the process for entry to the framework, and the forms of 
evidence that we will accept. 
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Proposal 3: Role maps for Fire Commander and Assistant Fire Commander 

What we proposed 

Role maps tell us the level of proficiency (Applied, Highly Competent or Advanced) required across all 
competencies for a role or rank.  

We proposed role maps for the ranks of Fire Commander and Assistant Fire Commander.  

The role maps for the two ranks differ because Fire Commanders will be required to be competent up to a more 
complex level of incident (i.e. severe regional) than Assistant Fire Commanders (i.e. severe local).  

The role maps are provided in Appendix C. 

 

Consultation response 

Feedback on this proposal fell under six main areas: 

1. Structure of the role maps 
2. Classification of incidents by level 
3. Sectorisation 
4. Developing assessment criteria 
5. Mapping of specific competencies to roles 

 
1. Structure of the role maps 

You told us We received a question as to why there was a need for different proficiency levels for each 
competency. 

Our 
response 

Including different proficiency levels gives us flexibility to tailor requirements for different roles, 
while still maintaining a level of consistency. 

Depending on the rank or IMT role, people may need to be ‘Advanced’ in some areas but ‘Applied’ 
or ‘Highly Competent’ in others. 

In addition, we intend this structure to provide people with clear development pathways as they 
move into more senior ranks and roles. 

Decision We have not made any changes to the role maps in response to this feedback.  

2. Classification of incidents by level 

You told us One group submission questioned how well the classification of incidents (moderate/major/severe, 
local/regional/national) reflected operational realities. 

It was pointed out that over the course of an incident, the classification level will change, and 
people may find themselves leading an incident that is above the level of their assessed 
competency. 

Our 
response 

It is common practice for incident controllers to find themselves in situations where they need to 
escalate to a more senior person, or conversely, where they may hand over responsibility to a less 
senior person as an incident deescalates.  

We are not proposing any change to how this process works. 
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Decision We have not made any changes to the role maps in response to this feedback. 

3. Sectorisation 

You told us We received a question asking whether the framework assumes that all severe incidents regardless 
of scale/complexity require sectorisation. 

Our 
response 

No, we are not suggesting that all severe incidents require sectorisation (though in practice many 
will). Each incident requires a response that addresses its specific set of variables. 

Decision We have not made any changes to the role maps in response to this feedback. 

4. Developing assessment criteria 

You told us One group submission noted that that the biggest challenge in the next phase of work will be 
developing appropriate assessment and learning in line with the role maps. 

An individual submission raised questions as to how some types of competencies (e.g. self-
awareness) might be assessed. 

Our 
response 

We agree that developing appropriate assessment and learning process and tools will be a 
significant piece of work. 

Self-awareness is typically assessed through a combination of methods including role plays, 

business simulations, obtaining feedback from others and self-reflection.3  

Decision We have not made any changes to the role maps in response to this feedback. We will work closely 
with SMEs to develop appropriate assessment and training. 

5. Mapping of specific competencies to roles 

You told us There were several suggested changes to specific proficiency levels for Fire Commander and 
Assistant Fire Commander. 

Our 
response 

Thank you for these suggestions. We have reviewed the competencies again in detail. We believe 
the proficiency levels that were set during the design process are appropriate, with one exception, 
which is highlighted in Appendix C. However, we note that a lot will depend on how the proficiency 
levels are assessed in practice, and we will bear in mind all of your feedback as we move into this 
next phase of work. 

Decision We have made one change to the role maps, as shown in Appendix C. We will work closely with 
SMEs to work through the detail of how different proficiency levels will be assessed 

 

  

 
3 ‘Self-awareness and the evolution of leaders’, (synopsis of empirical research), Institute of Behavioural and Applied Management, 
USA, 2014 
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Proposal 4: Moving off transitional rank 

What we proposed 

People appointed to District Manager and Group Manager positions will have a transitional rank. During the 
consultation, we shared our high-level thinking about the process to appoint them to the ranks of Fire Commander 
and Assistant Fire Commander. 

We proposed that this would involve: 

• Those on transitional rank carrying out a self-reflection against the framework, and preparing a  
portfolio of evidence  

• Development and review of assessment tools and processes by the project team with input from SMEs and a 
comprehensive review by stakeholders 

• A small group of those on transitional rank participating in a proof of concept, to make sure the tools and 
processes are fit for purpose 

• Assessment of all the remaining transitional rank cohort  

• Provision of an individual development plan for everyone who has been assessed 

All individuals with transitional ranks are expected to be assessed competent under the new framework between 
18 months to two years from stand up of the District and Group Manager positions. 

 

Consultation response 

Feedback on this proposal fell under seven main areas: 

1. Overall approach 
2. Training, learning and development 
3. Assessment of competence outside heritage environment 
4. Timeline for creating training, learning and development materials 
5. Use of self-reflection to help identify personal development needs 
6. Testing the proof of concept 
7. Approval of the processes for moving people off transitional rank 

 
1. Overall approach 

You told us Most of the submissions we received generally supported the proposed approach to moving off 
transitional rank or stated they were not yet able to form a view based on the high-level 
information provided in the consultation document. One group submission was not supportive.  

Many submissions acknowledged the significant work that will be required to refine the proposed 
approach into a detailed plan. 

All submissions agreed that people should be assessed competent to an agreed standard before 
moving off transitional rank, and that training, learning and development will need to be provided 
to support people through the process. There was also broad support for the use of a portfolio of 
evidence as part of the assessment process. 

Our 
response 

We value your feedback on this proposal and agree that the challenge will be to develop our 
current high-level approach into a workable plan. 

Decision Proposal 4 will form the starting point for further work on a detailed plan for moving people off 
transitional rank.  

We will work with SMEs to ensure the plan is fit for purpose, and we will take into account the 
feedback you have provided. 
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2.  Training, learning and development 

You told us One group submission expressed lack of confidence in the proposed process and suggested a 
fundamentally different approach to training, learning and development, in the form of a 
programme everyone would need to pass through regardless of their existing strengths. 

Our 
response 

Our intention is to provide training, learning and development pathways that are as flexible as 
possible so we can tailor them to people’s individual development needs. We believe that the 
approach we have chosen provides that flexibility while also ensuring that everyone is assessed 
competent to a common standard.  

Please also see Proposal 1, theme 1: Competency-based approach. 

Decision We have not made changes to the proposed approach in response to this feedback. 

3. Assessment of competence outside heritage environment 

You told us Two group submissions requested training, learning and development pathways to enable people 
to be assessed as competent under the framework outside of their heritage environment. 

Our 
response 

It is our intention to provide these pathways to people in the future. To do this, we will need to 
provide support for people to develop foundation skills in their non-heritage environment. 
However, this would involve a significant additional piece of work. 

Our first priority is to support all people off transitional rank as soon as we can. We can do this most 
effectively by prioritising assessment in people’s heritage environment. 

Decision We will not be providing training, learning and development pathways for people to broaden their 
capability outside their heritage environment as part of the current phase of work.  

4. Timeline for creating training, learning and development resources 

You told us One group submission proposed that all training, learning and development resources should be 
created at the outset and be available to people prior to assessments commencing. 

Our 
response 

We understand why this might be helpful for people commencing the assessment process. 
However, by taking a staggered approach, we will be able to assess and appoint people to Fire 
Commander and Assistant Fire Commander ranks faster than if we were to wait for all training, 
learning and development resources to be developed first. Our intention is to develop the resources 
that are required by the greatest number of people first, enabling these people to be appointed to 
rank while we continue developing the remaining resources.  

Decision We will prioritise the development of training, learning and development resources and assessment 
processes that will enable us to move people off transitional rank as early as possible.  
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5. Use of self-reflection to help identify personal development needs 

You told us One group submission and one individual submission supported the use of self-reflection to help 
identify personal development needs. 

Two group submissions questioned the use of self-reflection in this context, as it was felt there was 
a potential for bias. It was suggested that training and qualification records should be required, as 
these are a more objective measure. 

Our 
response 

We agree that self-reflection is a subjective process and should not be assumed on its own to 
always reflect an individual’s personal development needs. However, we believe that self-reflection 
has a role to play as part of the broader process for identifying those needs. Self-reflection is widely 
used for this purpose in a range of organisational learning and development contexts.  

The use of self-reflection during the proof of concept will also help us zero in on some of the most 
common personal development needs. This means we can prioritise the development of the most 
commonly needed resources, enabling us to appoint people to rank as quickly as possible. Following 
the proof of concept, our intention is that the self-reflection tool will be optional for those seeking 
to enter the framework. 

Decision We will work with SMEs to develop robust processes for identifying people’s personal development 
needs, which will include but not be solely reliant on self-reflection. 

6. Testing the proof of concept 

You told us One group submission proposed that when we test the new assessment processes (the proof of 
concept) we should involve people from outside the transitional cohort to help ensure the 
processes have broader applicability.  

Our 
response 

Our priority is to get people off transitional rank as quickly as possible and  establishment of the TCF 
enables that, and for this reason the focus of the project is on the transitional cohort at this stage. 
We are confident that the assessment processes we develop as part of the proof of concept will be 
broadly applicable.  

Decision We will test the new assessment processes with a group from the transitional cohort which includes 
people from each of the built and natural environments. 

7. Approval of the processes for moving people off transitional rank 

You told us One group submission did not consider it appropriate for the DCE People and DCE Service Delivery 
to approve processes for moving people off transitional rank, as these are non-operational 
positions. 

Our 
response 

We have proposed that the DCE People and DCE Service Delivery have the ultimate sign-off of 
processes to ensure accountability. In doing so, they will have regard to advice from the business 
owners and project team, taking into account input and feedback from SMEs, assessors and 
participants in the proof of concept. We are confident this is a robust approval process. 

Decision The DCE People and DCE Service Delivery will sign off processes for moving people off transitional 
rank. 
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Proposal 5: Embedding the framework 

What we proposed 

We proposed some principles for embedding the framework into business as usual: 

• The number of Fire Commanders and Assistant Fire Commanders will be limited to the requirements of each 
Region to safely staff District Ranked Senior Officer on-call response rosters. 

• We intend to develop senior operational response capability and capacity across natural and built 
environments within each Region to enable regional self-reliance where practicable. 

• The transitional rank of Ranked in an Unranked Position (RUP) would continue beyond the introduction of the 
proposed framework and appointment of transitional cohort personnel to new ranks. 

We intend to introduce provision to be assessed competent, not appointed to rank.  This would enable succession 
planning and ensure those ‘acting up’ have the required level of competency. The number assessed competent and 
not appointed to rank would be based factors including the anticipated succession planning requirements of each 
Region. 

 

Consultation response 

Feedback on this proposal fell under five main areas: 

1. Ranked in an unranked position (RUP) 
2. Currency maintenance 
3. Number of people appointed to rank  
4. Role of Region Managers 
5. Future recruitment 

 

1. Ranked in an Unranked Position (RUP) 

You told us There were differing views on the ongoing use of RUP.  

One group submission was in favour of this proposal as it will enable the best people to be 
appointed to rank regardless of their position within Fire and Emergency. 

However, another group submission provided feedback that having continued use of RUP will cause 
confusion on the incident ground. 

Our 
response 

The ongoing use of RUP is consistent with the principles of rank we shared with you in the June 
2020 Decision Document for Service Delivery, Organisational Structure and Approach to Rank, 
which effectively separates rank and position.  

We agree that this will help ensure that suitable people are appointed to rank. We also intend that 
it will enable people with competency at this level to have broader career paths beyond positions 
with rank. 

On the incident ground, clear visual identifiers will avoid any confusion in identifying those in key 
IMT roles. 

Decision The transitional rank of RUP will continue beyond the introduction of the proposed framework and 
appointment of transitional cohort personnel to new ranks. 
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2. Currency maintenance 

You told us Feedback on the need to maintain the currency of assessments was strongly positive. 

One group submission asked how currency maintenance will be achieved in situations where 
incident response may account for only 5% of work time. 

Our 
response 

We welcome your support of this proposal as we view currency maintenance as one of the 
fundamental aspects of the framework. 

There is still work to do to determine how this will work in practice.  We agree that incidents at this 
level of severity are infrequent and in some districts rare, and that we need to take this into 
account when designing currency maintenance processes. 

Decision We will work with SMEs to come up with practical approaches to currency maintenance that take 
account of a wide range of situations. We will ensure we consider situations where incident 
response accounts for a low proportion of work time. 

3. Number of people appointed to rank  

You told us One group submission asked whether we have completed an assessment of the number of Fire 
Commanders and Assistant Fire Commanders required across the country, and whether this 
assessment includes surge capacity. This submission also recommended that decisions on capacity 
need to take into account circumstances that may impact an individual’s availability (e.g. work 
constraints, external influences and deployments nationally and internationally). 

Another group submission expressed concern that numbers of ranked individuals would be inflated 
to accommodate those who have been appointed rank but do not meet the standard. 

Our 
response 

We conducted modelling of regional needs for Fire Commanders and Assistant Fire Commanders as 
part of Tranche 2 when designing our region and district structure. This included consideration for 
surge capacity to cover training, leave, illness and overseas deployment. Now that appointments 
have been made to roles, Region Managers were able to finalise the final make-up of their District 
Senior Ranked Officer on-call response rosters. 

The ongoing accountability of setting the required rank numbers will be determined at a regional 
level. We intend to provide guidance to Region Managers to support them in this. 

We do not consider that there is a risk that numbers of ranked individuals will be inflated. Only 
people who are assessed as competent under the framework will be appointed to rank.  

Decision We will work with SMEs to develop guidance to support Region Managers to determine required 
rank numbers. 

4. Role of Region Managers 

You told us One group submission expressed concern that Region Managers will become gatekeepers 
controlling the pipeline into new ranks. It was proposed that Region Managers should determine 
how many ranked positions are required in a Region, and that there should be a fair and 
contestable process to select people for entry into the framework. 

Our 
response 

We agree that there should be a fair and contestable process to select people for entry into the 
framework. We expect Region Managers to have a key role in the process, with appropriate checks 
and balances.   
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Decision We will work with SMEs to put in place a fair and contestable process to select people for entry into 
the framework. Succession and workforce planning will be a key consideration in this process. 

5. Future recruitment 

You told us One group submission proposed that individuals intending to apply for a ranked position could 
apply for the position prior to having achieved the required associated rank. It was suggested that if 
the individual became the preferred candidate for the position, appointment would be dependent 
on successful appointment to rank. 

Our 
response 

In general we would anticipate that only those who have been assessed, under the framework, as 
competent to be appointed to rank will be eligible to apply for ranked positions. 

However, we are not ruling out the possibility of the approach proposed in this submission, 
depending on the circumstances.  

Decision We will work with SMEs to explore the appropriateness of allowing individuals to apply for a ranked 
position prior to having achieved the required associated rank.  
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Proposal 6: Name of the framework 

What we proposed 

‘Technical Competency Framework’ (or ‘TCF’) is a working title that was adopted before we fully understood the 
scope of the proposed framework.  

As part of the consultation, we sought your feedback on the name and any suggestions you may have on 
alternatives. We indicated that our intention was to choose a bilingual name in Te Reo and English.  

 

Consultation response 

 

You told us We received several suggestions regarding the English name of the framework. 

One group submission supported the name the ‘Technical Competency Framework’. 

Several other submissions suggested alternative names. The term ‘technical competency’ was felt 
by some to be overly narrow, given the focus and content of the framework. 

Suggested alternatives included references to ‘IMTs’, ‘incident management’ and ‘incident 
leadership’. 

Our 
response 

We thank you for your suggestions of alternative names for the framework. 

We considered all of the options suggested. We also consulted with our Māori Outcomes team for a 
Te Reo name that was unique and reflected our aspirations for the framework.  

Decision The framework will be known as Paearu Mahi, meaning ‘the work required’. The name refers to the 
work required to be successful on the incident ground. 

We will supplement this name with an English-language description of the framework as an 
incident leadership competency framework.  

A unique Māori pattern has also been created for the framework, based on poutama, a traditional 
Māori weaving pattern (tukutuku). The poutama is a stepped or staircase pattern symbolising a 
pathway to higher levels of learning and achievement. It also represents the steps which Tāne-o-te-
wānanga ascended to the topmost realm in his quest for superior knowledge. 

 

 

 



 
 

 20 

 

Next steps 

The next phase of the project will involve the detailed design of the processes, policies, tools and systems 
we will need in order to successfully embed the framework into the organisation. 

We are establishing a project structure with workstreams focussing on Assessment, Learning and 
Development, Policy, Communications, Change and Technology.  

We will be appointing new BAU roles in the People and Workforce Capability Directorate, which will report 
into the dedicated project team structure for the duration of the project. This will help ensure a seamless 
handover to the business once the project is complete. 

Operational subject matter experts (SMEs) will have a key role to play in this work. We are anticipating the 
Assessment, Learning and Development and Policy workstreams will each require three to four SMEs, with 
a time commitment of approximately eight hours per week.  

We will shortly be issuing a Request for Proposal (RFP) for a technology solution that will enable a seamless 
user experience when engaging with the framework. 

We will continue to keep you updated on developments via our project page on the portal: 
https://portal.fireandemergency.nz/projects-and-programmes/technical-competency-framework/. 
If you have any further questions, please contact us at tcf@fireandemergency.nz.   

https://portal.fireandemergency.nz/projects-and-programmes/technical-competency-framework/
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Support 

We all respond differently to change. Fire and Emergency New Zealand acknowledges that the organisation 
is experiencing a significant period of change. We are committed to supporting our people through change. 
All employees will have access to support. 

Manager and Human Resources contacts 

Your manager is there to answer any specific questions or for you to raise individual issues. You may also 
wish to speak to your HR person whose details are below: 

Te Hiku Region 

Gareth Keir 
gareth.keir@fireandemergency.nz 

Fiona Clark 
fiona.clark@fireandemergency.nz 

Ngā tai ki te Puku Region 

Jasmin Heyder 
jasmin.hayder@fireandemergency.nz 

Pam Finnie 
Pam.finnie@fireandemergency.nz 

Te Ūpoko Region 

Jemma McGlone 
jemma.mcglone@fireandemergency.nz 

Charissa Francis 
Charissa.francis@fireandemergency.nz 

Te Ihu Region 

Jeremy Wheeler 
jeremy.wheeler@fireandemergency.nz 

Michel Fivet 
michel.fivet@fireandemergency.nz 

Te Kei Region 

Glyn Kessell 
glyn.kessell@fireandemergency.nz 
 

National Headquarters 

Anita L’Estrange 
anita.l'estrange@fireandemergency.nz 

Carly Johnson (Senior Advisor) 
carly.johnson@fireandemergency.nz 

Beth Chote 
beth.chote@fireandemergency.nz 

Vitae Services 

Confidential advice and counselling for work-related and/or personal issues is available to all employees. 

All locations: Call Vitae Services on 0508 664 981 or complete the Counselling referral form at 
https://www.vitae.co.nz/contact/counselling-form/ 

Further safety, health and wellbeing support can be found on the portal: 
https://portal.fireandemergency.nz/how-do-i/safety-health-and-wellbeing/seek-safety-health-and-
wellbeing-support 

  

https://www.vitae.co.nz/contact/counselling-form/
https://portal.fireandemergency.nz/how-do-i/safety-health-and-wellbeing/seek-safety-health-and-wellbeing-support
https://portal.fireandemergency.nz/how-do-i/safety-health-and-wellbeing/seek-safety-health-and-wellbeing-support
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Unions and associations 

Unions and associations are available to answer any questions you may have. A contact list is below: 

Fire and Emergency NZ Commanders’ 
Association (FECA) 

Roy Breeze (President) 
roy.breeze@fireandemergency.nz 

Des Irving (Secretary) 
des.irving@fireandemergency.nz 

Public Service Association 

Michael Woodcock 
michael.woodcock@psa.org.nz 

Duncan Henry (Delegate) 
duncan.henry@fireandemergency.nz 

Rural Professionals’ Association (RPA) 

Rob Hands (Chair) 
rob.hands@fireandemergency.nz 

Nigel Dravitzki (Deputy Chair) 
nigel.dravitzki@fireandemergency.nz

United Fire Brigades Association (UFBA) 

Bill Butzbach, Chief Executive 
bill@ufba.org.nz 

Kevin Ihaka 
kevin@fpsgroup.nz 

New Zealand Professional Firefighters’ Union 
(NZPFU) 

Ian Wright (President) 
president@NZPFU.org.nz 

Wattie Watson  
secretary@NZPFU.org.nz 
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Appendix A Proposed Competencies 

Items in bold have been added following consultation  
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Appendix B Proposed Foundation Skills 

Behaviour-based skills ‘Other’ skills 

Understands own capability gaps and seeks to 
extend own knowledge, skills and experience.   

Reviews and evaluates appropriate information; 
confirmation and clarification are sought as required. 

Knows how/where to get support to develop 
strategies to boost self-confidence and manage 
pressure.   

Additional information, or specialist advice, is considered 
and assimilated into plans. 

Appropriately applies personal coping mechanisms. Applies an information analysis process.   

Communicates key information with clarity and 
purpose. 

Uses information and resources appropriately (site reports, 
tactical plans, on-site information).   

Applies an understanding of the benefits of 
diversity in IMTs.   

Maintains effective standards of documentation. 

Delegates tasks and deploys individuals to create 
functional Incident Management Teams.   

Identifies appropriate individuals and groups to 
communicate with and determines their information 
needs.   

Sets clear incident response expectations.   Clearly identifies hazards to self and others in the context of 
the situation.       

Actively supports individuals within the team to 
achieve goals.     

Can distinguish between leadership and Management 

 Monitors, supports and assists others to achieve 
desired outcomes. 

Understands own strengths as a leader 

Can distinguish between leadership and 
management 

Evaluates risks in order to establish priorities and actions.   

Monitors, supports and assists others to achieve 
desired outcomes. 

Considers the risk assessment in determining the tactical 
response.   

Respects the qualifications, skills and experience of 
others on the incident ground. 

Completes a cyclic evaluation of incident safety, hazards 
and risks throughout the incident.   

Actively encourages broad views and diversity of 
thought within the team.   

Establishes clear incident response objectives.   

Demonstrates empathy and professionalism. Uses situational awareness to develop/revise plans.   

Consistently models safe practice. Applies safety considerations at each stage of planning.   
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Behaviour-based skills ‘Other’ skills 

Seeks feedback from others and clarifies the local 
context before developing plans.   

Assesses whether resourcing is appropriate according to the 
strategy and tactics.             

Understands the roles of lead and support 
agencies.   

Establishes effective sectorisation. 

Acknowledges the value of diversity when building 
key relationships and stakeholder management.   

Uses the applicable formats for all plans. 

Acts in a way that supports effective working 
relationships. 

Completes a cyclic evaluation of plans with consideration to 
resources and potential escalation.   

Consults, coordinates and cooperates with other 
agencies.   

Changes strategy and/or tactics according to a changing 
situation. 

Engages in a meaningful way with other cultures 
relevant to the situation.   

Conducts debriefs in accordance with prescribed formats. 

Understands the value of the media for public 
information and what the media needs in terms of 
information.   

All communication with members of the public is 
appropriate and effective and in line with the 
communications plan. 

Recognises and modifies unprofessional behaviour 
in self and others.   

Evaluates the situation using all current information 
sources. 

Understands the value of building political 
awareness and the application of this skill on 
incident.   

Analyses and reviews hazards, control measures and 
resources taking into account the full potential of the 
incident.     

Understand the need to engage in a meaningful 
way with Maori at an iwi and hapu level relevant to 
the situation; seeks advice when necessary.   

Understands how situational awareness underpins decision-
making.                         

Applies critical thinking and problem-solving skills. Appropriately considers impact (e.g. on affected people, 
organisation/s, community, environment, other agencies). 

Demonstrates agility in the decision-making 
process. 

Demonstrates an awareness of the decision-making 
hierarchy and processes.      

Able to make time critical decisions when not all 
information is available. 

Considers the factors that influence decision-making and 
uses these when making decisions.   

Monitors incident ground safety. Makes sound decisions based on the right mix of 
information, insight, experience and judgement.   

  Applies appropriate legislation, policy, procedures and 
regulatory frameworks.     
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Behaviour-based skills ‘Other’ skills 

  

  

  

  

  

Applies knowledge of incident management principles.   

Applies knowledge of relevant risk in the community.   

Demonstrates current operational skills and knowledge.   

Identifies and uses available systems and technologies.   

Applies knowledge of the principles and practices 
underpinning effective pre-incident, incident ground and 
post-incident management in the context of the 4R’s.   
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Appendix C Proposed Role Maps for Fire Commander and Assistant Fire 
Commander 

 Items in bold have been updated following consultation.
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Appendix D: Glossary of Terms 

4Rs Reduction, readiness, response, and recovery  

ACL Authorised Command Level  

BUILT ENVIRONMENT Buildings and structures 

CEA Collective Employment Agreement  

CONSULTATION IN A CO-DESIGN CONTEXT 
in relation to the TCF is defined as ‘bringing 
together appropriate people from throughout our 
organisation and unions and associations’ 
representatives, with a range of expertise, 
knowledge and perspectives to help design a 
proposed framework.’  

COMPETENCIES Competencies outline what is 
necessary for success within the organisational 
context of ‘at-incident’ and describe the knowledge, 
skills and attributes individuals require to deliver 
the outcomes required by the role in the IMT they 
are filling. Competencies are not the tasks of the 
role; they are what enable people to do the tasks. 
Every role needs a combination of general and 
technical competencies. 

COMPETENCY FRAMEWORK A competency 
framework is a model that broadly describes 
performance excellence within an organisation and 
is made up of a selection of competencies that can 
be applied to a range of roles.  

It is a means by which an organisation can 
communicate which skills, knowledge and attributes 
are needed, valued, recognised, and rewarded with 
respect to occupational roles.  

COMPETENCY SUB-THEME A component part 
making up the competency, highlighting the key 
elements of the competency. 

DCE Deputy Chief Executive  

DESCRIPTORS (competencies) Descriptors are 
statements that describe observable behaviours 
that indicate an individual has achieved a certain 
level of proficiency for a competency. They are not 
designed to be comprehensive, or task focused but 
instead focus on the key behaviours that would 
suggest effective performance. Descriptors help to 
operationalise the competencies needed to inform 
assessment criteria and learning content. e.g., 
descriptors are measurable statements that align to 
both the competency and level of proficiency.  

DLT District Leadership Team  

ELT Executive Leadership Team  

IMT Incident Management Team  

KSA Knowledge Skills and Attitudes are the 
components that make up a competency at FENZ. 
Knowledge is the cognitive or mental ability used to 
retain and process information and understand and 
apply theoretical concepts on the job. Skills are the 
abilities used to perform activities or tasks, which 
results in experience. Attitudes are the individual 
traits, motivators and qualities that drive 
performance and engagement with teams. 

NATURAL ENVIRONMENT Land, vegetation, and 
commercial forests  

PROFICIENCY LEVELS (competencies) 
The knowledge and skills statements in the 
proposed framework describe what a person needs 
to know to perform their role, and rank (if 
applicable), effectively. These are divided into three 
distinct levels referred to as proficiency levels. The 
levels outline what is expected or ‘what good looks 
like’ at each of these. There are three proficiency 
levels within the proposed framework – Applied, 
Highly Competent and Advanced.  

RLT Region Leadership Team  

RM Region Manager  

ROLE MAP A list of competency sub-themes 
matched to levels in the proposed framework that 
together form the benchmark for competency for a 
rank or role.  

TRANSITIONAL RANK COHORT The group of 
individuals appointed to District Manager or Group 
Manage positions and appointed to the transitional 
ranks of Commander or Assistant Commander. Also 
amongst this group are employees who are ranked 
in an unranked position and appointed to Assistant 
Commander.  

SD Service Delivery Branch  

SDLT Service Delivery Leadership Team  

SUB-THEME (competency) A part that makes up a 
competency. Each of the eight competencies in the 
proposed framework has several sub-themes that 
help us better describe the skills, knowledge and 
attitudes that make up the competency.  

THEME (competency) Another term referring to the 
meaning of each of the eight competencies within 
the proposed framework. 

 


