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OXFORDSHIRE FIRE AUTHORITY

INTEGRATED RISK MANAGEMENT PLAN (IRMP) 2004/05

1.
(Foreword by FA Chair / CFO)


REQUESTED FROM CFO
Signature

1.
Introduction
1.1
Central Government has a declared agenda to reform public services. On 16th December 2002, the Deputy Prime Minister announced the need for reform and modernisation of the framework within which the Fire Service operates.

1.2
In April 2003 the Office of the Deputy Prime Minister (ODPM) issued Fire Service Circular 7/2003, identifying risk management planning as a critical element of the Fire and Rescue Service’s programme for modernisation and establishing the requirement for Fire Authorities to produce an Integrated Risk Management Plan (IRMP) for their area.

1.3
Publication of the White Paper “Our Fire and Rescue Service”, in July 2003, sets out the Government’s vision for the future provision of fire and rescue services for England and Wales. The vision is of a service that is proactive in preventing fires and other risks, rather than simply reacting to fires, and has a broader community safety remit that contributes to a wider agenda of social inclusion, neighbourhood renewal and crime reduction. The White Paper identifies the following, three strand, prevention strategy:

· Designing fire safety into homes, offices and other buildings through the Building Regulations;

· Maintaining a safe environment through fire safety and other legislation, imposing responsibilities on employers and commercial property owners; and

· Promoting community safety to encourage safe behaviour and to reduce the incidence of arson.

The Fire and Rescue Services’ contribution to this strategy will be through an organisational structure that allocates prevention and intervention resources based on risk assessment and risk management, rather than outdated, nationally prescribed, fire cover standards. 

1.4
These new requirements will be incorporated into an Integrated Risk Management Plan, that each fire authority will be required to produce. The White Paper also requires Fire Authorities to consult their local communities and ensure that the Fire and Rescue Service works with other emergency services to implement the plan. 

1.5
It should be noted at this stage that, whilst the agenda for change within the Fire Service has been given recent impetus by proposed and actual legislative changes, many Brigades have already embarked upon a programme of modernisation. Oxfordshire Fire and Rescue Service is in the vanguard of this approach and a number of locally developed policy initiatives have been adopted and offered nationally as examples of ‘best practice’, such as our approach to dealing with Automatic Fire Alarms (Unwanted Fire Signals), Community Safety strategy and inter-agency partnership working. It is within this context that the IRMP process, and the opportunities for improved service delivery that it offers, should be considered and any subsequent changes managed. 

2.
Integrated Risk Management Planning – Aims and Objectives

2.1
Oxfordshire Fire and Rescue Authority’s existing Vision and Values reflect the changing environment and focuses on securing a safer community through prevention and an appropriate intervention where control measures fail. The need to listen and respond to community needs and work with partners and stakeholders to deliver effective services are similarly embodied within our current culture and organisational structures. The opportunity offered by the development of the Integrated Risk Management Plan should, therefore, contribute to the overall aims and objectives of the Service by enabling a flexible, risk based approach to resource allocation and securing continuous improvement in service delivery.
2.2 The primary objective of the plan is to make the service more  responsive to locally identified needs and better able to deliver a “safer community”. The outcomes anticipated through this approach to resource allocation are:

· A reduction in the number of fires and other emergency incidents occurring;

· A reduction in loss of life in fires and other emergency incidents;

· A reduction in the number and severity of injuries occurring in fires and other emergencies;

· A reduction in the commercial, economic and social impact of fires and other emergency incidents;

· Safeguarding of the environment and heritage (both built and natural); and

· Provision of a Fire and Rescue Service that represents value for money for the community.

2.2 The Integrated Risk Management Plan should enable more effective targeting of the resources allocated to improve community safety, through protective and preventative activity, and an appropriate level of emergency response to save lives, reduce injuries and loss. The plan will provide the Fire Authority with a strategic overview of the County’s Fire and Rescue capability, informing future resource planning decisions and determining, both short-term and future, policy direction.

The IRMP will:


(
Establish existing and potential risks to the communities within Oxfordshire;


(
Evaluate the effectiveness of current preventative, protective and response arrangements;


(
Identify opportunities for improvement and determine policies and standards for prevention and intervention;


(
Determine resource requirements to meet these policies and standards; and


(
Include arrangements for implementation, monitoring, audit and review  

2.4
The process of developing the IRMP will also incorporate an annual ‘Action Plan’, to be embedded within the Service Planning process. The Action Plan will determine the key activities required to implement specified elements of the IRMP within the relevant timeframe. The dynamic nature of the IRMP will ensure that the Service remains responsive to social, economic and environmental change and determine appropriate priorities and Service objectives.

3.
Oxfordshire County Council (Fire Authority) Strategic         Aims
3.1

Strategic Priority 1 – Community Safety


To reduce the number of deaths, injuries and losses due to fire and other incidents and their consequential impact on the community, economy, environment and heritage of the County.


Objectives:

(
Increase public awareness and take preventative measures to reduce the incidence of fire.

(
Reduce the number of deaths and injuries from accidental dwelling fires.

(
Reduce the number of accidental fires in dwellings.

(
Develop and implement strategies that reduce the consequences of flooding on the community

(
Reduce the number of accidental fires in dwellings that spread beyond the room of origin.

(
Reduce the number of unwanted fire alarms

(
Reduce the number of malicious calls

(
Deploy our resources in the most efficient and cost effective manner, to reduce the risk to the Community.

3.2
Strategic Priority 2 – Emergency Response

Continue to provide and further develop an efficient fire and rescue capability that is responsive to the risks, expectations and needs of the local community.

Objectives:

(
Develop and implement response standards that militate against quantified risk and meet the needs of the community.

(
Reduce the number of accidental fires in dwellings that spread beyond the room of origin.

(
Where the Fire & Rescue Service attends, minimise injuries and reduce the number of deaths resulting from road traffic accidents.

(
Deploy our resources in the most efficient and cost effective manner to the benefit of the Community.

(
Develop and implement strategies that reduce the consequences of flooding on the community

(
Ensure the resilience of the Brigades commitment to civil contingency planning and major incidents resulting from terrorist action or civil disaster.

3.3
Strategic Priority 3 – Personnel and Safety

Promote a culture in which diversity, equality, fairness and mutual respect can flourish. Secure an environment that will promote continued health, safety and overall welfare of our staff and develop their potential.

Objectives:

· Secure and maintain health and safety systems and procedures based upon best practice within Health and Safety guidance, in accordance with local plans.

· Have a workforce that reflects the diverse community in which it operates.

·  Continue to develop and implement the Integrated Personal Development System (IPDS)

· Promote and continuously improve health and safety awareness across the organisation.

· Provision of occupational health services that promote fitness, health and welfare support, improving performance in attendance management and ill-health retirements.

· Create a working environment that recognises and respects individuality and enables staff to develop without the fear of harassment. 

3.3
Strategic Priority 4 – Service Excellence

Provide a high quality, best value, service that ensures an efficient, effective and economic reduction of risk to the community and strives for continuous service improvement.

Objectives:

· Improve community satisfaction levels.

· Ensure that performance management systems enable effective monitoring of performance, establishment of relevant standards and facilitate service improvement. 

· Engage with the local community and partners in order to collectively, make Oxfordshire a safer and better place in which to live and work.

· Maintain and, where necessary, improve satisfaction levels of service users, partners and stakeholders, external auditors and constituent Authorities.

· Implement consultation processes, with the community and relevant stakeholders, to ensure that our service meets their needs and expectations.

4.
Methodology and References
4.1 This IRMP has been produced utilising Oxfordshire County Council’s Project Management methodology, Making it Happen, and has been processed and administered using elements of accepted project management tools.

4.2
Further procedures and detailed methodology will be developed in collaboration with other member Fire & Rescue Services in the South East Region.  This forum will be used to inform common best practice and also to provide guidance on potential use of joint resources to achieve a common standard of evidence to support the risk assessed approach to planning and resource allocation.

4.3
The reference material used to inform the production of this plan includes:

· Fire Service Circular 7/2003 and supporting guidance notes

· ODPM 'Our Fire and Rescue Service'

· ODPM Fire Research Division IRMP Strategy Tool Box 10/2002

· HSG 65 (Successful H&S Management)

· ODPM Website – www.odpm.gov.uk
· Fire Safety Enforcement Legislation (Existing and Proposed)

· Index of Social Deprivation

· Census and other socio-economic data

· Existing performance and management information

· Regional IRMP framework documents

· Community Safety Strategy and Policy

· Unwanted Fire Signal Policy

· 1985 Review of Standards of Fire Cover

· All guidance emanating from the original 1995 Audit Commission (AC) Report 'In the Line of Fire'

· Fires in the Home: Findings of the 2000 British Crime Survey

· Specific relevant County Council documents from other Directorates within the County council

4.5 The IRMP is a fluid and dynamic document that will be used to determine the future strategic planning needs of the Fire Authority and dictate the tactical policy to meet demands and needs.  It will be an integral part of the Annual Corporate Planning process and will link directly into the Service and Financial Planning process.

4.6 It is accepted that the existing systems, required to secure the standard of evidence appropriate for an effective IRMP process, require further development and integration. This task will be a priority for the immediate future. Accordingly, this first IRMP Action Plan focuses on those areas of service delivery that afford early potential for change or modification to secure some immediate improvements in localised efficiency and economy, supported by current standards of evidence. 

4.7 The following opportunities have been identified, on behalf of the Fire Authority, by the Brigade’s Strategic Management Team (SMT), utilising the limited evidence available and collective professional judgement. Following appropriate and relevant consultation the options identified will be incorporated into Corporate and Service Plans for 2004 –05 and provide the focus for Brigade activity over that period.

4.8 The issues to be considered for implementation in ‘year one’ of the IRMP process are detailed below in an 'Option Appraisal’ (OA) format which will, once adopted, be utilised to generate specific project and action plans.

4.9 The options for inclusion in Oxfordshire Fire Authority’s IRMP Action Plan 2004-05 are: 

OA 1:
Develop the Integrated Risk Management Process to ensure that it facilitates effective resource planning and ‘evidence based’ service improvement.   
OA 2:
Reduce the ‘normal ‘ crewing level at Rewley Road Fire Station (B1) from 12 to 11, without reducing watch strength or establishment, to realise the benefits of flexible use of staff.  

OA 3:
 Appropriately resource and implement existing policy to provide an effective community safety education intervention for each key stage of the national curriculum for Oxfordshire schools.                          
 

OA 4:
Examine the potential for expanding the use of the whole-time ‘training reserve’ to enhance service delivery through increased community safety activity and emergency response support in Retained Station areas.    
OA 5:
 Work in partnership with Oxfordshire NHS Ambulance Trust to develop a Countywide Co-Responder scheme, enhancing community safety by providing support to the primary emergency medical providers in the event of critical emergency incident 

OA 6:
Review current Fire Safety enforcement regimes and non-statutory activity, to ensure effective use of resources in delivering a targeted, risk based, audit and inspection programme, in anticipation of the requirements of the proposed Regulatory  


Reform (Fire Safety) Order 2004. 
OA 7:
Review current provision of specialist rescue appliances and equipment for response to emergency and non-emergency ‘special service’ incidents. Specifically examine opportunities for collaboration on provision on a sub-regional basis.  

OA 8:
Review the existing emergency response provision for West Oxfordshire (and in particular the town of Carterton). Consider options for the short, medium and long-term needs of the community, based on risk reduction and a balanced approach of preventative activity and emergency intervention. 
OA 9:
Contribute to (either or both) the Community Safety Scrutiny Committee Review on Road Safety and the Environment & Economy Directorate’s Best Value review of road accident casualty reduction. Ensure that the outcome of the review(s) informs community safety planning, to support the prevention and response activity of all relevant agencies.
OA 10: Examine the potential to secure the improved availability of Retained Firefighters, through alternative remuneration and rostering arrangements.   

4.10
Each of these Option Appraisals has been considered against a Risk Analysis Path (RAP) (Fig 2) and the results are recorded in detail in section seven of this report.

RISK ANALYSIS PATH (RAP)


Fig 2







5.
Organisation
5.1 An IRMP Project Team, comprising Officers’ and Specialist Support Staff, of Oxfordshire Fire and Rescue Service, have produced this Plan.

5.2
Following the public consultation process this Plan was approved by the full Fire Authority on: TO BE DETERMINED FOLLOWING CONSULTATION
6.
Detailed Option Appraisals
6.1 This section deals with each of the individual Option Appraisals (1 to 10) identified for consideration in Section 5.5 above.  Each appraisal will, where appropriate, include consideration of alternative delivery strategies. The final recommendation will be based on the responsible Officer’s professional interpretation and opinion of the weight of evidence to support the proposal that would most effectively achieve the desired outcome and represent best value to the community.

6.2 The Appraisals will conclude with a proposed outcome to improve service delivery, this will subsequently provide the focus for more detailed action/project plans. The subsequent plans will detail how each outcome will be achieved, who will be responsible for delivering the project and the proposed timeframe for completion.

Action Plan: Option Appraisal 

OA 1:
 Develop the Integrated Risk Management Process to ensure that it facilitates effective resource planning and ‘evidence based’ service improvement.



Overview



1. The requirement on Fire Authorities to create Integrated Risk Management Plans necessitates a fundamental change in the way in which fire and rescue service policies are developed and resources are utilised. Effective risk management will secure a safer community by balancing preventative activity with emergency response arrangements. Facilitating the development of an integrated risk management plan requires systems that enable all relevant data and management information to inform the planning process. 

  

2.
The primary objective of the plan is to make the service more responsive to locally identified needs and better able to deliver a “safer community”. The outcomes anticipated through this approach to resource allocation are:

· A reduction in the number of fires and other emergency incidents occurring;

· A reduction in loss of life in fires and other emergency incidents;

· A reduction in the number and severity of injuries occurring in fires and other emergencies;

· A reduction in the commercial, economic and social impact of fires and other emergency incidents;

· Safeguarding of the environment and heritage (both built and natural); and

· Provision of a Fire and Rescue Service that represents value for money for the community



3.
The Integrated Risk Management Process should:

o Establish existing and potential risks to the communities within Oxfordshire;

o Evaluate the effectiveness of current preventative, protective and response arrangements;

o Identify opportunities for improvement and determine policies and standards for prevention and intervention;

o Determine resource requirements to meet these policies and standards; and 

o Include arrangements for implementation, monitoring, audit and review



4.  
The principle underpinning the process is one of Evidence based Change. This requires that any proposed change in service delivery provision must be supported by robust, relevant evidence. That evidence must then be subjected to the scrutiny of all relevant stakeholders through an appropriate consultation process.    



5. The current systems for monitoring and analysing fire and rescue activity do not facilitate such a process. Similarly, data and information held by other relevant agencies and stakeholders is not currently available, in manageable formats, to inform the planning process. An integrated approach to risk management requires systems that enable these relevant sources to inform resource allocation and predict the outcome of the proposed strategies.



6.
To ensure that risk management planning realises the desired outcomes and secures a safer community, an effective process must be developed and embedded within the fire and rescue service structures within the first year of the plan. 


Step 1:  What are the Risks of Change



1.1
Failure to generate an Integrated Risk Management Plan based on robust, auditable evidence will not withstand the scrutiny of Comprehensive Performance Assessment or other external validation. This would result in the Fire Authority failing to meet the requirements of Office of the Deputy Prime Minister (Fire Service Circular 07/2003)




1.2 The integrated approach to risk management should ensure a more efficient allocation of resources. Although Oxfordshire Fire & Rescue Service is acknowledged as a high performing service failure to implement this process, may result in missed opportunities for further service improvements. 



1.3 Ensuring an appropriate balance between prevention and emergency response activity will require personnel with appropriate competence. The existing staff skills and role profiles may not meet the amended requirements of this change of emphasis



1.4 The data collation and analysis systems required to support the process will require additional resources, both hardware and support staff. Failure to ensure the reliability and integrity of these systems may prejudice the effectiveness of the process.



1.5 Implementing the changes associated with the IRMP process will require leadership and empathetic management. Failure to effectively manage the change will affect staff performance and the existing high levels of morale and commitment.



Step 2: Current Arrangements



2.1 Emergency response allocation is currently based on National Standards of Fire Cover. These standards are based on building size and density and determine the number and time-scale of appliances attending fires, based on aggregated geographical areas. 



2.2 The establishment and staffing level for the Fire and Rescue Service is largely determined by the need to resource the fire cover arrangements.



2.3 These resources are also utilised to respond to non-fire emergency incidents, such as road traffic accidents, flooding, environmental hazards, though there are no statutory requirements or national standards applying to such activities.



2.4 Fire Prevention and Fire Protection resources are allocated to five Fire Risk Managers (FRMs) responsible for geographical areas of the County, based on District Council boundaries.



2.5
Community Fire Safety Officers, within the Fire Risk Management areas, discharge the Fire Authority’s responsibility for primary Fire Safety Legislation and act as consultee on related legislation for other statutory bodies.


2.6
The FRM is also responsible for implementing the Brigade’s Community Fire Safety policy and implementing strategies to prevent fires occurring and reduce accidental fire deaths and injuries. 


2.7
Specific resources are allocated to meet the workload generated by the Fire Authority’s statutory responsibility for Fire Protection legislation. There is no current mechanism for determining the level of resources to be allocated to the preventative activity associated with the Community Fire Safety policy.


Step 3:  Opportunities for Improvement



3.1
The IRMP process will enable the prioritisation of the Brigade’s education and prevention activity whilst maintaining and developing an effective response to emergency incidents.



3.2 Development of a suite of local response standards that ensure an effective and appropriate Service Delivery response based on an assessment of risk. 



3.3 Further development of the Brigade’s corporate planning framework, to embed the integrated approach to managing risk within the strategic and annual planning processes. 



3.4
To further develop the Brigade’s approach to working in partnership with other relevant agencies and individuals to meet common service objectives.


3.5
To further develop the Brigade’s performance management structure to enable effective monitoring of the IRMP process


Step 4:  Resource Implications



4.1 Producing the Integrated Risk Management Plan and Annual Action Plan has required the establishment of a project team, consisting of two Officers from the existing establishment, and has taken three months. Following the consultation period and adoption of the plans it is anticipated that the project team will be responsible for developing the IRMP process.



4.2 Developing the Integrated Risk Management Process is a medium term project and anticipated to last 10 years. Detailed costings are still being established but are estimated to be in excess of £100k per annum. These costs will include the appointment of a ‘data handler’, the purchase of specialist predictive analysis computer software and the secondment of specialist Officers to the project team.



Step 5:  Benefits of the proposed change



5.1 The IRMP process will enable resources to be more effectively allocated to reduce and control specifically identified risks within local communities and realise improvements in service performance. 



5.2 Resources will be utilised to ensure that an appropriate balance is achieved between the Brigade’s preventative and intervention activity.



5.3 Service response standards will be based on the outcome of an assessment of risk, the ability of the Brigade to mitigate and control that risk and the demands of the local community.



5.4 Future resource planning and policy development will be achieved through a process that facilitates evidence based change and an appropriate consultation strategy.



5.5
Working in partnership with other relevant agencies and individuals will enable the Service to more effectively meet its objectives and contribute to the wider community safety agenda.


5.6 To provide a process that enables the Brigade’s performance in reducing and controlling risk to be monitored and audited. 



5.7 To enable the community’s standards of safety and expectations to be met with a dynamic and flexible planning process on a year by year basis.



Step 6:  How will change be delivered



6.1 Development of the IRMP process will form a major project for the Fire & Rescue Service. Its delivery will be managed in accordance with Oxfordshire County Council’s project management guidance, Making it Happen.



6.2 The project will require the involvement of all functions within the Brigade and the project board will reflect the widespread impact of its anticipated outcome.




6.3 Effective delivery of this change will be dependant upon the following critical success factors:

· Education – all staff need to understand what the process is seeking to achieve and the methodology that is to be employed;

· Communication – the inception and progress of the project needs to be effectively communicated to all staff. Fears, suspicion and uncertainty need to be addressed and personnel persuaded of the opportunities afforded by the process; and

· Consultation – all relevant stakeholders in the outcome of the IRMP process will need to have the opportunity to contribute to its development.



6.4
When developed, the process will need to be incorporated within existing structures and systems and any associated competence needs addressed.


Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

The alternative strategy for developing the IRMP process would be to ‘out-source’ the project. Utilising external consultants is considered viable but is believed to be cost prohibitive. Establishing accurate costs for undertaking this work, at this stage, is difficult. Progressing the alternative delivery strategy would require engaging suitable consultants to undertake a scoping study to determine the cost of delivering the project. However, the experience of other Authorities suggests that the scoping phase would incur costs of approximately £800 per day.



Target Date:  31 March 2005



OA 2:
Reduce the ‘normal ‘ crewing level at Rewley Road Fire Station (B1) from 12 to 11, without reducing watch strength or establishment, to realise the benefits of flexible use of staff.



Overview


1.
The ‘normal’ crewing level at Rewley Road Fire Station has been traditionally 12 personnel.  Historically there were two pumping appliances and two special appliances that were primary crewed.  Approximately 7 years ago, one of these special appliances was taken out of the fleet but the crewing level was not reduced at the time.



2.
The national standard, determined by the Central Fire Brigades Advisory Council (CFBAC), is for five persons to be available on the first fire appliance and four on a supporting appliance.  The required crewing level of the aerial ladder platform is two personnel. This national standard is applied throughout the country, however locally, at Rewley Road Fire Station, the standard is increased by an additional person on the supporting appliance (to five).



3.
This increased standard results in a requirement for twelve persons to sustain a ‘normal’ crewing level, from a watch establishment of sixteen. This additional provision increases pressure on managing absences and, in particular, reduces opportunities for structured training, non-operational work and annual leave selection.



4.
The national standard for crewing levels are endorsed by risk assessments, for a range of  incident types, conducted by ENTEC and represented by all Fire Service stakeholders.  These risk assessments confirm that the proposed crewing levels desired are appropriate to meet foreseeable risks whilst the Incident Commander retains the ability to request additional resources if required.



5.
A previous decision to implement this change was disputed by the Fire Brigades Union (FBU) at the end of December 2001, on the basis of an alleged agreement and on Health and Safety grounds.  The objection, on Health & Safety grounds, contradicts the outcomes of the ENTEC risk assessments. The management decision disputed by the FBU was submitted, to the Oxfordshire County Council Dispute Tribunal, on 22 August 2002 who upheld the management decision.  However, the FBU registered a failure to agree and the matter was referred to the National Joint Council for dispute resolution.  Nothing occurred as a result of this referral and the FBU agreed to withdraw this dispute in June 2003, on agreement that the matter would be reconsidered within the Integrated Risk Management Plan and subjected to the full consultation process.



Step 1:  What are the Risks of Change



1.1 Comparison with ‘normal’ crewing levels across all Fire Services in the United Kingdom shows that only Strathclyde and Cambridgeshire have higher crewing levels than the national CFBAC standard (full data available). There is no evidence to show that personnel or the public are at greater risk from these crewing levels in other parts of the country in comparison with Oxford.  Oxford does not have a higher number of serious incidents compared with similar sized conurbations and cannot justify higher crewing levels on Health and Safety grounds.



1.2 Analysis of all calls requiring a one-appliance attendance from Rewley Road, Oxford, over a twelve-month period showed that from 658 calls, 413 (63%) were to false alarms. Introduction of the policy for reducing attendances to unwanted fire signals (December 2002) will have further reduced these figures.  



1.3 A further 100 calls (15%) for this Station were to secondary or small fires . The ENTEC risk assessment indicates a crew of 4 persons is adequate for dealing with this type of incident.  A further 91 calls (14%) were to a variety of minor special services including lift releases, water removal, lock in/outs, assisting the police with access and the provision of advice or inspections.  These incidents do not warrant a crew of five to secure an effective outcome.  



1.4 Only 64 calls (10%) were to vehicle fires where a case for five persons is valid.  Our policy will be that when called to a vehicle fire, wherever possible a crew of five persons will be mobilised.



1.5 During the last twelve months, the practice has been to maintain a crewing level of eleven persons on a significant number of occasions.  There has been no detriment in operational effectiveness or Health & Safety implications to personnel as a consequence of this situation.



1.6    On the occasions that the Incident Commander assesses the need for additional resources, he/she is responsible for ensuring that appropriate assistance is requested to safely and effectively resolve the incident. Incident Commanders are trained in dynamic risk assessment, enabling them to identify and select defensive techniques, and reduce the risk to “low”, until the necessary resources are in attendance to bring the incident to a successful conclusion.  It is rare that additional resources are found to be necessary.

Step 2: Current Arrangements



2.1
The current ‘standard’ crewing level is 12 persons which tend to be utilised by riding with 5 persons on both the first and supporting pumps plus 2 persons on the aerial ladder platform.  The national standard is for 5 persons on the first appliance and 4 on the supporting appliance.  Over the last 6 months, because of various absences the crewing level has been 11 personnel on 84 occasions (23%).  There have been no operational failures or greater health and safety concerns on these occasions.



2.2
Maintaining the current crewing level of 12 personnel with a watch of 16 personnel puts undue strain on managing other absences including releases for structured courses, annual leave, sickness and detachments.



2.3 A standard crewing level of 12 personnel rarely provides surplus capacity for CFS work which is traditionally done in teams.  The proposed crewing level of 11 will produce more capacity for lone working on CFS work including work outside of the Oxford area.



2.4 Traditionally 5 persons have always ridden on the Watch Commander’s vehicle and 4 persons on the supporting vehicle when only 11 personnel have been on duty.  The practice needs to change so that 5 persons are mobilised to one-pump attendances no matter which vehicle is requested.



2.5 To maintain the higher crewing level of 12 personnel, the practice has frequently been to utilise specialist staff from other duties which is not an efficient or economical use of staff.



Step 3:  Opportunities for Improvement



3.1 Changing to a standard crewing level of 11 (5-4-2) will conform to national standards and meets the needs of ENTEC risk assessments



3.2
By maintaining the watch strength at 16 persons the management of absences will be improved, thereby reducing the need to utilise staff employed on other duties.  On occasions when more than 11 personnel are on duty, there will be opportunities to utilise additional persons for Community Safety work across the county.




Step 4:  Resource Implications



4.1 Management of absences would be improved without having consequences on the operational efficiency of the Station.



4.2 The possible consequential release of Firefighters for community safety work across the county when more than 11 persons report for duty



4.3 There are no cost implications from this decision.



Step 5:  Benefits of the proposed change



5.1
This addresses current over provision above the national standard where there is no risk-based reason for a higher crewing level



5.2
Management of absences will be improved which will reduce the impact of temporary secondments and other project-related work



5.3 Increased availability for CFS work which does not need a full crew to be committed for the period of time



5.4
Increased ability to supplement crewing deficiencies in other parts of the county and for dealing with localised risk management work.



Step 6:  How will change be delivered



6.1 Subject to the outcomes of the consultation period, this decision could be implemented from 1 April 2004.  There are no resource or cost implications from this decision.



6.2
This change can be locally managed without consequences to existing operational procedures



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

Review the ridership factor, recognising the increase in family friendly policies and guidance given on managing absences by the Audit Commission.  This would give an indication of the number of persons required to be employed to maintain standard crewing levels.  There is the potential to reduce the watch strength subject to the outcomes of the review.

A comprehensive review of the empirical data regarding appliance attendances, the requirements and which resources are deployed would inform this decision but regular evidence would need to be collected and analysed in the future.

Target Date:  



Action Plan: Option Appraisal 

OA 3:
Appropriately resource and implement existing policy to provide an effective community safety education intervention for each key stage of the national curriculum for Oxfordshire schools



Overview



1. The majority of UK fire deaths occur in the domestic environment and the most vulnerable groups have been clearly identified (the young, the elderly living alone, people with drug and alcohol dependency, single parent families, the socially excluded living in Houses in multiple occupancy). 



2. There are few statutory controls in place to reduce these fire statistics. Although the uptake of smoke detectors has been encouraging in recent times, there is evidence that homeowners often fail to maintain them in working order.


3. The Community Fire Safety Task force report of 1997 provided national guidance to the UK’s Fire Services in respect of how and where it should target its resources to reduce fire casualties and the financial losses from fire. At the heart of the strategy is a Community Fire Safety education programme. 


4. The Fire Safety education programme involves educating all sections of the community, particularly the socially excluded and those most at risk. It recognises the need to incorporate sound educational principles within the programme and is founded on a principle of life-long learning, beginning with the youngest members of the community and reinforcing the key messages at critical phases of their development. 



5. Oxfordshire Fire and Rescue Service acknowledge and endorse the national strategy, which has been incorporated into its Community Fire Safety Policy.



6. Oxfordshire Fire and Rescue Service has incorporated into its Community Fire Safety policy a commitment to provide formal education interventions at each of the four ‘key stages’ of the national curriculum, to ensure a structured approach to developing fire safety awareness in line with a child’s broader development.



7. Resources allocated to delivering this policy are currently limited to a formal key stage for three in the county’s ‘state’ schools. Operational personnel visit schools at key stage one, though this is largely unstructured and subject to interruption by emergency incidents.



Step 1:  What are the Risks of Change



1. 1
The primary risk from not employing professionally qualified educators in this role is the inability to effectively implement the Brigade’s Community Fire Safety Policy. This has the potential to result in an increase in dwelling fires, with a consequential potential for increased casualty numbers and financial loss.



1.2. The financial risk from this option includes an increase in the salary bill, a requirement for increasing the white fleet or funding a travel allowance and the cost of administrative, accommodation and support resources. 



1.3. There is also the potential for a negative reaction from existing operational staff, who may see this as a reduction in their role or threat to establishment posts.



1.4
There will also be Health and Safety considerations for new staff in this role. Issues such as lone working and working with children will need to be addressed. 



Step 2: Current Arrangements



2.1 Whole-time Fire crews and the junior Officers allocated to Fire Risk Areas, are involved in Fire Safety education work at educational ‘key stage one’. 



2.2 In 2002, approximately one hundred and fifty Firefighters were responsible for providing over 4,850 children with preventative advice and information.



2.3 The Brigade employs a non-uniformed schools liaison Officer(SLO) who provides intervention at key stage for the county’s ‘state’ schools, as part of a two year rolling programme. In 2002-03 he presented to 12,360 children. 



2.4
The Brigade has recently employed a second Schools Liaison Officer, on a temporary contract for one year, to develop a programme for an intervention at key stage three


Step 3:  Opportunities for Improvement



3.1 Meeting the requirements of the Community Fire Safety, schools education policy requires having sufficient, competent personnel, delivering a structured programme of learning.



3.2 Personnel selected for these roles will require attitudes, skills and knowledge that are not necessarily those required of an operational Firefighter. 



3.3 Establishing a small team of non-uniformed personnel to develop and implement a structured education programme for each key stage to all schools (State and Independent) would meet the requirements of the policy and contribute to a safer society.



Step 4:  Resource Implications



4.1 It is estimated that implementing the policy would require four additional, full time equivalent, posts. 



4.2 Salaries for these posts are estimated to be in the region of £23 – 25k (£100 total)



4.3 In addition there will be increasing the white fleet or funding a travel allowance and the cost of administrative, accommodation and support resources. 



Step 5:  Benefits of the Proposed Change



5.1 There is national and international evidence to support the belief that long- term behavioural change results from long term exposure to a consistently reinforced message. Educating children at each of the four Key stages during their compulsory education is designed to embed the safety message that will secure appropriate behaviour in adulthood.



5.2 The desired outcome of this policy is a positive change in community behaviour that reduces the incidence of accidental fires reducing consequential deaths and injuries.



5.3 Additional benefits form this option will be a reduction in the financial and environmental consequential losses resulting from accidental fires.



Step 6:  How will Change be Delivered



6.1 Generate detailed proposals of the requirements of the task, considering role and person specifications to enable selection of staff appropriate to meet those requirements.



6.2 Undertake recruitment and selection of appropriate personnel and address any training and competence issues.



6.3 Ensure the co-ordinated implementation of a structured education programme, incorporating evaluation and review mechanisms to ensure that it achieves the desired outcomes.



Action Plan: Option Appraisal – Alternative Delivery Strategy(s)

Alternative options would include the continued use of wholetime-uniformed personnel but their operational availability may have to be re-prioritised. The use of partners or other agencies not directly employed is also feasible.  A higher number of staff would need to be recruited with the necessary capability and would need to be trained as teachers to be fully effective.  This could be difficult if they were needed for multi purposes.

Target Date:



Action Plan: Option Appraisal 

OA 4:
Examine the potential for expanding the use of the whole-time ‘training reserve’ to enhance service delivery through increased community safety activity and emergency response support in Retained Station areas.


Overview



1. To ensure that the Brigade’s recruitment and selection process is efficient, effective and realises ‘best value’, individual vacancies are aggregated in order to secure a viable induction and phase one (basic) training process. 



2.
The effect of this approach results in the actual operational ‘strength’ of the Brigade being below its ‘establishment’ figure for periods of time.


3.
To ensure appropriate crewing levels can be maintained and safe systems of work implemented, whilst new appointees are undertaking training, the council have approved recruitment above establishment to balance the periodic shortfall.



4. The additional personnel, above establishment, are referred to as the ‘Training Reserve’.



5. During periods when the Brigade’s strength is above establishment, the training reserve is utilised to support temporary promotions, release additional personnel for training and provide resources for specific projects.



6. The changing emphasis of the Fire and Rescue Service’s role, from intervention to proactive risk reduction, requires additional resources within local communities to deliver the Brigade’s Community Fire Safety policy.



7. In addition, the need to maintain an effective emergency response is hampered, due to the inability to recruit and retain part-time Firefighters in Retained Station areas.



8. This option appraisal considers the potential for extending the use of additional personnel, forming the training reserve, to meet the demand for increased community safety activity and provide emergency response support for areas of the County where there is a shortfall in Retained personnel.



Step 1:  What are the Risks of Change



1.1
Fluctuations in the number of personnel forming the training reserve, may result in periods of limited or no availability, presenting difficulties in activity planning and continuity.



1.2 Focussing the activity of the training reserve in specific risk areas may reduce the ability to support those areas, such as special projects, currently utilising these posts.



1.3
Removing the ability to utilise the training reserve to cover sickness absences may affect ‘confidence’ levels and crewing performance.


Step 2: Current Arrangements



2.1 The current training reserve consists of a maximum of eight posts. These posts are currently allocated to each of the four Watches at Station B1 Rewley Road, Oxford.



2.2
Attaching the training reserve posts to an operational watch results in the relevant personnel being conditioned to the current 2-2-4 shift pattern.  



2.3
As Wholetime vacancies arise throughout the uniformed establishment, the training reserve posts are allocated to enable the established position to be filled.  Vacancies that occur after all of the training reserve posts have been allocated remain unfilled until completion of the next recruitment and selection process. 


2.4 During the periods where the Watch strength exceeds the establishment, any additional personnel are utilised to cover temporary vacancies, including sickness absences and secondments to projects, and enable staff to be detached to undertake training.   



2.5
There are, currently, ten staff having a specific Community Fire Safety role. Two schools liaison Officers (one temporary) and three uniformed Officers form a central team based at Service Delivery HQ providing a countywide resource co-ordinating fire prevention activity. The remaining Officers are allocated to the fire risk areas, where their role is combined with statutory fire protection duties. 



2.6
Operational intelligence gathering and risk management form a core activity of managers and staff responsible for delivery of the Brigade’s emergency response. This activity is co-ordinated by a Support Services Officer based at Brigade HQ. The increased sophistication and demand for more rigorous risk assessment systems has placed additional pressures on these Officers, particularly in addressing the needs of Retained Station areas.



2.6
Operational intelligence gathering and risk management form a core activity of managers and staff responsible for delivery of the Brigade’s emergency response. This activity is co-ordinated by a Support Services Officer based at Brigade HQ. The increased sophistication and demand for more rigorous risk assessment systems has placed additional pressures on these Officers, particularly in addressing the needs of Retained Station areas.



2.7
There are, currently, eight Retained Station areas where crewing deficiencies are considered critical, resulting in the non-availability of the emergency response provision for extended periods of time. A further two Stations are subject to continuous monitoring as they have the potential to become critical. Local management action is being taken to address this issue, but to date, with limited impact.



2.8
Having examined the last three years data, relating to variations in staffing levels (details available), it would suggest that, up to seven personnel would be available at various times throughout the financial year.    



Step 3:  Opportunities for Improvement



3.1 Retaining the training reserve posts as a central resource, rather than allocating to specific positions would enable greater flexibility in their use.



3.2 The increased flexibility offered by this opportunity would be further enhanced by conditioning these posts to a ‘day duty’ working pattern. Though there would need to be flexibility to ensure that any ‘Watch based’ deficiencies could be reacted to.



3.3 A centrally controlled, flexible resource would enable greater support to be allocated to reducing risk within the Fire Risk Areas.



3.4 This resource would primarily be utilised for the following functions:

· Reducing risk to the community through preventative activity;

· Reducing risk to the community and Firefighters through supporting crewing deficiencies in Retained Station areas; and

· Reducing risk to the community and Firefighters through risk management activities.



3.5
The staff selected to fulfil these roles would have the appropriate competence, aptitude and experience, relevant to the demands of the role, thereby improving service delivery and contributing to their continued personnel development.

Step 4:  Resource Implications



4.1 This proposal is advocating alternative utilisation of existing resources.



4.2 The duty system advocated for these posts would be based on current established working patters and would not incur additional salary costs.



4.3 The additional transport requirements may place pressure on the existing ‘white fleet’ and require additional vehicle(s) to ensure the flexibility required of this proposal.



4.4 As previously identified, the training reserve is currently utilised to support other areas of activity. Utilising this resource for more defined support in reducing risk may generate pressures to meet the current areas of activity, particularly where the training reserve has been used to second personnel to project teams.



Step 5:  Benefits of the Proposed Change



5.1 Improved utilisation of resources to meet changing priorities.



5.2 Increased community safety through additional preventative activity and support for local emergency response.



5.3 Improved Firefighter safety resulting from risk management activity.



Step 6:  How will Change be Delivered



6.4 Determine the number of posts from the training reserve that can be committed to this area of activity.



6.5 Generate detailed proposals, considering working patterns and conditions of service issues, for consultation with Fire Risk Managers and Representative Bodies.



6.6 Create role and person specifications to enable selection of staff appropriate to meet the requirements of the role.



6.7 Undertake recruitment and selection of personnel from existing staff.



6.8 Ensure effective communication with all relevant stakeholders



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

To continue utilising the training reserve in accordance with current arrangements. Bid for additional resources to support identified pressures within Fire Risk Areas and specific Retained Station areas.

Target Date:  31 March 2005



OA 5: Work in partnership with Oxfordshire NHS Ambulance Trust to develop a county-wide Co-Responder scheme, enhancing community safety by providing support to the primary emergency medical providers in the event of a critical emergency incident



Overview



1.
Within the UK the level of sudden premature deaths due to coronary heart disease alone is over 24,000.  Medical evidence is now available which demonstrates that half of these deaths may be preventable by achieving a quicker response to the casualty.



2.
Linked to this the Ambulance Service now uses a system called ‘Priority based despatch’ which uses protocols to determine and confirm that a casualty is in a life threatening situation.



3.
Automatic defibrillation equipment can be used to give initial treatment to people suffering a heart attack.  The equipment is extremely simple to use and automatically assesses the degree of treatment.  Operator error cannot occur.



4.
Fire Stations are located within local communities whereas in some instances this is not the case for the Ambulance Service.  The response time is critical in achieving successful treatment and outcome for the casualty.  In selected areas it is therefore sensible to assess which emergency service can best provide a life saving response.  Prediction in the areas selected, suggest this could save 300-400 lives a year.  It is important to note that in all cases an ambulance will also be mobilised to the incident to provide paramedic intervention.  It is not the intention for Firefighters to give alternative medical treatment.




Step 1:  What are the Risks of Change



1.1 Detailed examination of logistics and (critically) timing of response will be needed if outcomes are to be successful.



1.2 Increased exposure of Firefighters to traumatic events.  The likely geographical areas are in Fire Stations served by Retained/part-time Firefighters.  Increased support and training will be needed to minimise impact.



1.3 Commitments at incidents requiring co-responders have the potential to affect the operational availability of fire crews if insufficient personnel are available.



Step 2: Current Arrangements



2.1 The respective Ambulance Trust for the area currently makes a response to medical emergencies of this nature.



2.2 There is currently no response by resources from Oxfordshire Fire & Rescue Service, although other co-responder schemes are being established with other organisations and individuals



2.3 Effective partnership schemes operate in other parts of the country.



Step 4:  Resource Implications



4.1 Additional revenue costs for specific Firefighters (may be payable as an allowance)



4.2 Increased transport costs – re-disposition of vehicles during pilot phase or increased usage of fire appliances.  Containable within existing resources for proposed two pilot sites



4.3 Additional support costs to reduce potential impact on Firefighters



Step 5:  Benefits of the Proposed Change



5.1 Emergency response to confirmed life threatening situations resulting in an increased number of lives saved



5.2  Significantly reduced societal costs which result from early death (loss of income earner, cost of hospital treatment, family and community impact etc)



5.3 Increased skill levels for specific Firefighters.



5.4 Increased level of service provided by County Council and usage of fire and rescue resources



5.5 Impact on image of Firefighters and potential benefit in recruiting Firefighters in rural areas



5.6
Significant overall benefit for small increase in marginal costs


Step 6:  Opportunities for Improvement



6.1
Formation of a structured partnership with Oxfordshire NHS Ambulance Service



6.2
Increased first aid skills which can be applied in a variety of situations



6.3
Proposed sites/Fire Stations will be on a self selection/voluntary basis



Step 6:  How will Change be Delivered



6.1 Examination of necessary processes/protocols



6.2 Communication with Firefighters, control room staff, rep bodies, Ambulance Service, hospitals and the public



6.3 Communication with Firefighters, control room staff, rep bodies, Ambulance Service, hospitals and the public



6.4 Selection and training of volunteers



6.5 Monitoring of outcome, review and further refinement



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

The Ambulance Service could develop a co-responder role for other individuals or agencies and this has occurred with limited success.  The other options do not primarily employ personnel as emergency response staff and need additional communications and mobilisation protocols to be successful.

Alternatively the NHS may need to increase the resources available throughout the county so that partnership working is not required to achieve the same outcomes.

Target Date:



Plan: Option Appraisal 

OA 6:
Review current Fire Safety enforcement regimes and non-statutory activity, to ensure effective use of resources in delivering a targeted, risk based, audit and inspection programme, in anticipation of the proposed Regulatory Reform (Fire Safety) Order 2004.



Overview



1.
The new Fire Service Bill and the Regulatory Reform (Fire Safety) Order will place a statutory duty on the Fire Authority to provide additional responsibilities for Fire Safety education and the power to investigate and take samples. 



2.
The Regulatory Reform (Fire Safety) Order is due to be made in June 2004 and would come into force in September 2004.



Step 1:  What are the Risks of Change



1.1.  The Fire Authority will fail to meet their statutory duties and Responsibilities placed on them by the new legislation.



1.2.   To deliver the requirements of the new legislation, current 

         resources may not be able to achieve compliance with best practice. In the future, the approach will focus much more on employers meeting their increased responsibilities, with the Fire Authority having an enforcing role.



1.3.  There is the potential that more legal action will be expected to be taken, by the Fire Authority, against employers who fail to meet their legal responsibilities.



Step 2: Current Arrangements



2.1 We are the enforcing Authority for: -

· The Fire Precautions Act 1971,

· The Fire Precautions (Workplace) Regulations, 1999 

· Health and Safety Legislation in respect of storage of petroleum spirit and explosives, use of Fire Safety signs and Fire Safety on building sites in occupied buildings.



2.2 We have statutory consultation requirements with other enforcing authorities dealing with applications for planning, building regulations, licensing, public entertainment, and houses in multiple occupation.



2.3.  
Fire Safety advice and recommendations are provided to regulators for children’s homes, boarding schools, elderly persons homes, nursing homes, hospitals, childcare premises and schools.


2.4. 
A re-inspection programme is in place for the premises in 2.2 and 2.3 above, ranging in frequency from 1-5 years dependant on the identified risk within each.



2.5.  
A range of general Community safety advice is provided to the public. Currently, there is no mechanism in place to determine the level of resources allocated to this activity.



2.6. Formal fire investigations are currently carried out on a limited basis with limited training and resources allocated.



Step 3:  Opportunities for Improvement



3.1.
A review of Community Safety activities in anticipation of the implementation of the new Fire Services Bill and the Regulatory Reform (Fire Safety) Order, will enable the Fire Authority to meet it’s statutory requirements.



3.2.  
To enable a shift of emphasis from the traditional approach of intervention. The new emphasis will focus on that of a proactive, multi-agency / partnership, preventative role, whilst still maintaining the ability to react with appropriate response levels and capability to incidents, where required.



3.3. 
To further develop a structure which is able to support the management, supervision, allocation and delivery of a wide range of Community Safety initiatives.



3.4.  
The development of effective training for staff working within the role of Community Safety, to enable them to meet the requirements of new legislation and the new opportunities provided by it.



3.5. 
To further develop and improve the range of Community Safety advice available to the public. This will include areas that we are not currently fully involved in and will be able to contribute effectively in, often with other partners.



3.6. Further develop strategies that will contribute to the prevention of arson fires and hoax emergency calls. 



Step 4:  Resource Implications



4.1.
Producing a structure that supports the effective management, supervision, allocation and the delivery of community safety will be determined principally, by the application of the Fire Services Bill and the Regulatory Reform (Fire Safety) Order.



4.2.   The allocation of staff to carry out these requirements, could require an increase in the existing establishment levels, to address the increased roles within Community Safety. This may include support staff.



4.3 Costings will be provided following the review of Community Safety activities.



Step 5:  Benefits of the Proposed Change



5.1
It will require an effective use of resources in delivering a targeted, risk based, audit and inspection programme, to meet the requirements of the Fire Services Bill and Regulatory Reform (Fire Safety) Order.



5.2. 
An effective management structure and appropriately trained personnel, will enable the Service to more effectively meet and deliver the statutory requirements of the Fire Authority.



5.3. It will reduce the number of emergency calls, which will release resources to focus on the preventative roles within Community Safety.



5.4. It will reduce the number of deaths & injuries, the damage to property and increase levels of protection provided to our heritage and environment.



5.5. Fire safety issues relating to all premises (except single private dwellings) will be amalgamated under one piece of legislation. This will clarify the roles of the many enforcing Authorities currently involved in fire related issues.



Step 6:  How will Change be Delivered



6.1. A review of existing references held by personnel in a Community Safety role.



6.2.   Examine the use of operational based personnel. Personnel currently operating in this intervention role, will now place a much greater emphasis on a preventative role within the Community.



6.3.   Examine the potential for expanding the use of Wholetime ‘training reserve’ to increase Community Safety activities.



6.4. Review the management of the five geographical areas, to support the effective delivery of Community Safety initiatives, encompassing a much wider role than currently.



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

In the event that this legislation fails to materialise, the current inspection regime could be targeted on a risk basis.

Fire safety work could be outsourced to non-fire service agencies.

Target Date:  August 2004



Action Plan: Option Appraisal 

OA 7:
Review current provision of specialist rescue appliances and equipment for response to emergency and non-emergency ‘special service’ incidents. Specifically examine opportunities for collaboration on provision on a sub-regional basis. 



Overview



1. The Fire Services Act 1947 (section 3 (i)(e)) makes limited provision for a Fire and Rescue Service to engage in the provision of services other than firefighting and where considered appropriate, to levy a charge.



2.
Except for the above, there is no other statutory provision or requirement for the Fire and Rescue Service to respond and deal with emergency incidents other than those involving fire and no real financial provision or incentive to equip it to do so. Despite this, it is now almost totally recognised and accepted that this Service is best equipped to deal with most types of civil disaster and emergency and over the years response to assist at such incidents has become a matter of custom and practice.



3.
The range and type of incidents dealt with is large and diverse and the means of determining charge and recovering costs is equally complex. In spite of this, the overriding tradition of the Service is to respond to almost all requests for help and to assist when it can but that the cost of most of this extensive area of activity is seldom recovered.


4. In view of developing involvement with Civil Contingency Planning, the Service is committed to expanding its specialist operating capability.


5. Oxfordshire Fire and Rescue Service is already working in partnership with neighbouring Brigades by sharing specialist equipment and skills for some specialist services. There is potential for a widening of these partnerships.


Step 1:  What are the Risks of Change



1.1 There are considerable risks associated with not completing a review. For example, the present specialist rescue vehicle located at Kidlington Fire Station is rapidly approaching the end of its working life, and therefore the need (or not) for replacement must be established from a service delivery viewpoint.



Although engagement in special service work is largely based on historic custom and practice and not on statutory requirement, there is also a risk that if the Fire Service does not equip itself to deal with such incidents, a gap could be left in the provision of services to the public. Conversely, in some cases there is a possibility that some other “Emergency



1.2 Service” may seek to adopt the special service role.



1.3 Without objective consideration of future Fire Service specialist operations, there is a risk that the present provision will be merely perpetuated and will not meet the demands of further expectations, resulting in unnecessary expenditure and future upgrades.



1.4 There is a risk that a review will identify alternative methods of providing specialist rescue capability that has the potential for significant financial implications in terms of plant, equipment and training.



Step 2: Current Arrangements



2.1 The Fire Service has clearly defined policies relating to the pre-determined attendance of specialist appliances, equipment and Officers to emergency and non-emergency special service incidents.



2.2 A dedicated Rescue Tender vehicle located at Kidlington Fire Station in Oxford provides the majority of current specialist rescue within the Fire Service. Due to the complexity and significant competencies required to operate equipment, the appliance is crewed by Wholetime members of the service only and provides a road, line and water rescue capability along with specialist cutting and casualty location/recovery equipment. 



2.3 In addition, to enhance the Service response to road traffic accidents, certain strategically place fire appliances have been equipped with heavy-duty hydraulic cutting equipment.



2.4 A stock of specialist equipment designed to support response to flooding and hazardous materials incidents is held at strategic locations on a non-mobile basis in addition to mobile units such as the Environmental Protection Unit and the Incident Support Unit for example.



Step 3:  Opportunities for Improvement



3.1 In the case of attendance at emergency special service incidents there is a need to clarify the full range and extent of use of Fire Service vehicles, equipment and personnel working at the scene. If done in conjunction with other emergency services, this may reveal opportunities for changed practice resulting from a clearer understanding of mutual roles and responsibilities. This could be done through sub-regional collaborative and joint emergency services working groups.



3.2 The outcome of the above could then be used to inform future decisions on the type, design and equipping of operational vehicles together with siting and crewing arrangements. This may well result in the potential for a move away from traditional rescue vehicles to alternative provisions that would provide an improved blanket response covering.



Step 4:  Resource Implications



4.1 Any radical change to existing specialist rescue provision in either vehicles used or equipment carried, together with any re-siting of resources would have significant cost implications linked to a number of separate budgets.



4.2 Present specialist training costs are contained within a core of personnel at Kidlington Fire Station which operates on the day crewed system, the extension of specialist rescue skills to Wholetime crewed Stations which operate with larger numbers of personnel will have major training cost implications.



4.3 Rationalisation and sharing of equipment and expertise across county boundaries may lower costs and provide better value for money. 



Step 5:  Benefits of the Proposed Change





5.1 More effective use and deployment of specialist rescue resources to produce a more clearly defined service that matches priority of needs and requirements. Available resources in the best place.



5.2 In addition to identifying unnecessary future spending, a review may reveal future opportunities for income generation through the hiring out of specialist expertise or training (e.g. chainsaw use and boat handling instructors) that could be re-invested to support the generic Community Fire Safety Agenda.



5.3 Significant benefits will be achieved in identifying the:

· Types of incident requiring specific rescue provision;

· The response to specific incident types;

· Generic equipment needs;

· Mobilising criteria and vehicle capability and requirements;

· Equipment competencies and training requirements; and

· Opportunities for collaboration and partnership working



5.4
Acquisition of specialist competencies by Rescue Tender crews will secure a safer working environment for all operational personnel.



Step 6:  How will Change be Delivered



6.1
The collaborative aspects of change are dependent on agreement of the relevant working groups.



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

The county could continue to be insular in developing its specialist equipment and skills but this would limit the opportunities to effectively utilise the resources. This would not achieve the additional access to specialist skills required, would not achieve Best Value savings from training and procurement and would deprive the county of opportunities not available currently.

Alternatively all specialist functions could be outsourced to suitable providers if available.

Target Date:  



Action Plan: Option Appraisal 

OA 8:
Review the existing emergency response provision for West Oxfordshire (and in particular the town of Carterton).  Consider options for the short, medium and long-term needs of the community, based on risk reduction and a balanced approach of preventative activity and emergency intervention. 


Overview



1.
West Oxfordshire is provided with fire cover from 7 Fire Stations.  It is a semi rural and rural area with some high level specific risks.  Generally the population is stable with the exception of Witney and Carterton, which are growth areas.  Carterton in particular is scheduled to have an additional 5000 homes built in the next few years.  Local concern has been expressed consistently for a number of years regarding the fact that the town does not have its own Fire Station.



2.
Current recruitment and retention rates for the area generally mean that manpower is some 14 Firefighter positions below the establishment.  During 2003 between January and September, this has resulted in almost 1500 hours of unavailability.  The overall call rate (for primary/structural fires) is reducing in West Oxfordshire as a whole.  Assuming full establishment, there is sufficient capacity to provide adequate fire cover for the area on existing standards.



3.
A Pathfinder Review was focused on the area for a period of three years, which resulted in an estimation that three pumps could be removed from the area.  It should be noted that this was a theoretical exercise and that the outcome was related only to a distinct and small number of risks requiring a response. 



4.
This review gives the opportunity to question existing standards of fire cover and assess need against actual and future potential risks.



Step 1:  What are the Risks of Change



1.1 Focus on one particular area due to valid public concern, that of Carterton for example, may impact disproportionately and in turn have an effect on neighbouring station/village and town areas.



1.2  
Inaction will perpetuate local concerns.  Current provision may not address future anticipated risk aligned to population growth.



1.3  
Accurate medium and long term risk assessment profiling will be necessary whether or not there are substantial resource implications as regards reallocation or new resources.



Step 2: Current Arrangements



2.1 Resourcing is in line with 1985 Home Office Standards of Fire Cover. 

Within this, there is no estimation of intervention need to non-fire emergencies or community safety requirements.



2.2 Oxfordshire Fire and Rescue Service currently has an agreement with R.A.F. Brize Norton to provide additional emergency fire cover for the town of Carterton.



Step 3:  Opportunities for Improvement



3.1 The provision of fully quantifiable risk assessments in accordance with the Integrated Fire Risk Management process will ensure that local needs and best value are provided for. 



3.2 Dependent upon the above, the provision of a Fire Station in Carterton.



3.3 The potential to enter into partnerships with other agencies to better meet intervention needs.



3.4 The potential to enter into partnerships with other agencies to promote community safety and quantifiably reduce risks.



3.5 The potential to locate community fire safety resources in Carterton and thereby help improve its safety profile. 



3.6 This process will also enable the assessment of risks in remaining Station areas in West Oxfordshire and enable consideration of options for redeployment.



Step 4:  Resource Implications



4.1 Provision of additional Fire Station would require initial capital investment in the region of £800,000.   There is potential to examine existing County Council facilities in area.  Thereafter year one running costs for one fire appliance / Fire Station will be in the region of £150,000 (excluding fire appliance which may be achievable by re-disposition from other Station) and thereafter £80,000 per year.



4.2 Partnership working dependent upon relative value to agencies inputs and outcomes.



4.3 Community Fire Safety Officer – some potential for partial redistribution of existing staff.  If additional, then approximately £30,000-£35,000 per year.  (Salary + transport etc).



Step 5:  Benefits of the Proposed Change



5.1 Quantification of risks and full consultation across all areas with the public and stakeholders in Carterton and surrounding areas.



5.2 Opportunities for re-disposition of existing resources.



5.3 Opportunities for partnership working on broader community safety aspect taking into account full Directorate responsibilities (eg. Youth Justice, Community Safety, Emergency Planning, Travellers etc).



5.4 The potential for a more cost effective provision of services.



5.5 The potential for the delivery of a better service as perceived by public.



Step 6:  How will Change be Delivered



6.1 Assessment of risk as predetermined within Integrated Fire Risk Management Plan, particularly focusing upon Carterton.

6.2 Development of further action plans dependent upon scale of outcome of assessment.



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

The continuation of the existing emergency cover provisions including arrangements agreed with R.A.F. Brize Norton.

Target Date:  



Action Plan: Option Appraisal 

OA 9:
Contribute to (either or both) the Community Safety Scrutiny Committee Review on Road Safety and the Environment & Economy Directorate’s Best Value review of road accident casualty reduction. Ensure that the outcome of the review(s) informs community safety planning, to support the prevention and response activity of all relevant agencies.


Overview



1. Historically the Fire Service has had no statutory duty for response to Road Traffic Accidents (RTA’s).



2. Under powers conferred by the Fire Services Act 1947, the Chief Fire Officer, with the sanction of the Oxfordshire County Council’s (OCC) Public Protection Committee, implemented a policy whereby all requests for attendance at RTA’s have been accommodated facilitating the rendering of humanitarian services.



3. Until recently there has been no funding specifically provided for the provision of equipment, provision of training or the carrying out of this rescue role.  Amendments to Fire Service funding now acknowledges these activities, although the costs of the rescue service provision and funding received do not necessarily correlate.



4. Despite this background, this service chose to equip, train and provide an efficient and effective rescue service, largely focussed on RTA’s although capable of a wider range of rescue roles.



5. Collaborative initiatives with both the Police and the Ambulance service have resulted in effective RTA response and management arrangements.



6. Currently this service attends approximately 500 RTA’s per annum, a figure which has increased by 12% in the last 3 years.  



7. Oxfordshire Fire and Rescue Service’s intention with this work stream is to examine two specific areas (although the review may identify further areas).



8. Identification of the feasibility of the service’s contributing to the reduction of the incidence and severity of RTA’s and associated casualties in collaboration with the Environment and Economy Directorate’s Road Safety Unit, the Police and Ambulance Services and other partners.  This might include use of fire service resources in publicity campaigns, educational initiatives and lobbying of the motor industry.



9. Examination of the policy, preparedness, response options and effectiveness of RTA attendances.  This would include response standards, equipment and training provision and tactical operations.



10. Finally it must be acknowledged that due to the timing of the preparation of this document and the as yet undecided programme of 2004/5 Best Value Reviews it is impossible to be definitive concerning the actual scope or potential outcomes of the reviews.  Therefore the following document is of a general and speculative nature.
 



Step 1:  What are the Risks of Change



1.1 Contribution to the wider reviews being undertaken elsewhere in the OCC has little identifiable risk to Oxfordshire Fire and Rescue Service, apart from the loss of output created by the diversion of resources to this project. 



1.2 Contribution to the wider reviews being undertaken elsewhere in the OCC has little identifiable risk to Oxfordshire Fire and Rescue Service, apart from the loss of output created by the diversion of resources to this project. 



1.3 Other risks are dependent upon outcome of the reviews.  Current arrangements appear to be delivering a valued and apparently effective service.  Any change to its individual components could cause detriment if not considered sufficiently or implemented ineffectively.  This is not considered to be a significant risk.



1.4 Other risks are dependent upon outcome of the reviews.  Current arrangements appear to be delivering a valued and apparently effective service.  Any change to its individual components could cause detriment if not considered sufficiently or implemented ineffectively.  This is not considered to be a significant risk.



1.5 The most significant risk is one of failure to contribute to the review, whereby opportunities to reduce the incidence of RTA’s and failure to investigate opportunities to improve the Service’s response would not be realised.



1.6 Whilst response options could be reviewed by Oxfordshire Fire and Rescue Service in isolation, this would not create a casualty centred approach in which other agencies, e.g. the major receiving hospitals, input would be invaluable.



Step 2: Current Arrangements



2.1 Current arrangements for road safety casualty prevention or mitigation are limited and “ad hoc” in nature.  Individual Stations and crews undertake activities when invited to or opportunities occur.  No overarching proactive initiatives exist. This does not preclude a wide range of activities taking place including the fitting and checking of child safety seats, cycling proficiency, and youth drivewise awareness activities for example.



2.2 Arrangements for attendance at RTA’s have evolved over a prolonged period, with little fundamental review of our activities and the way they interact with other agencies’ procedures.



2.3 Attendance standards meet the current prescriptive property based standards but currently there is no data available relating to attendance standards, activities and survivability. 



Step 4:  Resource Implications



4.1 Due to the lack of a detailed specification for the review, it is not possible to identify the resource requirements necessary at this time. It is not considered that the review will need specialist staff or consultancy skills, therefore it may be managed within existing workloads.



4.2 It is not possible to determine the resource implications that will result from the review at this time.



Step 5:  Benefits of the Proposed Change



5.1 Conducting the review will demonstrate a wider strategic role in the community safety arena that will encourage collaboration and partnerships with emergency services and other key stakeholders.



5.2 Active involvement in the prevention field can be expected to minimise the need for responsive service delivery, resulting in economic savings but more importantly, prevention of death, injury and emotional distress.



5.3 Wider, casualty centred audit and review, in partnership with other agencies is anticipated to improve the targeting and implementation of service delivery.



Step 6:  How will Change be Delivered



6.1 OCCFRS nominees will work in partnership with other agencies to initially scope and then conduct the review.



6.2 Recommendations will be implemented by way of specific implementation plans audited and reviewed by the Brigade’s Policy Implementation Team.



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

An internal review of RTA policy and response activities could be undertaken by a group of middle and senior managers.  This would not benefit from a collaborative approach with other key stakeholders and is therefore not recommended.

Target Date:  

Review April – September 2004, Implementation September 2004 – April 2005



OA 10: Examine the potential to secure the improved availability of Retained Firefighters, through alternative remuneration and rostering arrangements.


Overview



1. Fire Stations have been placed throughout the county to meet standards of fire cover set by Fire Service Circular 1974. In Oxfordshire this resulted in 24 Stations. It is not economically viable to crew each of these Stations with whole time Firefighters. Whole time Firefighters crew six of the Stations, these Stations also have a Retained back up crew. The remaining eighteen Stations are crewed by Retained Firefighters.



2. In order to provide a set standard of response, Retained Firefighters are required to be within five minutes of the Fire Station whilst they are offering cover. This response can be made from their place of work or home.



3. There are barriers and problems with the recruitment and retention of Retained Firefighters: the number and time of the fire calls is obviously unknown, which can be very disruptive to family life, the majority of their pay is not set but relies on the number of fire calls that they attend. The first five personnel to attend the Station will crew the fire engine and this can often be the same five on the majority of occasions.



4. The problems mentioned above result in some Retained Stations only being able to respond to an emergency call with a reduced number of crew on the fire engine. It also results in some Stations, at certain times of the day, not being able to crew the fire engine at all. This means that if an emergency response is needed it must attend from the next nearest Station.  In contrast, there are occasions when too many Firefighters respond and not all can be accommodated on the appliance.



5.
We are proposing a new system that will recognise and reward commitment rather than the number of calls attended. Contracts will be based upon the hours of cover offered per week rather than blanket cover. The new system will provide a set wage and will prove less disruptive to family life and to the individual’s primary employment. It will also reduce the number of personnel attending the Station, meaning that only those required will attend.


6.
National negotiations are moving towards providing parity between Wholetime and Retained personnel.  The proposals recognise pay parity for comparative hours and will provide equity for many other conditions of service issues. 



Step 1:  What are the Risks of Change



1.1 The current Retained arrangements have changed little over the last fifty years. The new proposals do have fundamental differences from the current arrangements. The benefits of the new system and it’s full potential will not be realised unless those who take part in the trial commit fully to all elements of the proposal. This requires good communication from all tiers of management and good supervision of the new system once it is up and running.



1.2 The new system radically alters the way in which Retained staff will be paid. On the new system they will be paid to reflect their commitment rather than the previous arrangement where they were paid in relation to the number of fire calls they attended. This is in keeping with the Fire Services’ ethos of reducing the number of calls and focusing on prevention. On the old system busier Stations were paid more; on the new system individuals offering the same amount of cover will receive the same pay regardless of the number of fire calls. This will result in some individuals gaining from the new system and some losing. This could affect the morale and motivation of the individuals who are disadvantaged by the new pay system. With good communication and management of change this problem should be minimised.



1.3 One of the main changes within the new system is the need to respond when alerted to a fire call; previously there was an element of flexibility and choice as to whether they responded dependent upon their circumstances at the time of the call. The consequences of not responding on the new system would result in the fire engine being under crewed. A formal procedure for dealing with individuals who do not attend has been incorporated into the new proposal. This will require strict supervision to ensure that it has the desired effect but will also need to be handled sensitively especially in the early stages of the trial period as people become accustomed to the demands of the new system.  



Step 2: Current Arrangements



2.1 
Retained Firefighters currently offer cover within one of four categories:

· Full cover 

· Day cover

· Nights and weekends

· Alternating Cover

When a fire call is received all personnel on the Station are alerted by a bleeper system. All available personnel will then attend the Fire Station.



2.2 
The first five persons in attendance will crew the fire engine and attend the emergency. These five will be paid a turn out fee, which recognises their early attendance to the Station, and their response to the emergency. The turn out fee incorporates the first hour’s payment and further payments are made for subsequent hours.



2.3
Any personnel other than the first five who attended the Station are paid the attendance fee only.  When it is clear that they are not required as part of the response, they will return to their previous commitments.  This is an unnecessary disruption that can be avoided.



2.4
Other payments include drill nights (two hours a week) and a retaining fee, paid monthly.  Long serving Firefighters also receive a bounty.



2.5 
The Retained Firefighters can currently be called upon at any time during the hours that they offer cover.  They are contracted to attend a minimum of 70% of incidents during the periods they are offering to cover.  Often it is unknown how many people will respond to the Fire Station when an emergency occurs whereas we can predict exactly the number of people required.



Step 3:  Opportunities for Improvement



3.1 
We are proposing to trial a new system of remuneration and rostering at three of our twenty-four Stations.  If successful, this will be extended to the Retained units at the other 21 Stations.



3.2  
A new system should maximise the availability of fire and emergency         crews. Pay scales should reflect the type of contract and should be calculated to take account of positive hours, fire calls, Station duties, drill nights and community safety activities, as well as the standby periods. The new rota should display the gaps in cover that exist and what contracts will be required to meet the remaining needs.



3.3
The new contracts will be for guaranteed availability and only the required number of people to crew the appliances will be available at any given time.



3.4
 We will monitor the scheme and its results, giving support and guidance to those involved.



3.5 
We will audit the scheme after completion of the trial period and respond accordingly. 



Step 4:  Resource Implications



4.1 There will be some impact to finance administrators who will have to run both the new system and the existing system in tandem.



4.2 The Retained Station managers will be the people directly responsible for the new rota and cover arrangements at their Stations. This may be quite involved and complex in the early stages of the new scheme.  Additional payments are to be made to Station managers to reflect this additional responsibility.



4.3 The development of the scheme, the setting of critical success factors, the monitoring and auditing will involve increased Officer time.



4.4 The proposal is intended to improve recruitment and provide guaranteed availability.  There will be an increase to the Retained salary budget if all Fire Stations become fully established.



Step 5:  Benefits of the Proposed Change



5.1 
This system would remove the perverse incentive of being paid to attend fires and instead recognise and reward commitment.



5.2
It would provide set hours of cover allowing personnel to better plan family life and also allow them to quantify the disruption to primary employment.



5.3 It will reduce the inefficiency of paying personnel for attending the Fire Station when they are surplus to requirements.



5.4 It will reduce the impact on local employers by only removing those personnel required.



5.5 Personnel will know their wage and be able to plan their finances better.



5.6 It will share out the operational experience, rather than benefiting those closest to the Station who tend to achieve more turnouts



5.7 It is envisaged that these improvements will improve the recruitment and retention of Retained staff.



5.8 There will be fewer occasions when fire engines are under crewed or not available and therefore improve public safety.



5.9 If successful and rolled out across the county it will remove the complexities of Retained pay and streamline that process for the finance administrators.  It also provides a Retained payment system that has parity with the Wholetime comparator.



Step 6:  How will Change be Delivered



6.1
A two-year trial will be held on three of the Stations.  These will be selected

from those with particular recruitment and crewing difficulties.



6.2 The proposal will be communicated throughout the organisation and in particular with the three Stations chosen for the trial and all associated Station personnel.



6.3 The success of the proposal will be monitored and audited.  In particular, we wish to see improvements in recruitment and operational availability



6.4 
If appropriate, the scheme will be established on all twenty-four Stations.



Action Plan: Option Appraisal - Alternative Delivery Strategy(s)

It appears likely that retained staff will achieve pay parity with wholetime personnel in the near future but despite the additional costs this will not improve recruitment and availability significantly.  A Retained Support Officer has recently been appointed to look at other initiatives that could improve this situation.

Target Date:  



7 What happens now?

7.1
This draft Action Plan details the Fire Authority’s proposed activity for 2004/05 that will contribute to the implementation of the Integrated Risk Management Plan and the outcome of securing a safer community. We would welcome your views

on any aspect of this plan.

7.2
Any comments you may wish to make should

be returned to us at:

IRMP TEAM

FREEPOST

OXFORDSHIRE COUNTY COUNCIL

e-mail: irmpteam@oxfordshire.gov.uk

7.3 
These comments should be returned to us by, no

later than, 31 January 2004. This will enable your views to be considered by the Council’s Executive and Scrutiny functions, before the Fire Authority formally adopts the Plan. 

7.4 The final version of the plan will then be published before the start of the 2004/05 financial year.

8. 
Future development of the Integrated Risk Management Plans 

8.1
The integrated approach to risk management is, by its nature, a dynamic process. The Fire Authority’s developing understanding of risk, the Fire and Rescue Service’s contribution to reducing it and the progress made in meeting our objectives and targets will require that the strategic document will need annual review.

8.2
Similarly, external influences such as legislative changes, in line with the recently published White Paper and any associated regulations, targets, standards or guidance that government may issue, or budgetary constraints may affect policy direction.

8.3
The need to ensure both the currency and relevance of the IRMP and it’s associated Annual Action Plans will require ongoing consultation and input from all relevant stakeholders and members of the community.

8.4
Accordingly, the Fire Authority will consult on these documents and all relevant proposals each year, before taking final decisions or publishing annual plans. The timing of the consultation process will be in line with the corporate planning and budget setting process.
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