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Background

The Policing and Crime Act® was given royal assent in January 2017. The Act placed a high-level duty to
collaborate on the emergency services (Police, Fire and Rescue and Ambulance). It also made provision for
local assessments by Police and Crime Commissioners (PCCs) as to the most effective governance model for
Fire and Rescue Services (FRS), giving them the ability to present a Local Business Case (LBC) to the Home
Office where they perceived that a different governance model would generate improvements in economy,
efficiency and effectiveness, and/or public safety.

After a full and independent assessment of the different governance models, including robust and
extensive consultation with the public and workforce, the PCC for North Yorkshire submitted her LBC to the
Home Office proposing the Governance Model:

e PCC takes on legal and overarching responsibility for the provision of the fire and rescue service in
their area.

e The individual services of North Yorkshire Police (NYP) and that of North Yorkshire Fire and Rescue
Service (NYFRS) retain their operational independence, budgets, their chief officers and, their own
staff. The two services will continue to have distinct roles, identities and finances — one service’s
savings will not fund the other.

The Home Secretary approved the LBC in June 2018, recognising the benefits that joint oversight of the
police and fire service would bring to the residents and businesses of North Yorkshire. From 15" November
2018, the PCC will take on all statutory responsibilities of the North Yorkshire Fire and Rescue Authority,
becoming the elected Police, Fire & Crime Commissioner (PFCC) for North Yorkshire.

Context

At the time of writing the LBC, the financial challenges were significant; budgets continued to fall, both in
policing and fire and rescue services, as well as for health, social care and local government. To maintain
the current levels of service, of which the public rightly have an expectation, NYFRS would have needed to
make savings of around £2.2m recurring from 2019/20. The scale of savings increased to £2.5m recurring,
as a consequence of a service delivery decision taken by North Yorkshire Fire and Rescue Authority in
December 2017. The Authority chose to use reserves to the fund the budget shortfall between 2018/19
and 2020/21. However, their continued use would have depleted reserves by 2022/23, in turn losing the
ability of the service to have funds available for unplanned emergency spending. The financial position has
since worsened with the Treasury stipulating an extra £4.7bn nationally from the budget for schools,
hospitals, the police, fire service and armed forces to cover a shortfall in public sector pensions. The
anticipated rise in employer pension contributions for NYFRS could potentially equate to an additional
shortfall of almost £1.5m, increasing the scale of recurring savings to £4m. There has been continued
engagement with key partners in government to ensure that the funding and resource needs of the fire and

1 Policing and Crime Act 2017, further reforms policing and enables changes to governance of the fire and rescue
services and the police complaints and disciplinary systems
http://www.legislation.gov.uk/ukpga/2017/3/contents/enacted
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rescue service are evidence-based and well understood, and those discussions continue, but the financial
situation is unlikely to improve in the short to medium term.

Action plan

North Yorkshire Fire and Rescue Service is going through a period of change with a new governance model,
changes to the senior management team, including the recent retirement of its Chief Fire Officer, and
significant savings to make. The PFCC therefore commissioned a full-service review of NYFRS which
commenced in August 2018 and now forms part of a larger transformation programme (Transform 2020)
across both the police and fire services in North Yorkshire.

Additional expertise was brought in to specifically review NYFRS. Dave Etheridge OBE, former Chief Officer
of Oxfordshire Fire and Rescue Service conducted the review. The initial phase of the review is now
complete and provides the now PFCC with a baseline assessment of the service, providing a set of
strengths, weaknesses, opportunities and threats along with a range of recommendations. The full report is
appended (Appendix A).

This baseline assessment confirms that NYFRS is delivering its statutory functions and is making a positive
difference to the lives of people who live, work and travel in North Yorkshire. These statutory functions
encompass the prevention of fires, fire safety buildings and responding to incidents, and there are many
examples of exemplary practice. The staff of NYFRS are proud to be part of the service. Dave has also set
out the challenges facing the service, which are many and varied.

The PFCC and NYFRS will now jointly consider the recommendations, assess and prioritise them, setting out
a clear road map for the years ahead. The immediate priorities for the PFCC and Corporate Management
Team of NYFRS will be to:

1. establish a Finance Working Group and ‘emergency budget’ to identify one-off as well as recurring,
deliverable savings and to enable the service to live within its means. This Group will be chaired by a
senior member of NYFRS and will ensure an inclusive approach with staff;

2. specifically, create a robust Reserves Strategy to halt the unsustainable use of reserves to prop up day-
to-day costs;

3. prepare a fundamental review of how the service operates and start to develop a new service delivery
model, as well as a strategic Integrated Risk Management Plan, covering a minimum of three years.
This should include a new performance framework, such as agreed response times to incidents, which
is not currently in place;

4. receive and consider, at the start of the new year, business cases for the redesign of enabling support
services across both organisations;

5. assess the outcomes of the current Craven pilot where a “Public Safety Service” model brings all
partners together to tackle local community safety issues, building on the experience from the
established Community Safety Hubs and capitalising on the collaborative opportunities presented by
the Policing and Crime Act 2017 and the PFCC’s LBC to improve community resilience and public safety.

Strategic approach

The next phase of Transform 2020 will seek to identify, across all aspects of the fire service, opportunities
for deep and meaningful strategic and tactical collaboration with NYP, health and local authorities to
develop and extend existing work on understanding and preventing vulnerability. It will ensure that clear
and separate roles of policing and fire are retained, with their distinct and identifiable ‘brands’, that
sufficient fire cover is provided, and that links with wider community partners are maintained or enhanced.
This stage of the review will also seek to determine an appropriate principal officer structure to carry out
this reform.

The outcomes from this phase will clearly set out the strategic priorities for the years ahead and will
provide the guiding principles for how the service develops. This will form the basis of the PFCC's Fire and
Rescue Plan, which will set out the strategic vision, priorities and objectives for NYFRS to the end of 2020
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financial year. In developing this plan, the PFCC commits to obtaining the views of the community as she
currently does in preparing her Police and Crime Plan. The Fire and Rescue Plan, together with the
Integrated Risk Management Plan, will form the ‘blueprint’ for the direction of the NYFRS.

The staff of NYFRS have contributed to this review openly, honestly and passionately. Their feedback has
been critical to forming this baseline assessment. Thanks also goes to Dave Etheridge for undertaking this
first phase of the review and for the expertise and insight he has brought to it.

Since August 2018, The PFCC, alongside the interim Chief Fire Officer, has visited two-thirds of the thirty-
eight fire stations across North Yorkshire, with the remaining visits scheduled over the next three months.
These roadshows have provided a welcome and valuable opportunity for the PFCC to listen to staff views
on the future of their service and the feedback will be used to inform the next phase of the review. A
summary of the feedback is provided as Appendix B.
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Overall Summary

Introduction

The Police and Crime Act 2017 introduced a range of potential new governance structures to enable
greater collaboration between emergency services, including enabling a Police and Crime
Commissioner (PCC) to take on the governance of Fire and Rescue Services where a local case is
made. The Home Secretary approved the business case put forward by the North Yorkshire PCC to
take responsibility for the North Yorkshire Fire and Rescue Service (NYFRS). This change of
governance means that North Yorkshire Fire and Rescue Authority (NYFRA) will be dissolved as from
15th November 2018, and the PCC will take on full responsibility, becoming Police, Fire and Crime
Commissioner (PFCC). This enables NYFRS to pursue wider opportunities around community safety
and collaborative partnerships with other bodies such as North Yorkshire Police.

This report was commissioned by the Office of the PCC to provide a baseline assessment of NYFRS
at the point of transfer and to make recommendations to be taken forward by the PFCC. The report was
produced by Dave Etheridge OBE, of Greston Associates, in partnership with PwC.

Partly because NYFRS is proactive in preventing incidents, it now attends fewer fires and incidents than
ten years ago. However, the number of fire stations, fire engines and operational personnel who attend
incidents has remained broadly the same.

The service is facing significant financial challenges. If nothing changes, between now and 2022/23,
the service will spend at least £3.5m more than it receives in income. This is not sustainable. Her
Majesties Treasury are currently reviewing the cost of various public sector pension schemes including
those effecting firefighters. Early indications from the Government led review (which are yet to be
confirmed), estimate the potential increase in pension costs to NYFRS to be within the region of
additional £1.5m a year. The year in which this fully comes in is also unknown.

Key Findings

NYFRS is delivering its statutory functions and is making a positive difference to the lives of people who
live, work and travel in North Yorkshire. These statutory functions encompass the prevention of fires,
fire safety in buildings and responding to incidents.

North Yorkshire is the largest authority area in England, covering over 3000 square miles and including
seven districts and boroughs and the City of York. The population of 819,800 is spread across isolated
rural settlements and farms, market towns and larger urban areas such as York, Harrogate and
Scarborough. The geography and sparsity of the county brings challenges to the way NYFRS delivers
its services to the public. Serving a population of 819,800, in 2017/18 NYFRS attended 6,475
emergency incidents. This compares with 110,107 incidents attended by North Yorkshire Police.
NYFRS staff work hard and have an impressive track record of reducing not only the number of incidents
they attend, but also deaths and injuries from fires and on the county’s roads. The service also works
well with businesses, enforcing the legislation which keeps people safe from fire at work and
successfully prosecuting business that break the law.

The public expect NYFRS to attend incidents as quickly as possible. However, the service does not
have a publicly prescribed and published Response Standard — that is, a promise to the public
concerning the total time taken to reach an incident after and 999 call is received. Virtually every other
fire and rescue service has a response standard against which it is measured.

Steps need to be taken to address the funding shortfall. These include a fundamental review of NYFRS
and the development and adoption of a strategic Integrated Risk Management Plan (IRMP). These will
ensure that, within the available resources, NYFRS has the right people, in the right place, at the right
time and with the right equipment and skills, to deliver the best service, leading to a safer North
Yorkshire.
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Strengths, Weaknesses, Opportunities and Threats (SWOT) Analysis:

Strengths

Weaknesses

Impressive record of reduction in fires and other
emergencies over many years.

Effective partnership working and a good external
reputation.

Firefighters and operational crews conduct Fire
Safety Audits in businesses.

Strong track record of successful prosecutions of
business who place employees/public at risk.
Effective approach to Fire Investigation, especially
in relation to fatal fires.

All house and business visits are recorded on a
software system which provides a clear audit trail.
Effective training framework, especially concerning
operational competencies.

Effective Health and Safety framework.

Effective Incident Command training.

Effective fitness policy for all operational staff.

Fire Cover Review has produced a large volume of
data for the service to use in future.

NYFRS has many dedicated staff who ‘go the extra
mile’.

Unsustainable financial position.

Reliance on reserves to ‘plug’ the financial gap.
IRMP approach is not looking far enough into the
future.

No comprehensive Emergency Response Strategy.
No Response Standard which tells the public the
time the service will take to attend a 999 call.
Industrial relations are challenging due to the
complexity of various projects and initiatives and
the lack of process.

Buildings/furnishings need replacement or
refurbishment.

Service could make better use of data and
intelligence from other organisations to target
higher risk businesses and vulnerable people.
The service should celebrate success more
concerning the positive impacts achieved around
community safety.

There is minimal evaluation of the effectiveness of
prevention and protection activities.

Opportunities

Threats

6.

Timely to conduct a fundamental review of the
service in all the following areas:

Understanding where, why and when previous
incidents occurred.

Assessing future risks from housing and business
growth and an ageing population and likely future
incidents.

Reviewing the number and location of fire stations.
Reviewing the future equipment on fire engines
and other vehicles.

Assessing how fire engines should be crewed at
different times during the day and night.

A management review to create a flatter structure.

There are also opportunities to:

strengthen industrial relations through greater
transparency and consultation;

place greater emphasis on public safety/risk
reduction;

put the service on a firm financial footing;
collaborate further with Police, Ambulance and
other public services;

fully engage workforce in the future design and
service delivery of NYFRS;

opportunities to broaden partnership working and
community safety to become more ‘relevant’ and
add further value to residents and business;
reassess the Tactical Response Vehicles project;
develop a longer-term workforce development
strategy; and

ensure future establishment of enabling services
jointly with the Police provides greater resilience in
the supporting functions (Enabling Services)

Loss of corporate knowledge and strategic
experience due to high number of senior
managerial retirements.

Service could receive a poor outcome from the
forthcoming baseline review by HM Inspectorate of
Constabulary and Fire and Rescue Services.
Worsening of financial position due to the potential
reduction in government grant.

The potential pensions burden of £1.5m by the next
financial year.

NYFRS will have insufficient or no reserves by
2022, leading to a vulnerable position and the
inability to use reserves for other programmes.
Service could be open to criticism concerning the
lack of equality and diversity within the workforce,
especially concerning the employment of women
and members of ethnic minorities.

Inflexible working patterns could lead to a less
effective service to the public.

Several important projects will run concurrently,
putting pressure on capacity and resource
allocation.
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Finance

The Fire Authority has known about the funding problem for some time. It decided to use reserves,
between 2018/19 and 2020/21, to bridge the funding shortfall. This decision limits the use of reserves
for other purposes and is not common in other Fire and Rescue Services. It is not a sustainable
approach. We recommend that NYFRS should immediately create a Finance Working Group to identify
opportunities for savings, to enable the service to live within its means. The Corporate Management
Board is accountable for the delivery of the savings identified and for ensuring that enabling service
opportunities are aligned to the wider transformation programme being progressed by the PFCC and
North Yorkshire Police.

The table below provides a snapshot of the total budget for NYFRS compared to other fire and rescue
services who have similar characteristics, whole-time and retained staffing, industrial, urban and rural
areas. It demonstrates that expenditure is rising in North Yorkshire, despite a drop in demand, and that
expenditure per head of population is higher than in 2 comparator FRAs.

Table 1. Budget and expenditure per head of population:
17/18 Expenditure per

Authority 17/18 Budget 17/18 Expenditure h ;
ead of population
North Yorkshire £29.90m £29.85m £36.41
Cumbria* - £16.79m £33.69
East Sussex £37.40m £37.44m £44.55
Kent £68.64m £67.99m £37.11
Oxfordshire* - £31.88m £46.72
Staffordshire £39.9m £39.9m £35.43

*Cumbria and Oxfordshire are county council run Fire Authorities so budget comes from central council
Information taken from respective Statement of Accounts for each authority / county council as appropriate.
Population estimates taken from ONS.

Integrated Risk Management Planning

NYFRS has published a Community Safety Plan which covers the period 2016/17 to 2020/21. This acts
as its Integrated Risk Management Plan (IRMP).

NYFRS is required by law to publish an IRMP which considers risks such as fires, road traffic accidents
and flooding. It must show how the service will work with others to reduce incidents involving these risks
and respond to them when they happen. We recommend the service creates a more strategic and
longer-term IRMP covering a minimum of 3 years but considers changes in risk covering the next 10
years.

Leading up to the creation of the Strategic IRMP, the service needs to conduct a fundamental review
of how it operates. The number of fires has fallen over recent years, so the demand on the service has
reduced. The review should examine the incidents the service has attended over many years, where
they occurred and at what time. Once this evidence is clear, the service can decide on how best to
respond to likely future incidents. This will include the speed with which it attends, the number and type
of fire engines and how those fire engines are crewed with firefighters at different times of the day and
night. Fire Stations should also be reviewed to make sure they are in the right place and that they are
used by other organisations to save tax payers’ money. There should also be a managerial review to
ensure the service operates with a flatter structure.

Emergency Response

NYFRS has 38 fire stations and 46 front-line fire engines. When compared to the services in table 1
NYFRS has the second highest number of fire stations per 100,000 residents. This number is partly
due to the population sparsity over a large rural area and the two national parks.
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NYFRS needs to introduce a Response Standard and to implement a dedicated Response Strategy. A
Response Strategy states how the service will respond to 999 calls, including the number and type of
fire engines and firefighters. The service acknowledges that a Response Strategy is required.

To end of September 2018, Retained Duty System (RDS) stations were available for 999 calls around
79.59% of the time. In 2017/18 the figure was 83.02% and in 2016/17 it was 86.36%. Most other
services in the UK are also finding availability of RDS stations a challenge.

Emergency Call Control Room (Fire Control)

The service has an agreement with Cornwall County Council Fire and Rescue Service concerning how
the two services work together to create a connected ‘virtual’ Fire Control function. This means that in
spate conditions (such as flooding or snow) each of the two services can take 999 calls and mobilise
resources for the other.

Prevention (Risk Reduction)

NYFRS is a trusted organisation which has the ability to be welcomed across nearly every threshold in
the county. NYFRS encourages people and home owners to have Home Fire Safety Visits (HFSVSs).
The visits may include recommendations about smoke alarm fitting and can provide smoke alarms free
of charge.

When compared to the services in table 1, NYFRS delivers far fewer HFSVs than others in the group.

Protection

NYFRS is the designated inspecting and enforcement body for The Regulatory Reform (Fire Safety)
Order 2005 (the ‘RRO’ or ‘FSQO’) in the County of North Yorkshire. NFRS is responsible for enforcing
the RRO and carrying out audits of fire safety arrangements in premises the service considers present
the greatest risk. When compared to the services in table 1, NYFRS delivers far more Fire Safety Audits
than others. This is achieved partly through firefighters on fire engines completing audits as well as Fire
Safety Officers.

Training and Development, Health, Safety and Welfare

The service has a good training framework to make sure firefighters stay as safe as possible when they
are dealing with dangerous situations. It also has health and safety policies which encourage firefighters
to stay fit, make life safer for all staff groups and offer support to them when they are injured or unwell.
The service has a low sickness record when compared with other fire services except for Fire Control
Staff.

Estates and Fleet Management

The service has 41 buildings. Because of budget restraints, there is little preventative and planned
maintenance. As a result, the buildings and furnishings are tired and in need of investment.

The service has a fleet consisting of 190 vehicles which cover all aspects of the service. There appears
to be a comprehensive approach to the preventative servicing and maintenance regime.

Recommendations

The following 13 recommendations are in priority order, with suggested timescales for delivery;

Report Recommendation Description Priority
Section
3 Finance Working Group (FWG): NYFRS should immediately 1

create an FWG to identify deliverable savings (both one-off and
recurring). This is in preparation for the MTFP.

4 Fundamental Review of North Yorkshire Fire and Rescue 2
Service: A fundamental review of NYFRS should take place which
covers all strategic aspects of the service.
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Medium Term Financial Plan: This should be fully reviewed, to 3
include detailed funding and spending plans for revenue and
capital.

Reserves Strategy: NYFRS should publish a Reserves Strategy on 4
its website or as part of its Medium-Term Financial Plan.

Create an Integrated Risk Management Plan: Following the 5
outcome of the Fundamental Review, the service should create a
strategic and ‘guiding’ IRMP which covers a minimum of three
years.

Emergency Response Strategy and Response Standard: The 6
service should create a clear Response Strategy, aligned with the
IRMP and including a Response Standard.

Prevention and Risk Reduction Strategy: NYFRS should review 7
its Risk Reduction and Prevention Strategy.

Protection Strategy: NYFRS should review its Protection 8
(Technical Fire Safety) Strategy.

Statement of Assurance (SOA): The service should review how 9
this statement is constructed.

10

Talent Management Strategy: The service should create a 10
comprehensive Talent (or People) Management Strategy.

10

Incident Command: NYFRS should extend the current command 11
assessment arrangements which cover Bronze (Operational) and
Silver (Tactical) Commanders to also include Gold (Strategic).

11

Employee Welfare: The service should consider the use of 12
external agencies to provide an independent report on the service’s
arrangements.

Review long term, high sickness levels within the Control Room.

Options Review of Emergency Call Control Room: The service 13
should create a working group with North Yorkshire Police to
conduct a market analysis and consider options.

Professional Judgement Closing Statement

NYFRS is delivering its statutory functions. North Yorkshire is a safer county as a result of the actions
taken by the service to reduce risks to the public and businesses. We understand that the vast majority
of staff are proud to be part of the service.

The service will need to become more efficient if it is to meet the current funding shortfall and provide
services which are both sustainable and of high quality. To this end, the three most important projects
that the service must undertake are:

The establishment of a Finance Working Group to identify savings and enable the service to
live within its means.

The fundamental service review, covering all strategic aspects of the service.

The development of a strategic Integrated Risk Management Plan.


http://civilhirugynokseg.hu/wp-content/uploads/2016/11/pwc-161115.jpg

pwciL

Contents — Full Baseline Report

8.

9.

Introduction to North Yorkshire Fire and Rescue Service
Legislative Framework

Finance

Integrated Risk Management Planning

Preparedness and Capability for National Incidents
Emergency Response

Emergency Call Control Room (Fire Control)

Prevention (Risk Reduction)

Protection

10. Training and Development

11.Health, Safety and Welfare

12.Estates and Fleet Management

13.Appendix A — Fire Station 999 Call Utilisation


http://civilhirugynokseg.hu/wp-content/uploads/2016/11/pwc-161115.jpg

pwciL

1. Introduction to North Yorkshire Fire and Rescue Service

North Yorkshire has the largest geographical area of any local authority in England, covering more
than 3,000 square miles and including seven districts and boroughs and the City of York. The
population of 819,800 is spread across isolated rural settlements and farms, market towns and larger
urban areas such as York, Harrogate and Scarborough.

North Yorkshire Fire and Rescue Service (NYFRS) services the authority via 38 fire stations:

A Dy Crowed

Rotained

@ ‘whunteer

These are as follows:

¢ Five whole-time shift stations which are crewed 24 hours a day- Acomb, Harrogate, Huntington,
Scarborough and York.

e Seven 7 whole-time day crewed stations (crewed 0800-1800 every day by firefighters who carry
an alerter, and are on call outside these hours) - Malton, Northallerton, Richmond, Ripon, Selby,
Tadcaster and Whitby.

e 24 retained stations (crewed by firefighters who provide on-call cover from home or their
place of work). The following stations are retained: Bedale, Bentham, Boroughbridge,
Colburn, Danby, Easingwold, Filey, Grassington, Hawes, Helmsley, Kirkbymoorside,
Knaresborough, Leyburn, Lythe, Masham, Pickering, Reeth, Robin Hood's Bay, Settle,
Sherburn, Skipton, Stokesley, Summerbridge and Thirsk.

e The following stations have a whole-time and a retained crew: Acomb, Huntington, Malton,
Northallerton, Ripon, Selby and Tadcaster

e Two volunteer stations (crewed by volunteers) at Lofthouse and Goathland.

The service also has a Headquarters and 999 control room in Northallerton, a Training Centre in
Easingwold and a joint Transport and Logistics Hub with North Yorkshire Police in Thirsk. Plans are in
place to move the Fire HQ into Police HQ, so the current NYFRS HQ building will be handed back to
the landlord once the lease comes to an end.

2. The Legislative Framework
The Fire and Rescue Services Act 2004

The 2004 Act provides the legal basis establishing fire and rescue authorities (FRAS) - the political
bodies responsible for overseeing the work of Fire and Rescue Services (FRSS). It also describes FRAS’
community safety duties. These are referred to as ‘core functions’ and can be summarised as follows:

e promoting fire safety,
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e extinguishing fires, and protecting life and property when fires do occur,

¢ minimising damage to property arising from firefighting operations,

e rescuing people involved in road traffic collisions,

e ensuring necessary training for firefighters,

e ensuring that 999 calls for assistance are dealt with effectively,

¢ obtaining information needed to respond safely and effectively to emergencies,

e ensuring the provision of the resources necessary to meet all normal requirements (the 2004
Act does not define what constitutes ‘normal’, it is a matter for local determination),

o dealing with other types of emergencies, as specified by the Secretary of State in Statutory
Instruments or Orders.

National Framework 2018

The 2018 National Framework seeks to embed the Home Office fire reform programme which includes
the following reforms:

¢ enabling Mayors and PCCs to take responsibility for their FRS;

o establishing Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services
(HMICFRS) as an independent inspection regime for FRSs;

o developing professional standards to drive sector improvement;

e supporting services to transform through more efficient procurement and collaboration;

e increasing transparency by publishing performance data and creating a new national fire
website; and

o workforce reform, which includes: enhancing professionalism, management and leadership;
training and development; equality and diversity; culture; and options for flexible working.

There are two mechanisms in the National Framework to assist FRAs in addressing these priorities:
integrated risk management planning (IRMP) and the preparation of an annual Statement of
Assurance.

Integrated Risk Management Planning (IRMP)

The term ‘integrated’ is used to reflect the fact that community risk is managed by balancing service
delivery interventions across three disciplines:

¢ Prevention — trying to prevent emergencies from happening in the first place;

e Protection — ensuring that fire safety standards in buildings are appropriate;

¢ Response — minimising the impact of emergencies through well-trained, well-equipped
firefighters who respond quickly and effectively.

Statements of Assurance

A Statement of Assurance (to be known as a Fire and Rescue Statement for PFCC Governance) is
required to be produced annually by each FRA, and published after scrutiny. For a PFCC, scrutiny is
carried out by the Police, Fire and Crime Panel (PFCP) in addition to audit.

The Regulatory Reform (Fire Safety) Order 2005

The Regulatory Reform (Fire Safety) Order 2005 (the ‘RRQO’) is the legislation under which fire safety
standards in almost all buildings are controlled. Single private dwellings are specifically excluded,
although the common areas (access corridors, staircases, etc.) in blocks of flats do fall within the scope
of the RRO.

The Policing and Crime Act 2017

The Policing and Crime Act 2017 created a statutory duty on FRAs, police forces and ambulance trusts
to:

e keep collaboration opportunities under review;
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o notify other emergency services of proposed collaborations that could be in the interests of their
mutual efficiency or effectiveness; and

o give effect to a proposed collaboration where the proposed parties agree that it would be in the
interests of their efficiency or effectiveness and that it does not have an adverse effect on public
safety.

The Crime and Disorder Act 1998 (CDA)

Fire and rescue authorities are designated as ‘responsible authorities’ under the CDA. This means that
they are required to work alongside other responsible authorities (police, local authorities, the probation
service and clinical commissioning groups) on community safety partnerships (CSPs).

The Civil Contingencies Act 2004 (CCA)

The CCA was introduced to establish a coherent framework within which organisations would work
together to plan for dealing effectively with major emergencies. Under the CCA, fire and rescue
authorities are designated as ‘category 1 responders’.

Key Findings
3. Finance

The service is facing significant financial challenges. The Medium-Term Financial Plan (MTFP)
identified a shortfall up to and including 2022/23. The elected members of the Fire Authority took the
decision to use reserves.

The table below identifies that the authority is facing a total recurring shortfall of £2,510Kk, starting with
£1,210k in the current financial year (2018/19). This gap is currently funded by use of one-off revenue
reserves which is not sustainable.

Baseline Incremental Position
2018/19 2019/20 2020/21 2021/22 2022/23 Total
£000 £000 £000 £000 £000
Net Spending 31,180.1 +718.5 +808.2 +871.5 +1,108.7
Funding (29,970.1) (722.5) (384.2) (531.5) (568.7)
Recurring Shortfall 1,210 -4 +424 +340 +540 2,510

The Section 151 Finance Officer has proactively overseen a review of the budget assumptions, covering
areas such as the assumed increase in Council Tax, pay awards and business rate receipts. This
exercise identified a likely further ongoing financial pressure of approaching £1m per annum. When
added to the original £2.5m gap, this means that the total shortfall is in the region of £3.5m.

To start to address the financial shortfall the service has been working to identify savings. The savings
approach has identified approximately £1m of savings to date, resulting in a net shortfall of £2.5m.
These include areas such as collaboration, and a review of senior management, the capital programme
and the service’s insurance contract. Other areas where there are plans to deliver savings include
smarter procurement and a management challenge on various budget lines.

The final Financial Paper was presented to the Fire Authority on 28th September 2018. This showed
that the financial position is broadly similar to the position set out in June 2018 with the final reported
shortfall of £2.5k. The current MTFP assumes that reserves are to be used as a significant part of plan
for this year and the next two financial years.

The cost of pensions is a major issue. On 6th September 2018, HM Treasury published its draft
Directions for the 2016 valuation for comment. These include amendments to financial and
demographic assumptions to be used by the Government Actuary’s Department (GAD). Such
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assumptions are used to produce valuation results for the firefighter pension schemes in England and
are expected to apply from 1st April 2019, increasing employer’s contributions. GAD is currently working
on the financial impact. Although still not confirmed, for NYFRS, this could equate to a potential annual
increase in employer costs of £1.5m in years to come. If that proves to be the case, adding the £1.5m
to the net £2.5m identified above would take the total of savings required to approximately £4m. The
service would be wise to plan on this assumption as failure to do so may create further financial
challenges in later years.

The current use of reserves is not sustainable. It will be a major task to identify the necessary savings
over the life of the MTFP. Further work is required to improve the accuracy of the estimates and also to
identify the year in which the savings can be delivered.

Our recommendations are as follows:

Finance Working Group

NYFRS should immediately create a dedicated Finance Working Group (FWG) which is tasked
with clear terms of reference, to identify deliverable savings (both one-off and recurring). The
FWG should consider the potential savings which will be delivered as part of the T2020 work
on the creation of Enabling Services (supporting functions such as HR, Finance etc) across
NYFRS and North Yorkshire Police. It would be appropriate for the Chief Fire Officer to chair
FWG. Membership should be drawn from the service as well as from external bodies and
potentiality other Fire and Rescue Services. This will bring experience and lessons learned
from similar challenges faced elsewhere in the UK, where services have been transformed to
deliver within the available resources. The FWG should consider the total of savings required
to be approx. £2.5m but should be minded of the potential pension impact of a further 1.5m.
The FWG should also examine ‘invest to save’ opportunities to ensure NYFRS can demonstrate
it is more efficient and effective. The FWG should also examine income generating
opportunities such as using its buildings better, renting out space plus establishing a separate
FRS Trading Company.

The FWG should also identify ways to ensure NYFRS can demonstrate it is more efficient and
effective. For example, application of £1m of reserves to suppress capital debt can yield £100k
of reduced capital financing costs (revenue spend). This would equate to a simple 10% return
on investment.

In additional to the financial element within the Statement of Assurance, NYFRS and the PFCC
should consider if they would benefit from an external operational scrutiny peer review, which
could be reciprocal. The findings of a peer review, and NYFRS’s response to them, should be
considered by the PFCC during the process of preparing and signing-off Statements of
Assurance for public scrutiny.

Medium Term Financial Plan

The current financial position concerning the use of reserves is unsustainable and places the service
in a weakening position. NYFRS therefore needs a new drive and focus on the management of its
budget. It will need to pursue all feasible opportunities to keep costs down while continuing to
discharge its core duties effectively.

The Medium-Term Financial Plan should be fully reviewed to include detailed funding and
spending plans for revenue and capital. The plan should take into account multiple years and
link revenue budgets and capital investments, the role of reserves and the consideration of
risks. The plan should be aligned with the new Integrated Risk Management Plan and, if
appropriate, the PFCC Fire and Rescue Plan (when published).

Reserves Strategy

NYFRS should publish its Reserves Strategy on its website, either as part of its Medium-Term
Financial Plan (MTFP) or in a separate Reserves Strategy document. The reserves strategy
should include details of current and future planned reserve levels, setting out a total amount
of reserves and the amount of each specific reserve that is held for each year. The reserves
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strategy should cover resource and capital reserves and provide information for the period of
the MTFP (plus an additional 2 years beyond).

e General reserves of around 5% should be held by the authority and managed to balance
‘one-off’ funding and spending priorities as well as to manage risks.

4. Integrated Risk Management Planning

NYFRS has published a Community Safety Plan (CSP) which covers the period 2016/17-2020/21. This
acts as its Integrated Risk Management Plan (IRMP).

The use of risk information is increasing within the service to identify areas of priority and apply
appropriate resource allocation. A Fire Cover Review was completed by the service a few years ago.
This is a really strong example of where significant and robust analysis was conducted into
understanding the ‘demand’ on the service, and then weighted scores placed against each fire station.

Industrial relations have been challenging within the service over recent years. Through a refreshed
IRMP, where all stakeholders understand the risks and the future role of the service, an opportunity
exists to work better together and take the service forward. The outcome of a shared vision should be
to create a modern, flexible, responsive service that puts the public first and creates a safer society.

NYFRS has an understanding of performance and a clear approach to making improvements. An
example of this is the way that emergency operational response is supported through the use of the
Operational Staffing Reserve (OSR) to ensure that fire station availability is maximised.

Our recommendations are as follows:
A Fundamental Review of North Yorkshire Fire and Rescue Service is completed

¢ A fundamental review of NYFRS should take place which covers all strategic aspects of the
service. This includes looking at number, type, location, date and time of previous 999 incidents
in recent years. NYFRS should take the opportunity to revisit and examine the level of current
specialist skills around response to water related incidents. This may identify whether a
rationalisation programme could be implemented to reduce the costs associated with the
standing resources.

e The review process should use the latest and longer-term information from others. This should
include data from other sources such as Health, Clinical Commissioning Groups, the Local
Resilience Forum Risk Register and local authorities. This will gather information such as social
deprivation, future house planning, transport and future industrial areas. By considering this
information and evidence, the service will be able to assess the potential change in community
risk and change how it delivers services to the public.

e Once this evidence is clear, the service can evidence how it best responds to likely future
incidents. This will include the speed with which it attends, the number and location of fire
engines and how those fire engines are crewed with firefighters during the day and at night.

o Afull review of the fleet should be included in the fundamental review. The outcome should be
a single and fully integrated approach to the identification, procurement, equipment and
positioning of fleet covering both NYFRS and North Yorkshire Police. As part of the fleet review,
consideration should be given to examining the potential arrangements for discharge of
functions by others through neighbouring authorities under Section 16 of the Fire and Rescue
Services Act. Non-emergency fleet, such as logistics vans, should also be reviewed, as there
may be opportunities for rationalisation and standardisation.

e The fundamental review should also include a joint review of the estates (buildings) with the
police resulting in a single estates strategy. All Fire Stations should be reviewed to make sure
they are in the right place and used by other organisations to save tax payers money.

e A managerial review should also take place to ensure the service is lean and operates with a
flatter structure.

e From a strategic level, the above information should directly contribute into the IRMP in
preparation for public consultation in 2019.
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Integrated Risk Management Plan

e Following the outcomes of the Fundamental Review, the service should create a Strategic and
‘Guiding’ IRMP which covers a minimum of 3 years. The document should use the information
from the review and include up-to-date information from sources such as the Local Resilience
Forum Risk Register. It should also include an assessment of all foreseeable fire and rescue
related risks that could affect the area of North Yorkshire. Foreseeable risks include matters
such as environmental risks, weather related incidents, transport, urban, rural and societal
demographic information. This will evidence what and where the services thinks will be the
future demand for emergencies and why.

e The Strategic IRMP will then set out how it will address those risks through the following
approaches and strategies;

e Really focussing on working with others to prevent fires, accidents or incidents from
happening. Itwill do this through publishing a new Risk Reduction and Prevention Strategy.

o Prioritise how to work with businesses in North Yorkshire to keep employees and the public
safer when they use or stay in those buildings. It will do this through a publishing a new
Protection (Technical Fire Safety) Strateqy.

e Set out how the service will respond to likely future incidents when a 999 is received. It will
do this by publishing a new Response Strategy which includes a Response Standard.

5. Preparedness and Capability for National Incidents

NYFRS is required to prepare and respond to emergencies through requirements of The Fire and
Rescue Services Act 2004. Response is one of the ‘core functions’, it specifically concerns fire and
road traffic accidents. The Secretary of State has issued an additional Order under the Act, requiring
fire authorities to make provision to attend the following types of incident:

e chemical, biological, radiological or nuclear emergencies
e emergencies involving the collapse of a building or other structure
e emergencies involving trains, trams or aircraft

NYFRS houses several national resilience assets, namely two High Volume Pump Units, (which move
large quantities of water), a Mass Public Decontamination Unit and a Module 4 Powerboat & Type B
Swift Water Rescue Team. In the last five years, these assets have only been mobilised out of North
Yorkshire on 3 occasions:

e Cumbria — Flooding: HVP and Boat Crew
e Royal Berkshire and Surrey — Flooding: HVP
e Manchester — National Exercise: HVP

In summary, NYFRS is audited regularly and has a very strong record of skills compliance and
availability for deployment. NYFRS has resilient arrangements in place which are capable of providing
support to significant regional and national incidents and which meet the requirements of national co-
ordination. The service has established arrangements to maintain the readiness of National Resilience
assets.

6. Emergency Response

NYFRS has 46 front-line fire engines and the table below provides a snapshot of how that compares to
other services as well as the number of fire stations per 100,000 residents. The table shows the service
has the second highest nhumber of fire stations per 100,000 residents when compared to the others.
This is partly due to geography of the county, the population sparsity over a large rural area and the
two national parks.

No. Stations per

. . . . L
Authority No. Fire Stations 100,000 residents No. Fire Engines

North Yorkshire 38 4.6 46

Cumbria 38 7.6 45

13


http://civilhirugynokseg.hu/wp-content/uploads/2016/11/pwc-161115.jpg

pwciL

East Sussex 24 2.9 41
Kent 58 3.2 75
Oxfordshire 24 3.7 34
Staffordshire 33 2.9 Info not available

*Refers to number of traditional pumping appliances and does not include specialist equipment / appliances
Information collated from respective authority websites, corporate plans, performance reports, etc.

NYFRS does not have a Response Standard (which is the promise to the public of the total time the
service says it will take to reach an incident after the 999 call is received), The service also needs a
current, comprehensive and dedicated Response Strategy. A Response Strategy states how it will
respond to 999 calls such as the number and type of fire engines or firefighters.

The service acknowledges that a review and refresh of a Response Strategy is required. Clearly both
a Response Standard and a Response Strategy are inextricably linked and should be driven by the

outcome of the assessment of risk within the IRMP.

The table below provides a snapshot of the Response Standards and Emergency Response
Commitments set by the FRA of other FRSs.

Authority
Cumbria
East
Sussex*
Kent

Oxfordshire

Staffordshire

Response Target No. 1

80% of all primary fires in 10
minutes

70% of on-station responses
within 10 minutes

80% of life-threatening
incidents within 10 minutes
80% of emergency incidents
within 10 minutes

100% high risk incidents
within 8 minutes

Response Target No. 2

80% of all other incidents in
15 minutes

70% of on-call responses
within 15 minutes

89% of life-threatening
incidents within 12 minutes
95% of emergency incidents
within 14 minutes

100% medium risk incidents
within 10 minutes

Response
Target No. 3
N/A
N/A
N/A
N/A

100% low risk
incidents within

18 minutes
*East Sussex are currently reviewing these targets

As can been seen in the table in Annex 1 on page 24, some fire stations in NYFRS have very few 999
calls a year. The cost of a single wholetime fire engine a year is £907,774. For day-crewed it is £549,059
and for a retained station it is £78,825. These are all indicative staffing costs only so exclude the cost
of the vehicles and fire-kit etc.

The table below shows there is a spend per head of population of £36.41, funding a high nhumber of
stations (4.6 per 100,000 residents). It also shows those stations attend a low number of incidents (790
per 100,000 residents), with a slower response time (11.2 minutes), compared to the national average
and benchmarking group:

17/18 Expenditure No. Incidents per No. Stations per

Incident Response

Authorit er head of 100,000 residents 100,000 . .
g L|z)opulation (17/18) residents Time 17/18 (mins)
North Yorkshire £36.41 790 4.6 11.2
Cumbria £33.69 797 7.6 11.1
East Sussex £44.55 1,097 2.9 8.3
Kent £37.11 1,034 3.2 9.5
Oxfordshire £46.72 944 3.7 10.3
Staffordshire £35.43 748 2.9 105
England (average) Not available 1,016 25 8.7

Group chosen for similar combinations to NYP such as coastline, wholetime and retained staffing, industrial,
urban and rural areas

The service is a lead key player in the Local Resilience Forum which it required to be involved with by
law. Through their involvement, working together with the police, ambulance and local authorities, North
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Yorkshire is more resilient when emergencies occur such as flooding, snowfall or large fires. This is
really good news for people who live and work in the county.

To the end of September, Retained Duty System stations (RDSs) were available for 999 calls around
79.59% of the time. In 2017/18 it was 83.02% and in 2016/17 RDS fire engines were available for
86.36%. Most services in the UK are also finding availability of RDS stations a challenge. This 79.59%
is supported by the deployment of firefighters not required elsewhere, as well as the use of the
Operational Staffing Reserve (OSR). The OSR is a pool of staff who move around the county to help
get Retained Fire Stations back ‘on the run’ where they have staff shortages. The OSR team
demonstrate flexibility and often ‘go the extra mile’ for the service. Current estimates indicate that in
excess of 8,000 hours of appliance availability will result from the OSR deployments this year. The use
of the OSR is delivering value for money.

The service has had a significant recruitment drive within the RDS and has recruited at a faster rate
than staff are leaving. This is worthy of note and is because of a real team effort. Previously, the service
has invested in additional District based Watch Managers (one per District) who are employed to attract,
recruit, help train and support retention of RDS staff. This is working well.

The knock-on effect of this ‘churn’ is that currently 45% of RDS staff are in development. This is higher
than most other FRS in the UK. Therefore, balancing the competencies on fire engines to maintain a
crew is very time consuming. One hundred of the three hundred RDS staff have been recruited in the
last twelve months. Increased numbers are not currently translating to increased availability of fire
engines. However, as staff acquire more skills, such as emergency response driving and become more
competent, the service should see the benefits of its recruitment drive and efforts.

The District Watch Managers, Retained Crew and Watch Managers, plus other staff associated with
the running of the RDS service, all rely heavily on the HR function of the Central Administration Office
based at Headquarters. To ensure current recruitment success is maintained and improved, early
consideration and engagement of this function should be considered in respect of the transfer into any
future single Enabling Services providing supporting functions to the Police and NYFRS.

The service has invested heavily in water rescue capability over the last few years. There are now five
water rescue teams, with associated equipment, which are on five of the of the Day Crewing stations.
One of the teams is a national resilience flooding and swift water capability asset. This appears to be a
high level of standing resources when compared to other services. This needs to be reviewed.

NYFRS has implemented suitable arrangements for the command, management and supervision of
operational incidents. An analysis of its incident command requirements at all levels within the
organisation has been conducted and an appropriate model implemented.

Effective arrangements are in place for gathering risk information about buildings and their contents.
This helps keep firefighters safe. It is readily available to operational crews via a Site-Specific Risk
Information (SSRI) card for the premises in question.

As detailed above, interaction and patrticipation in the North Yorkshire Local Resilience Forum ensures
that the multi-agency response is coordinated and effective. Similarly, the Yorkshire and Humber
Operational Response Group provides a means to ensure that, regionally, the four services are aligned
and able to work effectively together through the sharing of policies, procedures and learning. In terms
of NYFRS crossing the border to assist neighbouring FRS’s, the Watch Manager Operational
Assurance ensures risk information for very high-risk premises are maintained for 10km over the border
range. This is a commendable practice and ensures fire-fighter safety remains a priority.

Our recommendations are as follows:
Emergency Response Strategy and Response Standard

e The service should create a clear Response Strategy aligned with the IRMP. It should
detail how it will respond to incidents, and include a Response Standard, detailing a
publicly declared attendance time which resources will arrive at a 999 incident. The
Response Strategy should articulate how NYFRS will have the right people, in the right
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place and at the right time, with the right equipment, to deliver the best service within the
available financial envelope. This will include the type and number of fire engines it will
send. It will also indicate how those fire engines are potentially crewed with firefighters at
different time of the day and night.

e The Response Strategy and Standard should include an assessment of the availability of
resources within local, regional and national boundaries.

e Adoption of a Response Standard would enable the service to understand where there is
any under or over provision of resource which could be redistributed or create savings.

e Once a Response Standard is adopted, response performance information should be
effectively evaluated at all levels to drive improvement. Results should be shared with
personnel and partners. Success and improvement should be acknowledged and
celebrated.

7. Emergency Call Control Room (Fire Control)

All FRSs are required to ensure they are able to receive 999 calls.

NYFRS Fire Control call receipt and mobilising facility, based at Northallerton, is currently receiving
investment in the form of additional members of staff. Previous reductions had led room function to be
vulnerable. The Control Room is now nearly up to full strength. Out of the 17 people employed within
the Fire Control Function, 8 are still in development. This has placed a training burden on other staff
members and they should be congratulated on how they have assisted in developing new members of
staff. Once these additional Fire Control Operators are in place and are deemed competent, the call
receipt and mobilisation functions of NYFRS will become more resilient.

The self-rostering approach is still being embedded and staff are seeking to ensure cover is maintained.
NYFRS’s call challenge scheme aims to challenge potential malicious calls and false alarms to reduce

the number of these attended by fire engines. The table below also outlines the calls received in 2017/18
and the trend in attendance because of the above scheme.

2017 /2018 No. Calls % change compared to 5
Year Average
Administrative Calls Received 77,236 -
Emergency Calls Received 12,148 -
Mobilisations to Calls 8,366 -
No. Malicious Calls 104 24.4% decrease
No. Malicious Calls challenged 30 -
No. False Alarms Attended (from 2095 16% decrease
Automatic Alarms)
No. False Alarms Not Attended (from 858 21.6% increase

Automatic Alarms)

As you can see from the table above, effective implementation of NYFRS Unwanted Fire Alarms policy
and call challenge has already reduced mobilisations and is working well. In 2017/18 NYFRS attended
24.4% less malicious calls and there was an increase of 21.6% of times that a fire engine was not
mobilised to a building where the alarm was sounding. NYFRS is only one of a handful of services
which has adopted this approach. Staff should be congratulated.

The service has an agreement with Cornwall County Council Fire and Rescue Service in terms of how
the two services work together and create a connected ‘virtual’ Fire Control Function. This includes the
ability for Cornwall to take 999 calls and mobilise NYFRS resources in spate conditions (like flooding or
snow) and at times of high call volume. The arrangement is reciprocal to Cornwall. Such arrangements
have enabled NYFRS to drop from three Control Staff to two at night.
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Our recommendations are as follows:
Emergency Call Control Room (Fire Control) Working Group

e As the current mobilisation and software platform is due for replacement, or contract
extension, in 2023, the service should create a Working Group (WG). This should include
colleagues from North Yorkshire Police. The WG should have a clear scope and terms of
reference created to conduct a market analysis and consider options. This should include
an assessment of the possibility of a single call receipt and mobilisation function across the
two organisations (Police and Fire).

e The WG should also consider arrangements and locations to ensure adequate fall-back
and resilience matters are implemented to deliver improvements against existing
arrangements. It must carefully consider the current agreement with Cornwall County
Council FRS in relation mutual supporting arrangements including the ‘virtual’ connectivity
and fall-back processes and procedures.

e When compared to other services, emergency call numbers and incidents attended by
NYFRS are falling. If the service decides to retain its own Control Room, it should direct
the WG to consider other societal benefits, such as the ability to monitor alarms, and offer
this to other organisations who provide 24-hour callout. This could also be ‘scaled up’ at a
later stage to consider such activities as triaging 111 calls on behalf of the ambulance
service, or creating a true ‘Integrated Blue Light Control’. This will create an income stream
for the new entity.

8. Prevention (Risk Reduction)

NYFRS is required to deliver preventative and risk reduction activities under The Fire and Rescue
Services Act 2004. Promoting fire safety through prevention is defined as a core function in the 2004
Act. NYFRS are discharging this function and are also involved in wider activities such as road safety.
NYFRS is also active within Community Safety Partnerships through its statutory membership of such
groups.

NYFRS has a Fire Prevention Strategy which was published in April 2016, covering 2016/17 to 2018/19.
The strategy is set around the three core areas according to the ‘risks and concerns’ in North Yorkshire
and the City of York alongside statutory responsibilities. These are:

e Home Fire Safety
e Road Safety
e Other Risks

NYFRS is a trusted organisation which has the ability to be openly welcomed across nearly every
threshold in the county. NYFRS encourage people and home owners to have Home Fire Safety Visits
(HFSVs) and attends any domestic premises on request. The visits look at the likely risk factors of the
people who live there and may include recommendations about fitting a smoke alarm. NYFRS can
provide smoke alarms free of charge. HFSVs are instigated immediately after an incident.

The table below is the latest available from the Home Office and shows a snapshot of the levels of
Home Fire Safety completed by FRS’s and in England. It shows NYFRS deliver far fewer HFSV when
compared to others in the group and they carry out a low number of Home Fire Risk Checks (309 per
100,000 residents)

No. Home Fire Risk 5 Year No. Home
Checks 16/17 Average Fire Risk
Authority Checks 16/17
(per 100,000
residents)
North 2,536 2,997.2 309
Yorkshire
Cumbria 8,777 11,625.4 1,761
East Sussex 9,240 9,845.2 1099
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Kent 9,000 9,467 491
Oxfordshire 3,245 3,120 476
Staffordshire 27,745 27,775 2,464
England 590,198 621,830 1,061

Information collated from Home Office website
Green / red indicates improvement / deterioration versus 5-year average.

NYFRS acknowledges it can improve the way that it targets resources allocated to HFSV. It should do
this by becoming more intelligence and evidence led using its own and to data from other sources.

The service records all activities (job allocation and output) via the Community Fire Risk Management
Information System (CFRMIS). CFRMIS is a comprehensive fire safety management software/system
used by the majority of UK FRSs.

Clarity in defining responsibility for implementation of prevention activity is being increased through a
Group Manager who is responsible for this function. There is a developing approach to prioritising
prevention to meet the perceived needs of the local community. As well as operational crews investing
time in preventative activities, there are also district-based resources which are utilised effectively.

Although it is not a statutory requirement, NYFRS is actively involved with the York and North Yorkshire
Road Safety Partnership and helps to deliver road safety awareness campaigns. Seven times as many
people are killed and seriously injured on the roads of North Yorkshire (21 in 2017/18) than in fires (3
in 2017/18). Because of partnership working there has also been a reduction in the number of deaths
and injuries on the county’s roads. This is to be commended.

Our recommendations are as follows:
Prevention (Risk Reduction) Strategy

e NYFRS should review its Risk Reduction and Prevention Strategy. It should consider if,

over the longer-term, there would be benefit in creating of a joint NYFRS/NYP Crime,
Fire and Community Safety Plan overseen and delivered through a single team across
the two organisations.

e The review should demonstrate real understanding of the risk and vulnerability index. The
future Risk Reduction and Prevention Strategy should fully take account of the needs of
the local community and will be clearly linked to the ‘risks’ identified through the IRMP.

e The service should ensure that its Risk Reduction and Prevention Strategy sets out the
priorities for community safety, placing its importance as an integral part of the risk
mitigation element of the IRMP.

e The Strategy should include seeking to create stronger links with voluntary groups, such
as Age UK, who work with people who are vulnerable to fire. The service should also
consider creating NYFRS Community Volunteers. These help to deliver preventative
activities in communities, especially those in rural areas.

e To improve the level of evaluation of risk reduction and prevention activities, a systematic
approach to the arrangements for auditing and reviewing prevention should be
implemented.

9. Protection

NYFRS is the designated inspecting and enforcement body for The Regulatory Reform (Fire Safety)
Order 2005 (the ‘RRO’ or ‘FSO’) in the County of North Yorkshire. It is responsible for enforcing the
RRO and is required to undertake risk-based inspection programmes. These involve carrying out audits
of fire safety arrangements in premises that the service or fire officers consider present the greatest
risk.

The table below is the latest available from the Home Office and shows a snapshot of the levels of
Technical Fire Safety Audits completed by FRSs and in England. It shows NYFRS deliver far more Fire
Safety Audits than others partly through firefighters on fire engines completing them as well as Fire
Safety Officers.
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. No. Fire Safet 5 Year
Authority Audits 16/17 g Average
North Yorkshire 2,010 1,998
Cumbria 1,003 598.2
East Sussex 299 412.8
Kent 723 1,063.6
Oxfordshire 455 399.6
Staffordshire 317 946.8
England 54,247 63,816.8

NYFRS has a published Protection (Technical Fire Safety) Strategy which was published in April 2016
and covers the period 2016/17 — 2018/19. The service has structured the delivery of its Technical Fire
Safety responsibilities through three geographical areas which centre around the three main areas of
population — York, Scarborough and Harrogate. These three areas are not reflective of the service’s
approach to operations which is structured in to four areas, each of which contains two local authority
districts (or one in the case of the City of York).

As with Prevention and Risk Reduction, the service records all activities (job allocation and output) via
the CFRMIS.

Clear responsibility for implementation of the strategy is assigned and NYFRS has defined levels of
competence and qualifications associated with its Protection Strategy. Inspections are completed by
dedicated specialist Technical Fire Safety Officers who deal with complex issues or complaints.
Operational Crews complete less complicated and lower risk audits.

NYFRS has been very successful in ensuring prosecutions against organisations who are failing to
discharge their fire safety duties and therefore placing the public and employees at risk. NYFRS has a
very good track record of cost recovery associated with the prosecutions.

Our recommendations are as follows:
Review of Protection (technical fire safety strategy)

e NYFRS should review its Protection (Technical Fire Safety) Strategy. A new strategy will
provide an intelligence and evidence-based effective risk-based approach to the fire safety
audit programme to target its protection work at areas of priority in the business community.

e The service should ensure their Protection (Technical Fire Safety) Strategy sets out the
high-risk priorities for audit, placing its importance as an integral part of the risk mitigation
element of the IRMP.

e Future fire safety and protection performance information should be evaluated, through a
performance measurement and management matrix,

10. Training and Development

NYFRS has put in place a framework which seeks to ensure that all staff are competent to deliver the
responsibilities of their role. Training accounts for 4.17% of the annual budget. There is a published
Training and Development Strategy which was last reviewed in January 2018. This is aligned to the
CSP and considers many of the foreseeable risks at local and national level. Clearly defined
responsibilities and effective structures are in place for promotion of training, development and
assessment within the organisation.

The Training and Development Strategy identifies three key elements for planning, training and
development of all staff across NYFRS namely:

e Training Needs Analysis
e Training and Development Programme
e Personal Development and Performance Review

19


http://civilhirugynokseg.hu/wp-content/uploads/2016/11/pwc-161115.jpg

pwciL

The annual Operational Training Programme is created centrally through the TNA process and is clearly
linked to operational competence. Other bespoke development programmes or training requirements
are designed for specific roles.

Competencies are present for all operational and technical roles and staff are aware of the qualifications
they need to maintain to fulfil their role. Managers are also aware of the skills and qualification
requirements through the role profiles associated with different levels. The requirements are considered
annually through the Personal Development & Performance Review (PDPR).

Operational courses are generally designed and delivered by Training Centre staff. Some operational
courses are subject to assessment and all training (delivered internally or externally) is recorded on
FireWatch. The recording of training on the FireWatch system is used locally to provide the mechanism
to plan station-based training. NYFRS has a systematic approach to ensuring that training course
content remains accurate and in line with good practice information.

NYFRS has invested in Learn Pro which is used in many other Fire and Rescue Services in the UK. It
is a software-based e-learning platform and in NYFRS is a key element of training delivery that
specifically allows acquisition of knowledge in a flexible manner.

There is clear evidence of training, development and maintenance of competency for staff who may be
required to operate at Tactical and Operational Levels (Silver and Bronze). However, whilst the Service
provides the acquisition of skills associated with the role of a Gold (Strategic) Commander through the
attending the national Multi-agency Gold Incident Command Course (MAGIC), there is currently no
formal ongoing assessment process where competency is confirmed. Table-top and large-scale
exercises are carried out but there is no formal competency assurance process applied.

Performance management systems for training and development activities are being established to
identify strengths and areas for improvement. Extended arrangements for auditing and reviewing,
training and development activities are being introduced and becoming embedded. The service has a
Group Manager Operational Assurance who is responsible for auditing the quality of District and Station
operational training delivery, along with identifying training needs from operations and exercise debriefs.

Our recommendations are as follows:
Incident Command

e NYFRS should extend the current assessment arrangements which cover Bronze
(Operational) and Silver (Tactical) Commanders to also include Gold (Strategic). The
process should be formally constructed with clear areas of competencies, decision making,
and behaviours identified to enable a structured debrief session to take place. The process
could be a reciprocal arrangement with a neighbouring FRS’s.

Talent Management Strategy

e NYFRS should develop a contemporary Talent Management Strategy (TMS) setting out
the career pathways for progression in all roles, both uniformed and non-uniformed. The
TMS should include the principles set out in the National Fire Chiefs Council People
Strategy, The Fire and Rescue National Framework and also the following areas:

o seek to continuously improve the diversity of the workforce to ensure NYFRS
represents the community of North Yorkshire;

support equality, cultural values and behaviours;

tackle bullying, harassment and discrimination;

identify the various routes available in terms of recruitment, retention and progression;

enable flexible working;

set out to promote professionalism, skills and leadership;

set out training opportunities;

clearly link to health and safety, wellbeing, disabilities and support (e.g. mental health

and physical support);

o set out standards for fire-fighter fithess (the service already has a policy covering this
in this area which is currently being embedded).

O O O 0O O O O
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11. Health, Safety and Welfare

NYFRS has a comprehensive Health and Safety framework which has been regularly reviewed, most
recently in April 2018. There is a positive and embedded approach with clearly defined health, safety
and welfare (HSW) policies which are communicated effectively to all staff to support the delivery of
organisational plans and strategies. The leadership of NYFRS demonstrates a clear commitment to
consult with representative bodies on all aspects of HSW.

E-learning is a key element of training delivery that specifically allows acquisition of HSW knowledge in
a flexible manner. The Learn Pro system provides a full suite of modules based on the generic risk
assessments designed to manage staff risk when attending incidents. Complywise is used to deliver
health and safety training. These systems also contain a variety of assessments so that the knowledge
of staff can be monitored and reported.

Competent staff investigate and report safety events which results in a reduction of risk. Health, Safety
and Welfare (HSW) appears to be embedded within all functions throughout the organisation.

There is clear evidence of Active Monitoring. An example being that every Fire Station is inspected on
a regular basis, six-monthly for whole-time and annually for RDS and volunteer. These inspections are
carried out in conjunction with Trade Unions and in line with an agreed set of criteria. Local managers
are responsible in following up any issues raised through estates and the Health and Safety Dept.

Occupational Health arrangements appear to be working with a framework in place to provide support
to individuals across the organisation in relation to their health, welfare and wellbeing.

The table below provides a snapshot of the levels of days lost due to sickness in NYFRS across the
RDS and all other staff groups. Across all staff, the number of working days lost due to sickness is
increasing relative to the 5 Year Average:

No. working days lost due to sickness No. working days lost due to
Timescale for staff excluding RDS (17/18) sickness for RDS staff
Total 5Yr Avg. Total 5Yr Avg.
Short Term 1,187 1,113.3 1,103 941.2
Long term 1,398 1,815.5 2,649 2,464.6

Green / red indicates improvement / deterioration versus 5-year average

Comparison data below (compiled by Cleveland FRS) shows the number of duty days / shifts lost to
sickness absence Control Room staff. The table below shows that NYFRS Fire Control Staff lost the
most working days to sickness absence out of any authority in England (26.9 in 17/18):

Duty days lost to sickness absence for Fire Control Staff
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Our recommendations are as follows:
Employee Welfare

e The increase in days lost to long-term sickness needs to be understood. We would
recommend working with HR to conduct a wellness to work evaluation, looking at reason
why people go off, when they go off and how many people have repeat periods of absence.

e Concerning HSW arrangements, the service should consider the use of external agencies,
organisations and/or peers to conduct or assist in the audit process to bring a valuable
‘check and challenge’. This will include the ability to provide an independent report to the
service’s leadership providing assurance on arrangements. This could be a reciprocal
arrangement with a neighbouring authority.

12. Estates and Fleet Management

NYFRS has 41 buildings which are a blend of owned, leased and Private Finance Initiative property.
The majority are owned by NYFRS. Due to budget restraints there is little preventative and planned
maintenance and as a result the estate is tired and in need of attention. Although any renewal
programme is on hold until 2023 to provide financial support to the current budget situation, the service
is striving to ensure that facilities for female firefighters are programmed and implemented.

Geography plays a significant role in the number of fire stations. The service has 38 fire stations partly
due to the population sparsity over a large rural area and the two national parks.

The service is active in the One Public Estate arena and there is evidence of the service being open to
sharing space with other agencies. Examples of this are the North Yorkshire Police which uses Bedale,
North Yorkshire Ambulance which uses Knaresborough and the National Blood Transfusion Service
which uses Harrogate Fire Station.

The service has a fleet consisting of 190 vehicles which cover all aspects of the service. Management
of the fleet sits with the joint NYFRS and NYP Transport and Logistics Hub.

There would appear to be a comprehensive approach to the preventative servicing and maintenance
regime. This has enabled the service to adopt a policy around the life of the fire engines being in the
service for 15 years. This is a common position in most services. Fifteen years is at the higher end but
is reflective of the improved build quality and likely life of modern fire engines.

With the exception of the Tactical Response Vehicles which are currently being reassessed, feedback
from staff indicates a high confidence in the fleet and equipment which is evidenced through pride in
the fleet.

In terms of the Joint Transport and Logistics Hub, plans are being developed to consider the full
integration of the team. The Fire Police Collaboration Programme Board are supportive of the option
for a single integrated section, with all staff being employed by either NYFRS or NYP.

The table below shows that compared to the national average and comparative authorities, NYFRS
hold a high number of operational and non-operational appliances (8.5 and 15.6 per 100,000 residents
respectively) but attend a low number of incidents (790 per 100,000 residents):

No. Stations per No. Operational No. Non-Operational No. Incidents per
Authority 100;000 residents Applliggc(:)gz per Applliggg(e;% per 100,0(();)7r/i§i)dents
North Yorkshire 4.6 8.5 15.6 790
Cumbria 7.6 10.6 221 797
East Sussex 2.9 6.8 15.2 1,097
Kent 3.1 6.9 15.7 1,034
Oxfordshire 3.5 6.0 16.7 944
Staffordshire 2.9 5.4 11.1 748
England 25 5.8 105 1,016
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Our recommendation is as follows:

e As described within the section above under IRMP and the Fundamental Review, the
service should include fleet and estate (buildings) within the process applied.
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Annex 1 - Table below shows how many incidents each fire station attended during the year April
2017 to March 2018.

Station Crew Type Station No. Incidents
attended 17/18
24 hr whole time | Scarborough (2 Fire Engines) 1185
station Acomb (Plus 1 RDS Fire Engine) 782
York 1026
Harrogate(2 Fire Engines) 1089
Huntington (Plus 1 RDS Fire Engine) 430
Day —whole Northallerton (Plus 1 RDS Fire 335
time Engine)
Night —on call Malton (Plus 1 RDS Fire Engine) 312
Selby (Plus 1 RDS Fire Engine) 485
Tadcaster (Plus 1 RDS Fire Engine) 264
Ripon (Plus 1 RDS Fire Engine) 396
Whitby 197
Richmond 217
Retained Duty Bedale 83
System (RDS) Easingwold 76
On call Stokesley 83
Thirsk 161
Helmsley 62
Kirkbymoorside 73
Pickering 118
Sherburn 34
Danby 35
Filey 144
Lythe 69
Robin Hoods Bay 39
Bentham 44
Grassington 18
Settle 73
Boroughbridge 138
Knaresborough 242
Masham 45
Summerbridge 30
Colburn 76
Hawes 26
Leyburn 80
Reeth 25
Skipton 351
Volunteer Goathland 14
Lofthouse N/A

Total 8857
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Appendix B

Feedback from the Police, Fire & Crime Commissioner Fire Station Roadshows

Since August, the Police, Fire and Crime Commissioner, together with the interim Chief Fire Officer, visited
two-thirds of the fire stations across North Yorkshire with the aim of completing visits to all stations by the
end of 2018. The feedback and suggestions from the visits to date are summarised below and will be
considered as part of the next phase of the review.

Savings and income generation

Regulatory Reform (Fire Safety) Orders are a legal requirement of business properties. Could the
service charge for undertaking them?

Consider advertising on appliances.

Fit solar panels to fire station roofs for housing the appliances, which when installed could power the
running of the stations, power any electrical vehicles, cars and even electric fire engines in the future.
Green is the way forward and with government grants and incentives this could be achieved a lot
cheaper than just buying equipment outright. These areas are so large you could even sell back to the
grid to earn money, especially the retained stations as they require hardly any electrical running, it
would be mostly just profit from these stations.

There are thirty-eight fire stations in North Yorkshire and each has a tower. The top of the tower is
hardly ever used. Could this space be rented out to mobile phone providers to house a mast to give
better coverage where, in most fire station areas, the tower is the highest structure in the area.

Look at using our training centre as a resource to provide external training to companies to raise
revenue.

Consider streamlining senior and middle management structure. Could a station be run between watch
managers with any problems sorted out by an area manager.

Staffing and resources

Drive equality, inclusion and positive action so that residents of North Yorkshire have a fire service that
is truly representative of the community which we protect. Employees of North Yorkshire Fire and
Rescue Service deserve to work in an environment that supports and celebrates diversity.

Significant concerns around any possibility of cuts to the frontline.
Would like certainty around when the service would next look to recruit wholetime firefighters.
Work with partners to assist in medical emergencies. Views range from strong support to no support.

Concern around the brand of the Fire and Rescue Service diluting if associated too closely with police.

Internal communication

IT

Internal communication improvements needed in terms of transparency between senior management
and staff. Focus on engaging with staff.

Provide regular updates to staff on key decisions and issues around ongoing disputes/issues e.g.
Tactical Response Vehicles.

e Ordering process for acquiring new kit from stores needs to be automated and more efficient.

Concerns around technical issues with the Mobile Data Terminals used in the appliances.



