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AGENDA

PLEASE REFER TO THE NOTES AT THE END OF THE AGENDA LISTING SHEETS

1 Apologies
2 Minutes (Pages 1 - 2)

of the previous meeting held on 3 December 2019 attached.

3 Items Requiring Urgent Attention

Items which, in the opinion of the Chair, should be considered at the meeting as matters
of urgency.

PART 1 - OPEN COMMITTEE

4 Safer Together Programme Service Delivery Operating Model Phase 1 - New Duty
Systems and Contracts for Operational Staff (Pages 3 - 8)

Report of the Director of Service Improvement (CSCPC/19/1) attached.
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Safer Together Programme Service Delivery Operating Model Phase 2 -
Reallocation of Resources (Pages 9 - 58)

Report of the Director of Service Improvement (CSCPC/19/2) attached.

Safer Together Programme Service Delivery Operating Model Phase 2 -
Consultation Process (Pages 59 - 64)

Report of the Director of Service Improvement (CSCPC/19/3) attached.

MEMBERS ARE REQUESTED TO SIGN THE ATTENDANCE REGISTER
Membership:-

Councillors Redman (Chair), Buchan, Colthorpe, Doggett, Eastman (Vice-Chair),
Radford and Trail BEM



NOTES

1.

Access to Information

Any person wishing to inspect any minutes, reports or lists of background papers relating to any item on this
agenda should contact the person listed in the “Please ask for” section at the top of this agenda.

Reporting of Meetings

Any person attending a meeting may report (film, photograph or make an audio recording) on any part of the
meeting which is open to the public — unless there is good reason not to do so, as directed by the Chair -
and use any communication method, including the internet and social media (Facebook, Twitter etc.), to
publish, post or otherwise share the report. The Authority accepts no liability for the content or accuracy of
any such report, which should not be construed as representing the official, Authority record of the meeting.
Similarly, any views expressed in such reports should not be interpreted as representing the views of the
Authority.

Flash photography is not permitted and any filming must be done as unobtrusively as possible from a single
fixed position without the use of any additional lighting; focusing only on those actively participating in the
meeting and having regard also to the wishes of any member of the public present who may not wish to be
filmed. As a matter of courtesy, anyone wishing to film proceedings is asked to advise the Chair or the
Democratic Services Officer in attendance so that all those present may be made aware that is happening.

Declarations of Interests at meetings (Authority Members only)

If you are present at a meeting and you are aware that you have either a disclosable pecuniary interest,
personal interest or non-registerable interest in any matter being considered or to be considered at the
meeting then, unless you have a current and relevant dispensation in relation to the matter, you must:

(i) disclose at that meeting, by no later than commencement of consideration of the item in which you
have the interest or, if later, the time at which the interest becomes apparent to you, the existence
of and — for anything other than a “sensitive” interest — the nature of that interest; and then

(i)  withdraw from the room or chamber during consideration of the item in which you have the relevant
interest.

If the interest is sensitive (as agreed with the Monitoring Officer), you need not disclose the nature of the
interest but merely that you have an interest of a sensitive nature. You must still follow (i) and (ii) above.

Where a dispensation has been granted to you either by the Authority or its Monitoring Officer in relation to
any relevant interest, then you must act in accordance with any terms and conditions associated with that
dispensation.

Where you declare at a meeting a disclosable pecuniary or personal interest that you have not previously
included in your Register of Interests then you must, within 28 days of the date of the meeting at which the
declaration was made, ensure that your Register is updated to include details of the interest so declared.

Part 2 Reports

Members are reminded that any Part 2 reports as circulated with the agenda for this meeting contain
exempt information and should therefore be treated accordingly. They should not be disclosed or passed on
to any other person(s). Members are also reminded of the need to dispose of such reports carefully and are
therefore invited to return them to the Committee Secretary at the conclusion of the meeting for disposal.

Substitute Members (Committee Meetings only)

Members are reminded that, in accordance with Standing Order 37, the Clerk (or his representative) must
be advised of any substitution prior to the start of the meeting. Members are also reminded that
substitutions are not permitted for full Authority meetings.
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Agenda Item 2

COMMUNITY SAFETY & CORPORATE PLANNING COMMITTEE
(Devon & Somerset Fire & Rescue Authority)

3 December 2018

Present:-
Councillors Redman (Chair), Colthorpe, Eastman (Vice-Chair), Ellery, Radford and Trail BEM.

Apologies:-
Councillor Prowse.

* CSCPC/7 Minutes
RESOLVED that the Minutes of the meeting held on 22 October 2018 be signed as a
correct record.

* CSCPC/8 Change & Improvement Programme Service Delivery Operating Model - Phase
1 - Duty Systems & Contracts for Operational Staff

The Committee considered a report of the Director of Service Improvement
(CSCPC/18/7) on the first phase of the Service Delivery Operating Model workstream
of the Change & Improvement Programme. The Service Delivery Operating Model
would develop a new model for service delivery, driven by the Integrated Risk
Management Plan to most effectively match Prevention, Protection and Response
resources to identified risk. The Service Delivery Operating Model workstream
involved a number of complex interdependencies and would be addressed in several
phases, the first of which dealt with whether current duty systems enabled the
Service to achieve its desired goal of increasing its capacity for prevention and
protection activities; increase its ability to match response to risk; and deliver an
effective Service with a shrinking budget.

The report identified extensive engagement with staff and representative bodies in
developing the following four options in relation to duty systems:

Option 1 — do nothing. Continue with the current wholetime and on-call
contracts the Service currently deploys;

Option 2 — enable the Service to deploy a variety of duty systems from an
agreed suite of options, tailored to the risk of the particular area served. This
might include a hybrid of wholetime and on-call systems to allow greater
flexibility and adaptability, taking a holistic systems approach;

Option 3 — retain the “2-2-4” wholetime system (fixed watches of two day
duties from 09:00 to 18:00hours, two night duties from 18:00hours to
09:00hours followed by a period of 96 hours off) but offer more flexible on-call
duty systems to encourage greater availability; and

Option 4 — keep the current on-call duty system but alter the 2-2-4 shift start
and end times.

The report identified the high level benefits and disadvantages for each option. The
Service Executive Board had approved Option 2 as being the only option that
recognised the diversity between different communities served and provided the
flexibility to adapt to differing risks in the future while recognising the Service
workforce, holistically, as two complementary parts of the same dynamic system.
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In relation to Option 2, the report detailed a suite of 9 duty solutions from which the
Service could select and match to individual stations based on the key principles of
increasing prevention and protection activities, increasing crew availability and
matching resources to risk effectively and efficiently.

It was recognised that approval of Option 2 at this stage would then entail further
work, including staff and representative body engagement, to fully develop the suite
of viable options. This could also require consultation and negotiation to secure
collective agreements.

The Committee also recognised that whilst it was within the remit of the Service to
explore alternative crewing options that might secure improvements in prevention,
protection and response activities, better matching resources to risks, other means of
securing improvements (e.g. funding) were outside of the direct control of the Service
and Authority and may require lobbying to the relevant bodies.

RESOLVED
(a). thatthe Service approach of progressing Option 2, namely

Recognising that one size does not fit all, enabling the Service to
deploy a variety of approved duty systems from an agreed suite of
solutions, tailored to the risks of the particular area served and
allowing, as required, a hybrid of wholetime and on-call systems to
allow greater flexibility and adaptability and thereby implementing a
holistic systems approach to addressing risk

be endorsed; and

(b). that a further report be submitted to the Committee for information once
the options have been fully developed.

* DENOTES DELEGATED MATTER WITH POWER TO ACT

The Meeting started at 2.00 pm and finished at 4.05 pm
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Agenda Item 4

REPORT REFERENCE
NO.

CSCPC/19/1

MEETING

COMMUNITY SAFETY AND CORPORATE PLANNING COMMITTEE

DATE OF MEETING

27 JUNE 2019

SUBJECT OF REPORT

SERVICE DELIVERY OPERATING MODEL PHASE 1 - NEW DUTY
SYSTEMS AND CONTRACTS FOR OPERATIONAL STAFF

LEAD OFFICER

DIRECTOR OF SERVICE IMPROVEMENT

RECOMMENDATIONS

That the report be noted.

EXECUTIVE SUMMARY

Report reference no. CSCPC/18/7 endorsed by the Community Safety
and Corporate Planning Committee (the Committee) in December 2018
described a number of options for new duty systems to be developed
within Devon & Somerset & Fire & Rescue Service (the Service).

Subsequent discussions, information and engagement has allowed the
Service to refine the original proposals to six distinct solutions that will
support the stated aims of matching resources to risk and increasing
levels of prevention and protection activity.

Formal negotiations have commenced with the relevant Trades Unions
on these various solutions. It is anticipated that negotiations will be
swiftly concluded for those systems that are broadly compliant with
nationally negotiated terms and conditions, but protracted talks may be
needed for those that are outside of these conditions.

These duty systems will require a collective agreement to be made
between the Service and the Trades Unions in order to achieve
implementation.

RESOURCE
IMPLICATIONS

None

EQUALITY RISKS AND
BENEFITS ANALYSIS
(ERBA)

People Impact Assessments have been conducted on each of the
proposed duty systems

APPENDICES

None

LIST OF BACKGROUND
PAPERS

Report reference No. CSCPC/18/7
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1.1

1.2

1.3

2.1

2.2

23

24

3.1

3.2

3.3

3.4

INTRODUCTION

Members of the Community Safety and Corporate Planning Committee (the Committee)
have previously been presented with an options paper regarding the development of new
duty systems and contracts for operational staff (report reference no. CSCPC/18/7)
within Devon & Somerset Fire & Rescue Service (the Service)

The Committee endorsed the Service approach to developing this work in order to
enable the Service to deploy a variety of duty systems from an agreed suite of solutions
(identifying one size does not fit all) that are tailored to the risk of the particular area it
serves. This may include hybrid of whole time and on call systems to allow greater
flexibility and adaptability, taking on a holistic systems approach to tackling risk.

This report provides an update on that work for the Committee to note.

BACKGROUND

In October 2018 the Service conducted a workshop with Service Delivery staff from all
levels of the organisation. At this workshop staff were presented with information around
our current performance and our risk picture across the range of communities.

Some ideas from other fire and rescue services were shared for consideration and Staff
were asked to put forward their own ideas for how we could change the way we work.
Their ideas had to facilitate more capacity for prevention and protection activities; better
response arrangements and availability and other benefits, such as efficiency, creating a
more diverse workforce and greater staff wellbeing.

This was followed by several engagement drop in sessions held across Devon and
Somerset to share the range of ideas generated by staff and the original information for
feedback and to encourage any further ideas.

By reviewing all the feedback gathered and the specific solution creation exercises
undertaken during the October 2018 workshop in order to meet the aim of a better use of
our resources to meet risk whilst improving our capacity to deliver prevention and
protection work, the Service identified 9 duty system solutions for further development.

UPDATED POSITION

Over the past 6 months the Service has continued to work with staff and the
representative bodies to further refine the possible duty solutions available.

This has included staff visiting other Fire & Rescue Services to view different systems
and visits from other Services to explain how other systems work in practice.

During this time, European case law was established with regards to the interpretation of
the Working Time Directive for ‘volunteer firefighters’'.

The term ‘volunteer firefighter’ has different meanings throughout the European Union
but an early review of the case indicated that the outcomes would need to be considered
within the scope of developing the duty options for the Service. The main issue being the
level of containment in terms of geography and time expected of an individual in
maintaining their availability to crew a fire appliance.
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3.5

3.6

3.7

In addition to this, there have been ongoing negotiations between the National
Employers and the Fire Brigades Union with regards to the possible expansion of the
Fire Fighter role map which also needed to be considered. These negotiations are
currently stalled.

The outcome of these discussions and considerations is the proposal of six different duty

systems that have now been presented to the representative bodies for formal
negotiation.

The six duty systems in principle are:

Duty Solution 1:

Wholetime Flexi Rostering

Flexi-Rostering system would allow the Station to effectively manage their
resources against the required hours of cover required to meet the risk in the
area. There would be a number of options for shift times within a self-rostering
arrangement that the Service could examine. This is a flexible team based
approach with staff allocating their own shifts within an agreed rule set to ensure
that planned crewing levels are maintained.

By engaging staff to influence a new shift system designed, within a framework
that matches resources to risk based in and around each specific station
response map, will result in a shared goal and effective delivery model. This will
meet our strategic intent of implementing new crewing models and flexible
contracts to improve availability and enable community safety work.

Duty Solution 2:

Whole time 2-2-4 with amended crew change times - based on local risk
profile data.

This solution would allow some stations to remain on a 2-2-4 basis but with
adjusted shift times.

Evidence shows that there is a greater demand of response between 0900 and
2200, with the spike in the numbers between 1600 and 2000. Currently our shift
change over times are 0900 — 1800 for days & 1800 — 0900hrs for nights which is
not conducive to being at a state of readiness at peak times and incurs additional
overtime and staff changeover costs.

Duty Solution 3:

Wholetime Flexi Rostering Day Crew

Similar to solution 1 above this would allow staff to effectively manage their work
pattern against the required hours of cover required to meet the risk in the area —
covering days only.

This supports are intent to provide an improving culture of inclusivity and better
work/life balance for staff. It will also ensure we can prioritise and increase our
capacity to deliver prevention and protection activities in our communities
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Duty Solution 4:

Wholetime Operational Day Crewing

This solution effectively means giving the Service the ability to match response to
risk in areas that have varying levels of availability and currently little capacity to
deliver effective prevention and protection activity.

Day crewing with wholetime full time equivalent firefighters during office hours
Monday to Friday at various locations to further support our prevention, protection
and response activity

Duty Solution 5:

On Call Availability

On Call personnel would be paid to maintain availability on an hourly basis rather
than receiving a retaining fee. Minimum and maximum numbers of hours would
be set per week but staff would have the flexibility to vary their cover to support
availability.

Failure to maintain minimum crewing levels will result in no payments to any
available staff.

Benefits of this system include:
¢ Increased flexibility for staff whilst enabling a more agile, cost effective
service provision.

e Increases availability to ensure we can give the right response, at the right
time, whilst making the most efficient use of resources.

e Fairer as it is applied across the Service.
e Fairer reward as staff are paid for every hour that they are standing by.

e Less barriers to recruitment with more flexible contract lengths — benefits
to diversity of workforce

e Fairer allocation of shifts and operational experience across station
personnel— at the moment those living/working closest to the station tend
to get the majority of the calls, whilst others are required to be on call for
long periods but rarely get to attend incidents.

Duty Solution 6:

On Call Call Back

An On Call contract to provide response within 30 minutes to a set location to
support specialist appliance mobilisation.

This would be an additional resilience contract designed to support dual crewed
appliances that are not subject to a defined emergency response standard.
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4.1

4.2

4.3

4.4

4.5

5.1

NEXT STEPS

Formal negotiations on all 6 duty systems have been opened with the relevant trades
unions.

Some of the systems remain compliant with the existing national terms and conditions for
fire fighters as described in the National Joint Council for Local Authority Fire and
Rescue Services Scheme of Conditions of Service (the ‘Grey Book’). It is anticipated that
negotiations on these areas should be swiftly concluded.

For those systems that are not ‘Grey Book’ compliant there is a requirement for a local
collective agreement to be made between the Service and the relevant Trades Union(s).
Early indications are that this could be an elongated process as referral may need to be
made to regional and national governing bodies of the Trades Union(s) for agreement.

The implementation of new duty systems supports phase 2 of the Service Delivery
Operating Model which will be discussed elsewhere on the agenda.

As these matters are now subject to internal negotiation, it is suggested that no further
distinct reports are made to the Committee but updates will be referenced in the wider
implementation of the Service Delivery Operating Model for the future.

RECOMMENDATION

It is recommended that the report be noted.

ACFO PETER BOND
Director of Service Improvement
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Agenda Iltem 5

REPORT REFERENCE
NO.

CSCPC/19/2

MEETING

COMMUNITY SAFETY AND CORPORATE PLANNING COMMITTEE

DATE OF MEETING

27 JUNE 2019

SUBJECT OF REPORT

SAFER TOGETHER PROGRAMME SERVICE DELIVERY
OPERATING MODEL PHASE 2 — REALLOCATION OF RESOURCES

LEAD OFFICER

DIRECTOR OF SERVICE IMPROVEMENT

RECOMMENDATIONS

That the Authority be recommended to approve the options
identified below for the purposes of public consultation:

Option 1 - Station closures
Option 2 - Station closures and removal of all third engines

Option 3 - Station closures, removal of all third and some second
engines

Option 4 - Station closures, removal of all third and some second
engines and change of status to day crewing

Option 5 - Station closures, removal of all third and some second
engines, change of status to day crewing with a change of status
to On Call at night

Option 6 - Station closures, removal of all third and some second
engines, change of status to day crewing with a change of status
to On Call at night, change of status to some additional second
engines to become On Call at night only and the introduction of
day crewed wholetime roving engines.

EXECUTIVE SUMMARY

See Section 1 below.

RESOURCE As set out within the report.

IMPLICATIONS

EQUALITY RISKS AND The options set out within this report will be subject to rigorous
BENEFITS ANALYSIS consultation with staff, public and representative bodies.
(ERBA)

APPENDICES A. Data Tables

LIST OF BACKGROUND
PAPERS

Integrated Risk Management Plan (2018-2022)
Fire & Rescue Plan (2018)

Draft Community Safety Strategy

Fleet, Equipment and Water Strategy.
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1.1

1.2

1.3

1.4

1.5

1.6

1.7

EXECUTIVE SUMMARY

Demand for the Fire and Rescue Service (FRS) is reducing with fewer incidents and less
people being injured or dying from fires. The amount of money we have is also reducing
so we need to ensure that we are efficient and effective with our use of resources in
order to provide the best service to the communities of Devon and Somerset.

Within our Integrated Risk Management Plan 2018 — 2022 (IRMP) we set out and
explained what the key risks facing our community are. We also explained in broad terms
what we would do to mitigate against these risks. We made a commitment to increase
our preventative activities in order to make our communities safer. We also gave a
commitment to relocate resources to match the changing risk profiles.

The new Service Delivery Operating Model must address the most significant risks as
identified within our IRMP that relate to the way in which we deliver efficient and effective
use of our resources. These being:

e The historical distribution of service delivery resources;
e The unavailability of On Call appliances; and

e Anincrease in the number of serious fires affecting commercial premises.

The historical distribution of service delivery resources

Broadly speaking, the location of our 85 fire stations hasn’t changed since the 1940’s
even though the communities they serve will have changed significantly around them.
Our existing operational response performance is now being impacted as our cities,
towns and villages grow and will continue to be so.

We have innovated over many years and have led nationally on the introduction of new
vehicles, made some significant changes to crewing levels and become more efficient
and effective in areas where we have full time firefighters (urban/large towns). Our target
of making an attendance to a dwelling fire incident is 10 minutes and we currently meet
this on 72.5% of occasions across the service area. The Devon & Somerset Fire &
Rescue Authority (the Authority) agreed to this standard in 2008 when the nationally
agreed standard of fire cover was removed leaving them to be locally agreed. At the time
when the 10 minute standard was introduced, it was acknowledged that it would not be
possible to meet this standard on all occasions and an assessment was undertaken to
determine the percentage of properties that would fall within this 10 minute response
zone. It was understood at that time that around 80% of properties were within the 10
minute zone based on our fire station locations at that time. It was agreed that in
mitigation, those properties that fell outside of this 10 minute zone would have additional
resources allocated should a fire involving a dwelling occur.

However, the risk associated with fire has decreased significantly over the years and we
have made great strides in our work to help people be safe in their own homes and when
they are driving on our roads, with dedicated staff who provide high quality interventions
targeted toward the most vulnerable, taking referrals from other agencies through our
partnership working. This is known as our Prevention activity.

We have a number of specialist fire protection officers who enforce fire safety standards
in buildings used as places of work or for leisure (the responsibility for safety of a building
rests with the person who has responsibility for it). We also work with Local Authorities to
enforce the regulation of buildings that are homes but are not of a single dwelling type
(houses in multiple occupation and flats with communal exit routes). This is known as our
Protection activity.
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1.8

1.9

In these areas though, we believe we can do more to reduce risk to our communities. In
the coming years, we want to invest more in the Prevention and Protection activity and
make everyone safer. This will either cost more money or require us to reallocate our
resources.

The unavailability of On Call appliances

In our larger urban areas and some large towns, we operate a crewing model that hasn’t
changed significantly in the last 42 years. Full time (known as Whole time) staff work a
standard 2 day shifts, 2 night shifts then 4 days clear of duty and the stations are crewed
24 hours a day, 365 days a year. Some of these stations also have On Call staff who
crew additional engines. Conversely, in less urbanised areas, we only have On Call
firefighters who are paid a retaining fee (10% of a whole time firefighters pay) and then
an hourly rate for each incident they attend. These staff are contractually required to
provide between 63 and 84 hours of cover each week. It should be noted that these are
nationally agreed working arrangements and deviation from them will require negotiation
with the relevant trades unions

Operational demand for our services has reduced significantly in the past 17 years,
between 2001/02 and 2017/18 total fires attended have reduced by 59% in Devon &
Somerset but we have increased the number of fire stations and have the same number
of front line fire engines. The On Call crewing model that we use on the majority of our
fire stations has become increasingly less reliable, particularly during the daytime hours.
On a typical day, we have up to 20% of our On Call fire engines not available. This On
Call crewing model relies on employing firefighters who have other jobs and respond for
us only when an emergency incident occurs.

We have had some limited success in recruiting additional On Call staff in some areas
but the requirement to respond within 5 minutes and the need to provide significant cover
throughout the week is challenging for many, especially in smaller towns/villages. The
most significant challenge is during the daytime hours. Forty years ago we had many
local employers manufacturing or providing other services locally who would release staff
to undertake On Call work for Devon & Somerset Fire & Rescue Service (the Service).
We also relied heavily on the self-employed — builders, electricians, plumbers etc. The
pay of a firefighter was comparable previously but that is no longer the case as in some
instances, our On Call firefighters receive what is effectively only half of their self-
employed pay rate when they respond to incidents for us as a firefighter.

With the change in employment and the local economy, the challenges for us recruiting
sufficient staff in some areas continues to get worse. This is reflected in significant
number of fire engines not being available, particularly during the daytime, and the issue
is compounded if the same applies in neighbouring towns and villages. It is also
adversely impacting on our ability to provide the same level of operational response as
we would have been able to do in the past. The Service has been paying additional
hours to staff who are able to offer additional availability, at full time staff rates of pay, in
order to ensure that those fire engines that have been identified as strategically
important, remain available. However, even when we do this, it does not solve the
problem so a different, more sustainable solution is required.
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2.1

2.2

2.3

An increase in the number of serious fires affecting commercial premises

It has long been acknowledged that the most effective way to prevent fires in commercial
buildings is to provide an appropriate form of regulation. The Regulatory Reform (Fire
Safety) Order for which the Fire and Rescue Service is the primary enforcing authority
applies to all commercial buildings. We currently undertake on average 5000 inspections
each year across Devon and Somerset in order to ensure that these buildings are safe.
However, as risk information becomes available, we know that we do not currently have
sufficient resources to enable us to deal with the growing number of high risk premises
that are identified as being potentially non-compliant with the regulations.

Additional prevention and protection officers.

In 2019/20, we have reduced the number of managers in the Service and plan to use
much of the savings generated to invest in additional prevention and protection (front line
delivery) staff. Some investment will be in operational officers who will also support our
future prevention, protection and response model. Some money will be used to support
non-operational staff who can be dedicated to specialist protection areas. As such,
money saved from having fewer senior managers will be invested into supporting front
line service delivery.

Pay On Call staff more (payment for availability model)

To support the On Call model further, we are currently in discussions with trade unions to
create a duty system that will pay our On Call staff more money for their time with us. We
will particularly weight day cover as this will support a more reliable model for the future.
We have earmarked additional money to fund this investment in our staff. We are also
keen to ensure that the new model works better for our staff. This work is separate to this
paper but is relevant to it given the changes outlined.

PROPOSALS

We have carefully reviewed where we should best locate resources to minimise risk and
provide better response coverage. We have also closely examined the risks associated
with our communities and the activity levels of all of our fire engines over the last five
years. Some of our stations attend only a handful of fires each year. We currently have
121 front line engines and these cost £100,000-£300,000 per engine. This all adds
expense to a Service that has not been protected from Government grant reductions. We
have innovated and have a strong track record of making savings to meet the budget
requirement but some of our fire stations and fire engines are becoming increasingly
difficult to justify.

Therefore, the combination of reduced risk (which is a good thing as people are safer)
resulting in fewer fires and operational deployments and continuing financial pressures
means that the current Service Delivery model is not sustainable. A new operating model
is therefore required.

The proposals in this paper are designed to improve efficiency and effectiveness of
Devon & Somerset Fire & Rescue Service and better match resources to risk. In terms of
response, these proposals collectively aim to improve the reliability of emergency cover
during the day whilst maintaining a robust On Call model at night. In terms of protection
and prevention, we aim to significantly increase the number of home safety visits and
business safety audits conducted.
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24

2.5

2.6

2.7

2.8

All of the options see a proportion of the savings from removing low risk/low activity fire
stations and fire engines invested into increasing prevention and protection activity as
well as minimising the risk of changes to emergency response arrangements.

A significant increase in prevention activity is proposed which will mean we can make
people safer by preventing fires and other emergencies before they occur. This approach
saves lives and people are now safer as a result of prevention activities than ever before.
A significant increase in protection activity is also presented which will mean that we can
conduct fire safety audits of more commercial buildings which will reduce the number of
fires. This will protect the local economy and also keep our Firefighters safe.

We also introduce a new approach to improve emergency response arrangements. We
propose to pre-deploy some fire engines into areas where emergencies are most likely to
occur as well as providing additional guaranteed response cover to ensure a more
reliable response option is presented. This will mean that we are more likely to be in the
right place at the time of emergencies rather than just waiting until they occur then
responding from our fire stations some of which are no longer in the right place as new
housing, commercial and transport infrastructure has been introduced. We will be able to
change the location of these roving vehicles as the risk changes (e.qg. if a large event is
taking place we can ensure we bring additional resources in to help mitigate risk or if our
data tells us that we typically have a number of accidents at particular times of the day
on particular roads, we can pre deploy these roving fire engines to be in the right position
and respond more quickly to some incidents).

We will crew these roving vehicles with whole time staff during the day which is where
our current largely On Call model is less reliable due to our On Call staff not always
working close to where our On Call fire stations are located. This will increase the
number of whole time crewed fire engines during the day from 13 to 19. At night, when
risk is greater but activity is lower, we will not require these roving vehicles and will be
better able to support our On Call model by paying On Call staff more money and
providing them with contracts that better meet their needs and lifestyle. This will help us
increase our diversity of employment and assist us better represent the communities we
serve. This will also help to reduce the number of On Call staff who leave each year.

As part of the proposals, we propose to close 8 low risk/low activity fire stations, some of
which we struggle to provide sufficient On Call crew in any case. We also propose to
remove 8 low risk/low activity fire engines and provide whole time firefighters on 3 fire
stations during the day only, with On Call firefighters in these areas responding to
incidents at night. Finally, we propose that 14 On Call fire stations where we have two
fire engines provided, focus on ensuring that we have sufficient firefighters on the first
fire engine during the day. At night, both fire engines would be expected to be crewed.
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2.9

2.10

3.1

3.2

The savings identified are shown below and indicate how we can use money from
removing low risk/low activity fire stations and fire engines better to improve prevention
and protection as well as improving guaranteed availability of fire engines deployed to
where risk and cover requires them. It should be noted that any savings from the On Call
salary budget will be reinvested to improve the pay for On Call staff.

Savings and Fire Safety Checks
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We recognise that there will be concerns in some areas as a result. Change is unsettling
for staff and the public but the need to make evidenced based decisions is compelling.
Through the consultation process, we will listen to these concerns, make changes to
proposed plans where required with a final decision being made by the Fire Authority in
November/December 2019. Implementation of any changes agreed will commence in
2020.

INTRODUCTION

The aim of this paper is to present proposals that support a new Service Delivery
Operating Model. It will detail a number of options for approval to proceed to a public
consultation.

As stated in our Fire and Rescue Plan (2018), the Service has committed to prioritising
prevention and protection activities within its communities in an aim to remove
preventable fire and rescue emergencies. The Service objectives are to:

e Ensure we can prioritise and increase our capacity to deliver prevention and
protection activities in our communities, ensuring it is targeted and focussed to
best aid reducing the known risks in each area

e Ensure that we are providing the best response possible to match the modern
risks of today with the resources available, whilst fulfilling our statutory duties
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e Increase availability to ensure we can give the right response, at the right time,
whilst making the most efficient use of resources

The development of the Service Delivery Operating Model looks to reshape service
delivery provision to provide an efficient service response to risk, meeting our statutory
dwelling fire and road traffic collision duties, addressing over and under capacity,
updating duty systems to better match both response requirement and staff needs and
release resources to support further investment in prevention and protection activities to
reduce future risk. The operating model encompasses stations, appliances, operational
duty systems and staffing levels.

We work every day with our communities and partners to prevent emergencies and to
make citizens safer in their home, place of work and where they visit.

Much of what we do as a fire and rescue service has not changed for 40 years, while
everything else around us has changed significantly. New large housing developments,
people living further away from their places of work, an increasingly elderly population,
changes to technology and far fewer fires are all reasons we need to adapt.

The locations of our fire stations, the distribution of our fire engines and the way they are
crewed does not currently address all of these issues. The maijority of our stations are
On Call — this means that they are fully trained firefighters but have other jobs and have
to be located within five minutes of the fire stations when they are available for us.

We have spent some considerable time considering how we might realign some of our
resources so that we can provide an even better service to the public. A better service
means fewer deaths and injuries.

Change though can be unsettling and the sense of loss if vehicles, fire stations or staff
numbers are reduced are often a cause for concern. Therefore we have ensured that our
options are fully thought through, developed by staff who have to implement the change
and evidenced with data.

The proposals that follow are designed to present options for a new operating model -
one which uses our resources better and provides an improved service to the people
who live, work and visit Devon and Somerset.

STRATEGIC PLANNING AND RISK ASSESSMENT

In 2018, the Authority approved the latest iteration of its Integrated Risk Management
Plan (IRMP). This document is required through the Fire and Rescue National
Framework for England and causes the Authority amongst other things to ‘assess all
foreseeable fire and rescue related risks that could affect their communities’.

The outcome of the IRMP identified the following community risks:

e Anincreasingly ageing population;

e Common Health and Wellbeing risks;

e The unavailability of On Call appliances;

¢ The historical distribution of Service Delivery Resources;
¢ Anincreasing demand for Emergency Medical response;

¢ Anincrease in the number of serious fires affecting commercial premises.
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Thankfully, in the last 17 years, fires have reduced by 59% locally and 61% nationally.
This reduction has largely been due to two things - our work around fire prevention and
protection, and changes in technology and habits.

Every year we carry out about 27,700 hours of prevention activities across Devon and
Somerset, including home safety visits, school talks and visiting other groups.

We also carry out checks and audits for non-domestic premises and events — around
18,300 hours a year.

There have been significant changes in both technology and our daily habits which have
impacted the number of fires. The smoking ban; changes to furniture and furnishing
regulations; and even the introduction of the oven chip meaning we deep-fry less, have
all contributed to reducing fire risks inside the home.

This means that over the last 5 years 55 out of our 85 stations attended on average
fewer than 10 dwelling fires in their station area per year.

Not only have our lives and habits changed, our population and where we live in Devon
and Somerset has changed too. In the past few years we have seen significant new
housing developments happening across our two counties, and these new developments
are continuing to grow.

This means we need to assess where we are located in relation to this massive
population change. Through our risk analysis and risk profiling, we also know some
people will be more at risk of being involved in a fatal fire due to certain factors, and we
need to ensure we are able to take steps to reduce the likelihood of these incidents.

For example, we know that those aged over 85 have a much higher rate of fatal fires. In
Devon and Somerset, it is predicted that the number of people aged over 85 will increase
by a third in the next ten years