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Summary

1.

The aim of the Asset Management Strategy is to provide clear guidance on the East
Sussex Fire Authority’s capital objectives and the management of its assets.
(paragraph 1.1)

The effective and efficient delivery of our Service requires asset management
processes that meet the Fire Authority’s and our local communities’ requirements in
terms of service delivery, reliability, safety and cost measured against risk. Our asset
management strategy, and the capital and revenue expenditure planning processes
that underpin it, provides a structured approach to this challenge. (paragraph 1.2)

To meet the Vision and Aims, there is a clear need to ensure that the assets of the
Service are in good condition and are fit for purpose for a modern Fire and Rescue
Service. Every opportunity will be explored to see how these assets can be made
more available to the community, and to seek to achieve shared resources wherever
possible. (paragraph 3.1.5)

This Asset Management Strategy and its supporting Plan seeks to be effective in
achieving the following principles and benefits both to the Fire Authority and for the
communities we serve including: (paragraph 5.1)

Community Usage /Wellbeing

Cultural Change Agent

Effectiveness In Maximising Resource Outcomes
Equalities and Fairness

Partnership

Statutory Compliance

Sustainability

Value For Money
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1.2

1.3

1.4

15

2.1

Introduction

The aim of the Asset Management Strategy is to provide clear guidance on the East
Sussex Fire Authority’s capital objectives and the management of its assets.

The effective and efficient delivery of our Service requires asset management
processes that meet the Fire Authority’s and our local communities’ requirements in
terms of service delivery, reliability, safety and cost measured against risk. Our asset
management strategy, and the capital and revenue expenditure planning processes
that underpin it, provides a structured approach to this challenge.

The Strategy outlines the asset management processes and guiding principals used
to ensure the Services assets meet the current and future needs of East Sussex Fire
Authority, our staff and the communities we serve. It details the organisation’s current
position regarding key assets, sets out the capital priorities and spending plans and
how these link to our strategic objectives.

“Our vision for East Sussex Fire and Rescue Service is “Achieving safer and more
sustainable communities” with the aim to make our County and City safer and to
improve the well-being for all of our citizens.

This Strategy reflects the Services vision for the period 2008/09 — 2012/13, takes
cognisance of, and must be read in conjunction with, the following influencing
documents:

our Strategic Plan

our Integrated Risk Management Plan (IRMP)

our Annual (BVPP) Plan

Fire and Rescue Service National Framework 2008 - 11

This Strategy is supported by a separate Asset Management Plan, which provides
detailed information for all of our assets, arrangements for implementing this Strategy
and new statutory responsibilities following the introduction of the Fire and Rescue
Services Act 2004, the Fire Emergency Powers Order 2005, the Civil Contingencies
Act 2004, Environmental Legislation and Government change agenda items such as
European Union Emission Trading Scheme, UK Climate Change Levy, UK Carbon
Reduction Commitment and outcomes of a Best Value Review of Estates
Management undertaken in 2007/08.

ESFRS Background Context

East Sussex Fire Authority, and its supporting Service, covers an area of
approximately 1,800km2 with 75km of coastline. The Service provides fire and
emergency response services as well as related community safety services to a
population of 760,000, but this is greatly increased with a large numbers of tourists
and visitors for business and conference purposes.



2.2

2.3

2.4

3.1

3.1.1

3.1.2

3.1.3

3.14

The Service asset infrastructure has to serve the City and two other major towns
along the coast for 70% of the population, and a large rural area with a number of
smaller towns and villages.

Our location on the South Coast does not have good road links with dual
carriageways limited to approximately 30 miles, restricted by the impact of the
coastline. However, with the coastline and Newhaven providing a gateway to Europe,
we also have a maritime capability at Newhaven.

The pattern of risk for the Service is predominantly rural, but there are significant
special risks spread across the Service area that dictates the location of resources, as
managed through an Integrated Risk Management Plan.

Strategic Influences

Strategic Planning issues

The Fire Authority is committed to supporting and playing an active role in the wider
vision of community services within our local area, which us being developed into
more formalised arrangements under the guise of the Comprehensive Area
Agreements. These arrangements are supported by community profiling prioritised to
local need. The Fire Authority has a clear role in Community Safety and Resilience
matters in the local area, but is increasingly playing a role in community health, youth
offending, community wellbeing and other more cross-cutting local government
objectives and is working with its partners to deliver these objectives.

The Fire Authority also undertakes strategic planning by identifying community risk
through Integrated Risk Management Planning. The outcome of effective risk
management ensures that the right resources are allocated in the right place at the
right time to meet the identified risk. Fire Stations have a crucial role to play in taking
these plans forward since they have the potential to contribute to all the themes for
action set out in the Strategic Plan.

Our vision is “Achieving safer and more sustainable communities”. To help us
translate our vision into measurable actions, we will strive to ensure that three
strategic aims are met (each of which are supported by a number of specific
objectives):

Quality Services — by providing prevention, protection and response services
that reduce the number and impact of emergency incidents

Diverse, safe, valued and competent workforce

Deliver quality, value for money services

The aims and objectives for the management of Service Assets are consistent with
those of our Strategic Plan.
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3.2

3.2.1

3.2.2

3.2.3

4.1

4.2

4.3

To meet the Vision and Aims, there is a clear need to ensure that the assets of the
Service are in good condition and are fit for purpose for a modern Fire and Rescue
Service. Every opportunity will be explored to see how these assets can be made
more available to the community, and to seek to achieve shared resources wherever
possible.

Resilience and Business Continuity

The Government’s aim in building resilience and business continuity capacity is to
ensure public safety by taking practical steps to:
Reduce the likelihood of terrorist threat, other major/minor natural or man-made
disasters, or of local service delivery failure
Minimise disruption within our communities, locally or nationally
Effect a speedy return to recovery and normality.

The Government has provided appropriate resilience and business continuity assets
across England to deal with incidents of this nature; the Service’s obligation is to
provide suitable storage and means to ensure all assets can be deployed quickly and
effectively to any incident, and through a risk assessment process identify and protect
systems critical to service delivery.

These resilience and business continuity assets, although provided primarily for
national resilience are available for use to enhance our own capability and as such
are taken into account, along with our neighbouring fire and rescue services assets,
when determining resource allocation as identified through the Integrated Risk
management process.

The Workforce

The Service’s most valuable assets are its employees, with approximately 68% of total
resources centred on employee related costs. The quality, skills and commitment of
our workforce are vital for the Service to fulfill its statutory responsibilities and to
achieve the objectives outlined in our 5 Year Strategic Plan.

The Service employs approximately 700 firefighters, 28 control staff and 137(fte)
business support staff at 26 locations across the region. The Strategies relating to
Workforce investment issues include:

Equality and Diversity Strategy
Health and Safety Strategy
People Management Strategy.

This Strategy concentrates on the Service’s physical assets including premises, fleet,
and operational equipment. A separate Information Management Strategy covers
Information Systems and associated hardware and software, but all our Strategies
inter-relate to one another and the asset management principles established in this
Strategy are relevant to IT assets.



5.1

5.2

5.3

Asset Management Principles

This Asset Management Strategy and its supporting Plan seeks to be effective in
achieving the following principles and benefits both to the Fire Authority and for the
communities we serve including:

COMMUNITY USAGE /WELLBEING: Promoting the concept of community fire
stations to help achieve improvement in the wellbeing of local communities by
offering shared usage of available resources

CULTURAL CHANGE AGENT: Helping to promote new working practices and
act as the trigger for further cultural changes - safe person concept and equality
requirements for building design

EFFECTIVENESS IN MAXIMISING RESOURCE OUTCOMES: Appropriate
maintenance and replacement of assets that consider wider community needs
EQUALITIES AND FAIRNESS: Ensuring the principles and requirements
defined in Level 3 of the Equalities Standard for local government are adhered
to.

PARTNERSHIP: Sustaining our ability to deliver services aligned with locally
agreed priorities, and helping to encourage opportunities for co-location,
partnership working and knowledge sharing whilst focusing investment on need
as identified through wider community profiling with our strategic partners and
our own community risk centre Integrated Risk Management processes.
STATUTORY COMPLIANCE: Compliance with all relevant legislation, i.e. the
Fire and Rescue Services Act 2004, the Fire Emergency Powers Order 2005
and the Civil Contingencies Act 2004, Regulatory Reform Order and Disability
Discrimination Act and relevant Environmental Legislation

SUSTAINABILITY: Reduction in carbon emissions, improved environmental
sustainability and overall reduction in our carbon footprint.

VALUE FOR MONEY

Overall responsibility for Asset Management is discharged by the Support Service
Directorate. This Directorate manages the day-to-day issues to ensure the
organisation’s assets are appropriate to meet strategic needs, suitable for the
workforce to use safely and efficiently, effectively maintained and replaced to
appropriate lifing policies.

The following policy guidance underpins the asset management principles identified
above ands must be adhered to when managing, procuring and maintaining assets:

The Fire Authority’s assets support its statutory obligations.

The Fire Authority’s Integrated Risk Management Planning process will
determine asset sufficiency and enable assets to be deployed to prevent fires,
manage risk and provide an efficient and effective service delivery and
operational response.



6.1

6.1.1

Assets will be procured and maintained in line with the principles of value for
money, in accordance with the Guidance contained within the appropriate Value
for Money Strategy.

The Service will comply with the EU rules governing public sector procurement
and the Fire Authority’s Financial Regulations, Contract Standing Orders and
Budget Strategy when purchasing Assets. The Service will also collaborate
closely with other Fire & Rescue Services and other organisations to investigate
and establish joint procurement opportunities where possible.

The Service will adhere to the Corporate Project Management processes when
planning for new or replacement assets.

The Service will comply with Health Safety and Welfare, Equality and Diversity,
Disability Discrimination and other relevant legislative requirements when
procuring, managing and maintaining assets to ensure that they are safe,
appropriate and fit for purpose.

Improvements to properties will reflect the outcomes of condition surveys;
outcomes will be reflected in the Capital Project Plan and Asset Management
Plan.

Repairs to assets will be effective and ensure they provide no Health and Safety
risk to the staff, contractors and visitors that use them.

Replacement to fleet and equipment assets will be on a cyclical basis this will be
in line with good practice, manufacturer’s guidance and lifing policy as detailed in
the Asset Management Plan. The expected lifespan of vehicles is:

0 Pumping appliances 14 years
0 Special Appliances 15 years
o0 Ancillary Vehicles 5 years

Ensuring our equipment is in good condition and fit for use is managed through
an Asset Inventory Management System. This system tracks equipment and
ensures that necessary maintenance is conducted and provides an audit trail
throughout the life of that equipment.

The Service will promote good design practice in capital and revenue projects to
reduce energy consumption and our carbon footprint wherever possible.

The Authority’s assets will be appropriately insured commensurate with a regular
assessment of potential risks and economic premiums.

Key Assets and replacement policies
Property

Property (including premises) assets comprise all owned premises and operational
structures such as drill or training towers.
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6.1.3

6.1.4

6.1.5
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6.1.7

The property portfolio comprises a range of building type, size and age profile. All
properties are categorised according to their operational function which comprise:
: 1 Service HQ

24 Operational Community Fire Stations.

1 Service Training Centre

3 vehicle workshops

1 Off road vehicle training area (leased)

39 Service houses

The overall property portfolio encompasses a wide variety of building fabric, building
engineering services, plant, equipment, and mains utilities supplies. Plant and
equipment includes, for example, heating systems, emergency generators, and lifts.

Operational Structures

Within the property portfolio are operational structures as detailed below. These are
used for the training of operational staff in hot fire and smoke and humidity
simulations. Given the extremes of their individual uses many are short life assets and
all require regular safety checks and maintenance.
. 1 Hot (Realistic) Fire Training Unit

4 Compartment fire units

4 Drill tower/BA complexes

4 Steel Training Towers

12 Brick Training Towers

Leased Property
East Sussex Fire Authority leases an off road driving facility in Hastings.

Asset degradation

Environmental and other external factors have a significant impact on asset
degradation. For premises and operational structures, degradation results from the
impact of rainfall, the freeze/thaw cycle, storm damage, surface water run-off and
flooding, vegetation, perishing of mortar, loose brickwork, exfoliation of brickwork,
masonry, concrete and corrosion of metallic structures and components. The
constant heating/cooling cycle employed through training necessity, and peculiar to
the Hot Fire Training Units, is a further major degradation aspect that must also be
considered due to the major impact it has on the integrity of the asset structure. Each
of these degradation effects can cause defects that may lead to a loss of strength or
integrity. Action has to be taken to proactively monitor these assets and maintain and
repair defects to ensure integrity is maintained at all times and that safety is not
compromised in any way.

Property Policy Objectives
Key policy objectives for property are safety of all users, meeting community and

business needs, and these are met by managing the overall condition of the asset
portfolio to ensure that all sites remain fit for purpose.
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Risk Management

We manage asset degradation risk by a comprehensive inspection, programmed
maintenance and renewal regime. The results and subsequent actions of our Property
Condition Surveys is directly linked to resource allocation.

Inspection and Examination and Maintenance

All property including premises and operational structures are subject to inspection
and examination regimes. These vary, in frequency and content, by asset type to
reflect their use, construction method, legal obligations and failure implications of the
asset but can be summarised as follows:

Structural Inspection of drill towers over a 5-year cycle with frequencies ranging

from 1 — 5 years.

Annual inspection of hot fire training units

Periodic electrical testing and fixed electrical inspections — 5 yearly for fire

stations — 10 years for housing.

In addition, a more detailed survey is undertaken of all Service premises on an 8 year
cycle with a mid term review. This covers their condition, age and life expectancy and
the findings are used to prepare a medium term property plan. This policy is applied to
achieve a balance between performance, the risk as identified through the IRMP and
the level of funding available at any given time. The intention is to provide an overall
asset condition across the Service that remains constant over time and addresses
natural deterioration and any arising safety issues.

Service Housing

The Fire Authority owns 39 houses located in close proximity to the day crewed fire
stations and are occupied by FRS personnel serving at the respective stations. These
houses are maintained by the Service and all comply with the Government’s published
‘Decent Homes Standard’. The only costs that the occupier is responsible for is the
utility bills. Separate policy guidance exists in relation to seeking to only provide
Service Housing when there is a long term need for the particular locality related to
issues such as shortage of supply and high house prices.

Community Safety Centres

Initiatives are underway that involve our property portfolio and target improving
Service delivery. Until recently, our premises have been regarded in a purely
operational intervention context. Strategic partnership and modernisation have
challenged this singular focus and we have re-assessed our approach to managing
property assets to find ways in which our premises can best add value to our
communities. This will allow our Service to become more accessible, raise the profile
of our community work and help in developing partnerships with other agencies. It will
also assist in extending our work with young people. By offering facilities such as
accessable meeting rooms and office space, it will help us reach our into the
community Our Asset Management Plan will provide an update on these initiatives
with the activity and cost implications clearly defined.
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6.2.4

Fleet

The Service's fleet assets comprise operational Fire and Rescue Pumping
Appliances, Aerial Appliances, Ancillary Operational Appliances and light fleet such as
cars and vans.

Pumping appliances

The Service has a range of 43 pumping appliances, and although all are based on a
specification for Water Tender Ladders; they vary in type, age and design, many now
being equipped with one in seven foam systems and all recently purchased and future
appliances being Euro 5 compliant. All vehicles are categorised according to their
operational status:

35 front line operational Fire and Rescue pumping appliances

5 reserve operational Fire and Rescue pumping appliances

2 training Fire and Rescue pumping appliances

1 driver training vehicle

Aerial Appliances
The Service has three aerial appliances with a lifing policy of 15 years.
Ancillary Operational Appliances

The Service has a range of 21 Ancillary Operational Appliances each with an
individual, but important role in Service delivery; they vary in type, age and design.
There are no clear guidelines for the lifing policy of a Special Appliance, but good
practice suggests 15 years. All these Appliances are categorised according to their
operational role:
- 2 Technical Rescue Units

1 Animal Rescue Unit

1 High Volume Pump

2 Prime Mover

1 Community Safety Vehicle

1 Forest Fire fighting Vehicle

1 Incident Response Unit

1 Off Shore Fire fighting Vehicle

1 Chemical Support Unit

5 Landrover Multipurpose Vehicles

2 Rope Rescue Unit

2 Command Support Units by end of September 2008

1 Water Carrier by end of June 2008
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Light Fleet

The Service has a range of light fleet currently comprising 95 vehicles, they vary in
type, age and design. All Ancillary Vehicles are categorised according to their
supporting role. The lifing policy of vans and cars is a minimum of 5 years unless
operational usage dictates and earlier replacement. A full breakdown of the fleet
details and the replacement programme are detailed in the supporting reference
document to the Strategic Plan and our Asset Management Plan.

Asset degradation

Historically, our fleet has been reliable. However, vehicles do degrade as a result of
ageing and routine use, mechanical damage, accidental damage, exposure to dust
and dirt and salt air, corrosion and oxidation and other environmental factors.
Degradation or failure has potential impacts on crew safety and performance and can
cause operational service delivery difficulties or failure, with a resultant increased risk
to the public. Each of the degradation effects can lead to defects that, if left untreated,
will compromise safety. Positive action has to be taken by the vehicle users to notify
workshops promptly when defects arise.

Fleet Policy Objectives

To ensure that the Authority’s Fleet remains ‘fit for purpose’, management will focus
on:
Satisfying the outcomes of the Integrated Risk Management Process to provide
cost effective appliances capable of carrying crews in safety to meet the
identified local and Service risks.
Ensuring that all vehicles fully comply with current legislation.
Promoting the use of environmentally friendly vehicles, components and
products where possible.
Continuing to implement an efficient cost effective fleet asset inventory
management system to ensure that vehicles are in a suitable state of
preparedness at all times.
Continuing to develop innovative vehicle design to promote the cost
effectiveness and efficiency of the Fire & Rescue Service.

6.3 Operational Equipment

6.3.1

The Service’'s equipment replacement programme is based on a lifing policy
developed in conjunction with users and manufacturers and takes into account all
information as provided through the asset inventory management system audit
process. Each item of equipment is given a ‘life time’ and the Capital and Revenue
budgets are developed utilising this information.
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Funding

The Fire Authority’s Strategic Plan which is rolled forward each year contains
supporting reference documents including the Capital Programme and the related
Asset Management Plan. The documents summarise the detailed replacement
profiles for all assets over their lives for up to 20 years in advance to ensure profiling
is smoothed and resources consequences projected for the medium to long term to
aid strategic service planning.

In line with the other Strategies of the Authority, asset replacement funding is
prioritised to community needs, but since the creation of the Fire Authority in 1997, it
has invested considerable resources in ensuring its asset resource base and Capital
Programme is sustainable in the long term.

The funding of Fire Authority Assets accords with the principles of the Prudential
Guidelines including Minimum Revenue Percentages to ensure the value of assets
used up reflects the long-term replacement profiles. This is aided by a Capital
Replacement Reserve created from unspent Balances in any year.

Asset replacement costs are funded primarily as part of the Capital Programme which
is considered annually by the Policy and Resources Panel in November, with the final
detailed programme being approved by the Fire Authority in January and ratified at the
Council Tax setting meeting in February.

Any shortfalls in Capital Resources would either be funded from Revenue direct or
from CFCR contributions or where funding balancing decisions are made at year-end.
(Capital funded by current revenue).

It is the responsibility of Support Service Directorate, in consultation with both the ACFO
and the ACO(CS) and the Director of Financial Services to report to the Corporate
Management Team of the Service on an annual basis and to inform the team of the
resource requirements for the five-year planning cycle and to raise any resource
implications brought about by changes in legislation, governmental directives and
external/internal issues, which were not foreseen.

Asset Management Plan

The Asset Management Plan demonstrates how we manage Service assets to provide
best value and meet corporate objectives. The Support Service Function will produce a
five-year asset management plan that will be reviewed annually and will take
cognisance of the latest Fire and Rescue Service National Framework; the Fire
Authority’s Strategic Plan, the Annual (BVPP) Plan and the Integrated Risk
Management Plan (IRMP).

The Plan will be subject to Capital Programme monitoring and performance
management reporting in accordance with the Service's Performance Management
Strategy.
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Equality Impact Assessment

A full equality impact assessment is being prepared to complement this Strategy.
This is to ensure that our Strategy takes into account available community profiling
information on the differing needs of needs of people living and working in our area
and will further assist, along with risk reduction information to prioritise our future
services.

References
The following reference documents support this Strategy:

Strategies of the Fire Authority
Strategic Plan

Annual (BVPP) Plan

Integrated Risk Management Plan
Corporate Action Plans



