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EXECUTIVE SUMMARY

East Sussex Fire & Rescue Service (ESFRS) attended a total of 30,914 automatic
fire alarm incidents (AFDs) during the period from 1996 to 2003. Analysis shows
that of those 30,914 calls, 1,839 or 5.9% of the total resulted in a fire report (FDR1)
being completed. The overwhelming majority of those 1,839 calls, however, did not
require any firefighting action at all by crews.

In 2004, the national modernisation agenda for Fire and Rescue Services was
accelerating in terms of published central Governmental expectations through the
national framework document. This central direction required FRSs to develop a
balanced approach to the provision of community service between intervention and
protection/prevention strategies. This aspect of business shift needed to be
effectively implemented within current resources, whilst ensuring that community risk
was not compromised during the resource transition.

Through its IRMP in 2004/05, ESFRS implemented a weight of response strategy in
relation to responding to commercial fire alarms which, at the time, were impacting
significantly on service resources with no tangible community benefits. Through this
approach, ESFRS released average year on year time savings of approximately
3,500 crew hours, which were redirected towards community safety activities,
primarily home safety visits (HSVs). Time was also identified to enhance risk critical
training such as fire behaviour and water safety.

It was agreed from the outset that the IRMP 2004/05 strategy was not designed to
reflect cashable savings, but to generate service wide capacity resulting in an
incremental increase in HSVs, 738 in 2004/05 and 4,271 in 2005/06.

This Business Review has taken into account the environmental and political
conditions during the period of 2004/05 and studied a total of 80 items of evidence.
Using the Fire Authority’s scoring methodology the following areas of Economy,
Efficiency and Effectiveness have been identified as:

Economy: 3 Consistently above minimum requirement, performing well
Efficiency: 4 Well above minimum requirement, performing strongly
Effectiveness: 3 Consistently above minimum requirement, performing well

A total outcome score for the Business Review: IRMP 2004/05

3 Consistently above minimum requirement, performing well
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2.1

2.2

2.3

2.4

2.5

2.6

2.7

2.8

INTRODUCTION

In 2003, Government commenced its implementation strategy in relation to the
modernisation of the Fire and Rescue Services throughout England. In 2004/05, it
published its FRS Framework Document laying out its expectations from FRSs. This
was in direct response to a national recognition that prevention and protection
activities needed to form key elements of a modern FRS strategy if an effective long-
term solution was to be found in relation to reducing the numbers of accidental fire
deaths and injuries by 2010.

As part of this approach, the National Framework Document gave clear expectations
for FRSs to progress their annual Integrated Risk Management Plans (IRMP) in
supporting their own modernisation agenda and specifically to seek opportunities to
shift resources from intervention towards improved prevention and protection
strategies.

Nationally, FRSs identified that the current approach, in responding to Automatic
Fire Detection (AFD) calls without question, was resulting in a high percentage of
time lost due to the high number of calls that resulted in false alarms. To that end,
through a series of IRMPs, FRSs across the country began to challenge their current
approach with an outcome of releasing front line resources to enable activities such
as Home Safety Visits (HSVs) to commence.

In 2003, ESFRS commenced its analysis of the levels of AFDs to which the service
was responding, in relation to the scope of intervention required on arrival. The
outcome of this analysis was presented as the draft IRMP for 2004/05.

The proposals presented indicated a reduction in attendance to a defined low risk
category of premises with an AFD system. Through a comprehensive consultation
process, involving both staff and wider partners, the IRMP was approved in January
2004 and implemented in April that year.

As part of the implementation, a series of local performance indicators were
generated and monitored by Corporate Management Team (CMT) and the Fire
Authority. The Director of Community Protection gave specific guidance to Station
Managers as to the scope of the IRMP and to ensure that any local perspectives of
community risk were evaluated and Pre Determined Attendances (PDAs) amended
if required.

This business review forms part of the requirement detailed within the Fire
Authority’s IRMP 2007/08 - to review previous IRMPs in terms of effectiveness in
supporting ESFRS in rebalancing its current resources between response and
prevention and protection strategies.

This review followed the Fire Authority’s enhanced methodology in relation to
answering a range of key business questions (KBQ) against the 3 Es:

ECONOMY: INPUTS: Levels of Input Set Against Planned Outcomes

EFFICIENCY: PROCESS AND ARRANGEMENTS

EFFECTIVENESS - OUTPUTS AND OUTCOMES.

In addition, a scoring value has been attributed to each KBQ, which in turn has been
rolled up to a final outcome score. (Appendix A).
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3.1

3.1.1

3.1.2

3.1.3

3.1.4

3.1.5

BUSINESS REVIEW FINDINGS

ECONOMY: INPUTS: Levels of Input Set Against Planned Outcomes.
3 Consistently above minimum requirement, performing well

The IRMP team comprises three core team members conducting a wide range of
risk analysis maximising the FSEC toolkit. The results have been effectively
communicated and presented to CMT and the Fire Authority through a number of
presentations and consultations. The introduction of a criteria, attracting a single
mobilisation to AFDs, totals an average of 2,100 calls year on year. This has
resulted in a reduction of mobilising appliances (traditionally two appliance and
Aerial Ladder Platform (ALP) pre-determined attendance) by the same figure
(2,100). This can be translated into a financial efficiency savings of £0.5m per
year based upon the average response time of one hour (from 10.2 mobile to
incident to 10.5 at base).

The IRMP project for 2004/05 was conducted prior to the Service’s introduction of
a formal project management process. The IRMP analysis work was conducted
by a specific team trained in the use of FSEC. Clear levels of competence have
been indicated through the levels of information received. The project was
effectively managed through day to day implementation by a Group Manager B
with overall direction provided by the DCFO. The project achieved the required
milestones for presentation to the Fire Authority, consultation to staff and the
community and final publication.

In terms of affordability, it was clearly identified through the FSEC model that pre-
IRMP AFD mobilising policy was resulting in capacity wastage, which provided
the Service with opportunities to maximise efficiency savings and reinvest the use
of appliance crews and resources in preventative initiatives or risk critical training.

Full consultation was carried out both internally and externally. A series of public
meetings took place, which resulted in a limited response from the public or
business sector. Evidence has been presented to suggest that local strategic
partnerships (LSPs) were directly consulted during the consultation period along
with other key community partners. Other FRSs were consulted to ensure service
delivery compatibility on the Fire Authority borders. Feedback suggests that other
FRSs have adopted similar AFD strategies thereby supporting compatibility.

Direct financial savings was not one of the intended outcomes of the IRMP
2004/05. The intended outcome was to redirect response services to focus upon
community protection and critical risk training. Therefore, budget codes are not
relevant for this review. Through studying data and information in relation to local
performance indicators CS 1 (Total numbers of Home Safety Visits) and BVPI 142
(Accidental dwelling fires), cross referenced with financial data, the non-cashable
savings can be identified. (see example 3.2.6)
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3.2

3.21

3.2.2

3.2.3

3.24

3.25

EFFICIENCY: PROCESS AND ARRANGEMENTS
4 Well above minimum requirement, performing strongly

The overall governance of the IRMP has been identified as robust and
demonstrating good practice. The Fire Authority instigated the analysis work
undertaken by the IRMP Team, whist being provided with updates by ESFRS
Officers at key strategic points. Feedback was also presented to both CMT and
the Fire Authority of the outcomes of the consultation process prior to the final
decision being made by the Fire Authority in January 2004.

During the IRMP analysis, high levels of quantitative data were used through the
FSEC toolkit. Cross matching data studied percentages of AFD calls that resulted
in no action or false alarms being recorded. This data information was presented
to CMT and the Fire Authority and summary information was included within the
IRMP documentation provided for consultation. However, limited evidence has
been submitted to suggest that any health and safety risk assessment was carried
out in relation to any risk potential to employees, however small. In addition, no
gualitative analysis was conducted in terms of strategic risks that may present
themselves to the Fire Authority for example, political, reputation or financial,
other than as part of the whole debate. (Recommendation 5.3)

The development of the IRMP comprised a series of development meetings with
key stakeholders to form the basis of the proposals. On completion, an extensive
consultation period was commenced, on approval of the Fire Authority, covering
staff members and members of the community specifically focussing upon
partnership frameworks such as LSPs. Feedback was taken into account and an
outcome report was presented to the Fire Authority for consideration prior to the
final IRMP being approved. In January 2004, the IRMP was approved and
preparations were commenced for its implementation.

The IRMP was approved by the Fire Authority and instigated in 2004/05. CMT
and the Fire Authority have tracked performance through a series of local
performance indicators. Station Managers were given guidance and support in
relation to any identified local adjustments based upon local risk intelligence to
ensure that a balance was maintained between efficient savings and service
delivery effectiveness.

The following calculations indicated the levels of efficiency savings achieved
through the implementation of the AFD policy to respond to defined AFDs with a
single appliance that, pre-IRMP, would have attracted two appliances and
frequently an Aerial Platform:
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3.2.6 Calculating Efficiency Savings 2004/05:

Total Incidents AFDs attended by single appliance: 2,085 (AFD 1)
Total Incidents AFDs attended by single appliance resulting in

further resources being required: 302

Total incidents remaining as a single appliance: 1,783

Based upon IRMP data: Average AFD call = 1 hour

Total hours saved: Appliance 1,783 hrs
ALP 1,783 hrs

TOTAL Appliance hours available annually for redirection to 3,566 hrs
CFS

Hourly costs breakdown

Annual efficiency savings of an appliance @hourly rate £203  £361,949
Annual efficiency savings of an ALP @hourly rate £107 £190,781

Total annual efficiency savings in 2004/05 from the IRMP £ 552,730
AFD strategy

Using the same calculations:

Total annual efficiency savings in 2005/06 from the IRMP £ 533,200
AFD strategy

Hourly rates supplied by Financial Services based upon
staff and running costs of appliances

(Recommendation 5.1)

3.2.7 To provide ESFRS with an element of resilience and flexibility, M&CC staff were
given discretion to use their professional judgement to increase the PDA of any
AFD based upon the information received from the call centre or direct from the
premises. This aspect may be at risk once the transition to the Regional Control
Centre occurs.

3.2.8 Taking 3.2.7 into account FRSs within the region have adopted a range of
variations of responding strategies to AFDs. This aspect may result in a reputation
risk in relation to the perception of a ‘post code response’ as highlighted with
some Primary Care Trusts when subjected to negative press comments in the
past regarding prescriptions. (Recommendation 5.5)
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3.3

3.3.1

3.3.2

3.3.3

3.34

3.3.5

EFFECTIVENESS - OUTPUTS AND OUTCOMES
3 Well above minimum requirement, performing strongly

The review has identified an average annual time saving of approximately 1,800
hrs per crew. This positive performance figure provides ESFRS with service wide
capacity to support the Service’s balanced strategy and shift from intervention to
prevention and enhance training availability time.

In 2004/05, ESFRS commenced a roll out programme of home safety visits (HSVS)
carried out by crews. This new aspect of work met with some cultural resistance in
terms of the crews embracing this relatively new aspect of a modern fire-fighters
role. (Recommendation 5.2)

Following the achieved corporate capacity through the IRMP, CMT commenced a
series of local performance indicators for HSVs achieved (CS1). In 2004/05, this
figure was 738 across the organisation reflecting at the time the organisational
resistance. However, figures in 2005/06 increased to a year-end figure of 4,271
HSVs, providing a clear indication of the Service's cultural acceptance of
modernisation.

This proactive work in the community focussed upon domestic dwellings, as this
area of the community was identified as being at the highest risk to life in terms of
fire deaths or injuries. This aspect of work is measured through a series of national
best value performance indicators (BVPIs). Chart 1 below provides a summary of
outputs to outcomes.

CHART 1 Inputs Outputs Outcomes

Year Crewhours |CS1 BVPI 142 BVPI 142 | BVPI 142 (i)
gained Total (i) (i) Deaths in
through AFD | HSVs Injuries in | dwelling fires
single Accidental dwelling
appliance Fires fires
attendance

2004/05 | 3566 738 732 61 4

2005/06 | 3440 4271 720 30 2

It should be noted that the above figures provide an indication as to the levels of
input to overall community outcomes and has not taken into account any
sociological or environmental variances of the community framework within the
timeframe.

No evidence has been presented to suggest that any feedback has been
conducted with managers of local commercial premises to establish the levels of
impact (if any) of the Fire Authority’s IRMP. Opportunities exist to gain such
perspectives that may be used to gauge the levels of success of the IRMP with a
view to considering extending the scope of the current IRMP strategy and to inform
future consultation and implementation of IRMP strategies. (Recommendation 5.4)
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4.1

4.2

4.3

4.4

4.5

4.6

5.1

CONCLUSIONS

ESFRS, through maximising data, identified opportunities to create considerable
service capacity by reducing the weight of response to automatic fire detection
operations, which in efficiency terms has resulted in a year on year efficiency
saving of over £0.5m.

That the IRMP 2004/05 policy on AFD weight of response was, in its early days of
implementation, diluted due to the organisation’s resistance to change.

Evidence has been presented to clearly show that robust data information was
utilised through the use of the FSEC toolkit. However, the Service should consider
wider business risk issues such as political, financial and reputation in addition to
the risk associated with the implementation of the IRMP, all of which although
intangible are important for the Authority to effectively manage to maximise
business success.

The IRMP team conducted a comprehensive quantitative analysis of data to
support the business case for implementation of the Fire Authority’s IRMP.
However, limited evidence has been presented to show that any qualitative risk
analysis was carried out in relation to overall organisational risk associated with
the IRMP - for example reputation or financial risks.

Evidence suggests that ESFRS still attends AFD calls to buildings which have yet
to address their own fire safety management systems, thus figures of false alarms
still remain high. Within the existing policy, CMT consider that appropriate local
managers should be able to establish the continuing level of attendance to a
specific premises bearing in mind the inherent level of risk at the premises, their
call history, and the need for those responsible for the premises to accept their
relevant premises responsibilities.

ESFRS has provided sound guidance to Mobilising & Communications Centre staff
in relation to adding additional resources to any AFD call based upon their
professional judgement and local knowledge.

REVIEW RECOMMENDATIONS

That ESFRS undertakes a series of communications to help promote
organisational change in relation to the overall business success of the Fire
Authority’s IRMP 2004/05. This to be undertaken both internally and externally
through its partnership network to promote the clear organisational achievement
towards improving community safety whilst achieving best value. (Paragraph 3.2.6)
The outcomes of this would be designed to support the whole organisation’s fears,
reservations and resistances during the implementation process with the aim of
improving early performance and maintaining staff confidence. (Paragraph 3.3.2)
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5.2

5.3

5.4

6.1

That the Health & Safety Committee considers the need for a Task & Finish
Group to undertake a risk analysis, as part of the IRMP implementation process,
providing qualitative data in relation to health and safety issues and wider
corporate risks. The outcomes could be fed into the change management process
recommended in 5.2 above.

(Paragraph 3.2.2)

That ESFRS considers undertaking a consultation review exercise to establish the
scale of impact (if any) upon the business and commercial sectors following
implementation of the IRMP. Consideration should be given to enhancing the
current policy of attending AFDs, specifically in relation to known prolific building
offenders who have continuously failed to address their own fire safety
management systems. (Paragraph 3.3.5)

Consideration should be given to enhancing the current policy of attending AFDs,
specifically in relation to known prolific building offenders who have continuously
failed to address their own fire safety management systems. (Paragraph 3.3.5)
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East Sussex Fire & Rescue Service
Business Review: IRMP 2004/05 AFD Policy ACTION PLAN

No

Recommendation

Priority

Name and Job Title of
Person Responsible

Comments

Date of
Implementation

That ESFRS undertakes a series of communications to
help promote organisational change in relation to the
overall business success of the Fire Authority’s IRMP
2004/05. This to be undertaken both internally and
externally through its partnership network to promote the
clear organisational achievement towards improving
community safety whilst achieving best value. (Paragraph
3.2.6) The outcomes of this would be designed to support
the whole organisation’s fears, reservations and
resistances during the implementation process with the aim
of improving early performance and maintaining staff
confidence. (Paragraph 3.3.2)

Communications
Officer supported by
HofCRM

2008/09

That the Health & Safety Committee considers the need for
a Task & Finish Group to undertake a risk analysis, as part
of the IRMP implementation process, providing qualitative
data in relation to health and safety issues and wider
corporate risks. The outcomes could be fed into the
change management process recommended in 5.2 above.
(Paragraph 3.2.2)

ACFO

2008/09
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East Sussex Fire & Rescue Service
Business Review: IRMP 2004/05 AFD Policy ACTION PLAN

No

Recommendation

Priority

Name and Job Title of
Person Responsible

Comments

Date of
Implementation

That ESFRS considers undertaking a consultation review
exercise to establish the scale of impact (if any) upon the
business and commercial sectors following the
implementation of the IRMP. Consideration should be
given to enhancing the current policy of attending AFDs,
specifically in relation to known prolific building offenders
who have continuously failed to address their own fire
safety management systems. (Paragraph 3.3.5)

DRM

2008/09

Consideration should be given to enhancing the current
policy of attending AFDs, specifically in relation to known
prolific building offenders who have continuously failed to
address their own fire safety management systems.
(Paragraph 3.3.5)

DCP

2008/09
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EQUALITY IMPACT ASSESSMENT — INITIAL SCREENING

Function/Department

Risk Management / Business Assurance

Person responsible for the
assessment

Derek Masson Head of Business Assurance

Name of the
policy/service/function to be
addressed

Business Review: IRMP 2004/05 outcome report

Date of assessment

12/11/07

Is this a new or existing
policy?

Outcome report

Briefly describe the aims,
objectives and the purpose of
the policy.

The aims are:
To enable ESFA to evaluate the effectiveness of its IRMP 2004/05
To provide All ESFRS staff and others with clear and concise

information as with regards the service achievements through its
IRMP strategy.

Are there any associated
objectives of the policy?
Please explain.

To:

The Fire Authority instigated this Business Review and feedback
will be presented to the Authority’s Scrutiny and Audit Panel

Who is intended to benefit
from the policy and in what
way?

The community through continual improvement of operational
practices.

ESFRS when subjected to external challenge and scrutiny

What outcomes are wanted
from this policy

To provide East Sussex Fiore Authority and ESFRS with tangible
evidence of its business success with regards to its IRMP 2004/05

To provide opportunities to improve overall performance in relation
to responding to AFD’s

What factors/forces could
contribute/detract from the
outcomes

The inability of staff to read the document and comply.

The presentation of the information itself, may cause difficulties to
some of the readers who may have disabilities e.g. dyslexia.
Please see the disabilities strand.

Who are the main
stakeholders in relation to the
policy?

The main stakeholders are CFA, CMT, CPD and all staff.
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Who implements the policy
and who is responsible for
the policy

The Fire Authority holds responsibility for the policy.

All Persons identified within the documents have been given
specific responsibilities.

Are there concerns that the
policy could have a
differential impact on:

Age
Disability
Gender

Race (promoting good race
relations)

Religious/Belief
Sexual Orientation-

Age - No

Disability —If the reader has dyslexia. The document will be in
electronic format and staff will be able to print off the document if
required. The service will be able to accommodate individual needs
on request. i.e. Size and colour of font, Colour of paper

Gender - No

Race (promoting good race relations)- No
Religious/Belief — No
Sexual Orientation-No

Can this differential impact be
justified on the grounds of
promoting equality of
opportunity for one or more of
the above groups?

Yes, The electronic format is working towards e-fire and provides
no time limitations for readers to access the documents and if
necessary, they have the ability to print off a copy

As above eliminating unlawful
discrimination

Not applicable

Completing Officer

Name : Derek Masson
Date: 12/11/07

Officer responsible for
policy/function/activity

Name: Derek Masson Date: 12/11/07

Diversity/Equality Officer

Name: Date:
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