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SUBJECT :  REVIEW OF VALUE FOR MONEY REVIEWS                              
_____________________________________________________________ 
 

Purpose of report 
 
1. To inform Members of the results and lessons learned from the recent cycle 

of Value for Money Reviews (VfM). 
 

2. To outline the review process map and methodology for future Service 
Reviews (Appendix 2) 
 

Recommended That: 
 

[1] Members receive the report and; 
[2] Members note the suggested methodology and reporting protocol 

for the next cycle of VfM reviews and comment as necessary. 
 

Background 
 
3. In 2009 the Fire Authority committed in its strategy “Planning for a Safer 
 Cheshire” to carry out a programme of VfM reviews covering all support 
 areas of the Service on a 3 year cycle.  The intention was to enable the 
 Service to identify savings and more cost effective ways of working whilst 
 maximising productivity and efficiency during a period of significant 
 change and public sector cuts.   
 
4. The underpinning principle of the VfM reviews was the Service’s duty to 

make best use of its resources to improve the quality of life for its 
communities. The driver for undertaking the reviews was the Sir Ken 
Knight Review ‘facing the future’ 
 

5. Between 2011 and 2014 a total of 13 VfM reviews were undertaken as 
outlined in the table on the next page.   All of these reviews have identified 
both cashable savings and productivity benefits. 
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Timescale Department 

IRMP 8 
2011/12 

Community Fire Protection 

Admin (Cross Cutting) 

IRMP 9 
2012/13 

Transport and Workshops 

Procurement and Stores 

Facilities 

Community Fire Safety 

Operational Planning and Assurance/Health and Safety 

Senior Management Team 

IMRP 

10 
2013/14 

Planning, Performance and Communications 

Finance 

ICT 

Legal and Democratic Services 

People and Development 

 
 

6. From the outset it was necessary to ensure that the approach to 
undertaking  these reviews was objective and consistent and that 
appropriate governance was put in place for approval, communication and 
implementation.   The Terms of Reference were also very clear: the 
outcomes had to be focussed on efficiencies, structures and processes.  
There were no set targets for savings. 

 
7. It was however evident that the focus on efficiencies, structures and 
 processes would in turn impact people’s jobs and potentially put people at 
 risk of redundancy.    
 
8. Therefore it was critical to make sure that staff  communication and 

engagement was dealt with appropriately. With this in mind for the entire 
three year period great effort was put into maximising the availability of 
redeployment opportunities.  Vacancies were only filled on a temporary 
basis to ensure that posts could be vacated at the appropriate time for 
potential redeployment and to avoid as far as possible a compulsory 
redundancy situation.    
 

9. The VfM strategy did not prescribe a set methodology for undertaking the 
reviews, but guidance was provided for the Review and Implementation 
Managers and appropriate governance was put in place in terms of the 
process to ensure a consistent and thorough approach.   
 

10. To promote objectivity it was also decided that Heads of Department 
should not undertake a review of their own department.  Whilst they would 
be responsible for the implementation, all the VfM reviews were led by an 
independent Head of Department with a project team made up of staff 
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from other areas of the Service.  Each review also had a dedicated HR 
Business Partner to ensure that all of the people issues were handled 
sensitively and in accordance with Service’s HR policies and procedures.  

 
11. The outcomes of the VfM’s generally revolved around the following: 

a) Costs – direct costs, benchmarked costs, identification of   
  savings/efficiencies 

b) Performance – identification of improvements and highlighting of  
  failing performance/inefficient processes etc. 

d) Sustainability issues. 
e) An implementation plan agreed by PAG and a closedown report.  

 
12. Each review manager reported their findings to Service Management 

Team (SMT) and responsibility for implementation was handed back to the 
home Head of Department.  The review manager produced the closedown 
report in conjunction with the Head of Department.  Attached in Appendix 
1 is the existing reporting structure for VfM reviews. 

 
Information 
 
Process 
 
13. Review Managers used different methodologies including the best value 

review methodology. Latterly the “6 P Framework” was introduced as a 
best practice model that ensured that reviews were considered from all of 
the key perspectives, namely: 
 
- People 
- Process 
- Performance 
- Partners 
- Places 
- Public 

 
  The People element focused on the roles and responsibilities of staff, and 

whether there were sufficient resources and whether structures were still 
fit for purpose.   Processes were reviewed to determine what was working 
and what was not working specifically looking at workflows, decision 
making, prioritisation, bottlenecks, and whether there were opportunities to 
reduce bureaucracy and release capacity.    This coupled with a review of 
outputs against KPIs also helped to identify where measures could be 
introduced to generate performance improvements.    Partners and Places 
were relevant in terms of identifying opportunities for collaboration and 
outsourcing.  Finally, consideration was given to the impact changes could 
have on public perception of the Service’s reputation and brand. 
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14. The reviews were structured into four phases’ preparation, engagement, 
consultation, and implementation which worked well.  
 
Preparation consisted of staff being invited to a half day workshop to gain 
an understanding of change management principles and common 
reactions so that they had an idea of what to expect and how to support 
each other.  Some of the later reviews also invited staff to participate in a 
departmental self assessment exercise which gave staff the opportunity to 
evaluate the current department and flag emerging issues that they felt 
needed to be considered by the project team.  This inclusive approach 
from the outset was well received. 
 
The Engagement phase comprised of an initial team briefing to introduce 
the project team and set the context to the review using the terms of 
reference.  Staff were then invited to individual meetings to provide the 
project team with information about their specific roles/responsibilities and 
to allow them to share their views and ideas.  
 
After initial proposals had been developed, a period of formal 
Consultation took place with staff over a 30 day period.   This was 
handled sensitively with individual meetings to explain how the proposals 
would impact personal circumstances prior to a wider team briefing to 
explain the proposed changes.  Trade Unions were invited to briefings and 
were able to meet with staff and management as necessary. 
 
Following the consultation phase, review of feedback and final approval 
from the Policy Approval Group the Implementation phase commenced.  
Naturally given that 70% of the revenue costs are staffing, and some of 
the savings would materialise from reductions in staff, there were a 
number of staffing issues to manage.  Whilst an unsettling period for 
some, the majority of staff were either matched or selected for jobs in the 
new structure.  Where this was not possible, redeployment opportunities 
were explored and staff were also able to ask to be considered for 
voluntary redundancy.  Compulsory redundancy was ultimately the last 
resort.  Only 7 people were made redundant which equated to less than 
3% of the Green Book population which was considered to be low in light 
of some of the reductions being dealt with by local partners. 
 

15.  As stated in paragraph 6 governance was put in place to ensure that the  
 process for the VfM reviews was consistent and that a clear audit trail was 
 available.   The diagram below outlines the process that was followed for 
 each review. 
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16. Generally the reviews took 3 -6 months from start to finish with a few 
 exceptions. The timescales were kept tight to avoid unnecessary 
 ambiguity for both staff and for the smooth and efficient running of the 
 business. 

Lessons Learned / Findings 
 
17. Having a clear and consistent approach assisted the Service to 
 demonstrate to staff that the reviews were objective. 
 
18. Having an independent Review Project Manager and team provided a 

fresh perspective on how departments were organised and provided a 
focus on efficiencies, structures and processes. 

 
19. No set targets for a department were perceived as beneficial as it did not 
 limit savings or impose savings which were operationally unworkable. 
 
20. Having a focus on staff communication and engagement was seen as a 

high priority and assisted in the understanding for the need of reviews and 
the buy-in to implement the changes.  

 
21. Making no permanent recruitments to posts during the VfM period was on 

the whole a benefit as it increased the availability of redeployment 
opportunities for staff.  

 
22. The development of clear terms of reference for each review was 

beneficial focussing on efficiencies, structures and processes. 
 
 23. In some circumstances staff felt that some of the reviews took too long. A 

lesson learned is to ensure if a review loses momentum staff are kept 
informed to the reasons why and to some extent if there was no news to 
convey, inform them there was none.  
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24. Generally though there was a recognition that communication was good 
and that the reviews had been handled sensitively. Trade Unions were 
satisfied that the consultation had been meaningful.  

 

25. Most reviews were considered an open transparent process therefore the 
process moving forward into the next round of reviews will reflect the staff 
engagement completed in the later reviews.   

 
26. Effective use of the Cheshire Planning System to ensure that all project 

team members were aware of the milestones and effective tracking of 
progress. 

 
27. Improved work flows were outcomes of the reviews and is recommended 

that these improvements are sought in the next reviews. 
 
28. Having the VfM reviews completed by different HoDs meant that there 

were significant differences in the detail, content and style of the final 
reports and proposals.  Some HR staff challenged this and expected to 
see more consistency in the level of detail in both justifications and 
recommendations.  For example, there were expectations that the review 
would produce detailed solutions to some transactional process issues. 

 
29. People and Development provided interview skills training, application 

form training and provided career transition support to all staff at risk of 
redundancy.   Documentation was also produced to help explain the 
relevant HR policies relating to reorganisation and provide answers to 
Frequency Asked Questions. 
 

30. Key changes and improvements that were made as a result of the 
 VfM reviews were: 
 

• Senior Management Team Review – re-designation of HR Director 
Post and Finance Director post to Head of Department level.  
 

• Merger of Community Safety and Community Prevention Departments 
to create new Prevention and Protection Department.  This eliminated 
the need for two Head of Department posts. 
 

• PP&C – Creation of Programme Office and more resilient structure 
within Corporate Communications to promote cross working and 
quicker turnaround turns. 
 

• HR – more cohesive/customer focussed service delivery. Dedicated 
focus on Talent Management, Development integrated more effectively 
with the business – previously detached from customer needs.  
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• Legal & Democratic – One executive team and identification of new 
technology to improve efficiency of decision-making and release 
capacity 
 

• Reassignment of responsibilities and roles in Stores and Procurement 
to reduce headcount and costs and improve efficiency. Greater 
resilience on contract management. 
 

• Finance – Revised structure to improve technical accounting expertise 
and resilience 
 

• ICT – emphasis largely on the staffing structure and having the right 
people in place with the right skills to ensure we can be contemporary 
and up to date with our systems and future proof ongoing systems. 
 

• Fleet - Streamlined management structure to provide more clarity and 
introduction of more robust performance management/KPI’s to improve 
accountability. More efficient admin processes which released valuable 
Mechanic time. 
 

• Admin Hubs – bringing together admin into 3 admin hubs – producing 
efficiencies and savings and reducing silo working and increasing 
consistency.  Following success of admin hub concept on stations – 
the OPA review saw the introduction of a further admin hub bringing 
together a number of small functions into one area.  Multi functional 
staff – move towards more generic job descriptions makes for a more 
interesting role.  Greater possibility of retaining staff. 
 

• Health Safety - team incorporated into OPA giving more strategic focus 
and links to operational training. 
 

31. Overall the Vfm reviews provided: 
- Fit for purpose Structures 
- Clarification of Responsibilities & Skills 
- Reduction of Costs and Headcount 
- Identification of Business Process Improvements 
- Elimination of duplication and bureaucracy 
- Merger of Roles and Departments 
- Financial Savings  

 
Internal audit review  
 
32. Baker Tilly undertook a Review of Methodology and Processes in April 

2014 which was generally positive. It identified that there were good 
governance arrangements in place, they saw value in assigning a HR 
Business Partner to each VFM Review and also approved of the staff 
consultation, support and training. They also identified best practice in the 
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production of the Self Assessment Reports and capturing lessons learned. 
The closure reports completed need to include more detail confirming how 
the recommendations have been implemented; 
 

33. Internal audit made the suggestion that the Value for Money review end to 
end process should be formally documented so that for future reviews, the 
Project Manager can pick up the process and use it as a step by step 
guide. This will ensure a standardised approach to all future Value for 
Money reviews. 

 

Future Reviews 
 
34. The lessons learned above will be applied to future reviews and will help 

to develop a roadmap for delivery in priority order. In Appendix 2 there is a 
draft process and methodology for future VfM / system reviews. 

 
35.     The reviews will take place over the next two years and it is intended to 

pursue thematic reviews. The reviews will look at systems, processes and 
service improvements and will seek to identify financial savings. The VfM 
programme is currently being developed with a view to it commencing in 
April.  

 
36.     Expected benefits will be identified at the start of a review and will be 

reported on at closedown. 
 
37.     Members will be updated at the closedown stage of reviews.  

Financial Implications 

38. At the end of the three year programme the generated savings are 
£978,000 with these savings expected to rise to £1.3m by the end of 
2015/2016.   This does not take into account redundancy costs which 
equated to an overall one off cost of £600k. 

 

Legal Implications 
 
39. There are no specific legal implications in relation to this report. However, 

applying best practice and fair treatment of staff (with the appropriate 
application of policy and procedure) benefits the Service if it is required to 
justify its decisions.   

. 

Equality & Diversity Implications 
 
40. A full generic Equality Impact Assessment was undertaken an the start of 

the planned cycle of reviews 
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Environmental Implications 
 
41. None specifically identified although the outcome of many reviews 
 identified efficiencies that would indirectly impact on the carbon footprint of 
 the Service. 
 
 
CONTACT: JOANNE SMITH, FIRE SERVICE HQ, WINSFORD 
TEL [01606] 868804 
 
 
BACKGROUND PAPERS:  
 
Appendix 1 – Existing reporting structures 
Appendix 2 – Review process map and methodology 


