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Introduction

Cheshire Fire Authority
Cheshire Fire Authority is the publicly accountable
body responsible for managing the fire and rescue
service on behalf of the community. The Authority
was established in 1998 and is made up of 23
councillors from the unitary councils of Cheshire
East (8), Cheshire West and Chester (7), Halton (3)
and Warrington (5). It is legally separate from the
constituent councils and the current political make
up is Labour (12), Conservative (9), Lib Dem (1),
Independent (1).
The Authority manages a 24 hour service to just
over 1 million people and at the start of 2012-13
employed some:
•

689 operational staff

•

25 control room operators

•

256 community safety and other support
staff.

Staff operate out of:
•

24 Community Fire Stations

•

4 Community Safety Centres

•

3 Community Fire Protection Offices

•

A Headquarters and training facility.

The work of the Authority is carried out through
meetings of the full Authority and committees
responsible for Policy, Performance and Overview
and Governance and Constitution. Members are
also involved in other specialist decision-making
meetings covering Risk Management, Pay and
Performance, Member Training and Closure of
Accounts.
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Communications; ICT and Service Delivery. See
structure chart on page 8.

Cheshire Fire and Rescue Service
The Service is managed by a Chief Fire Officer
(CFO), a Deputy Chief Fire Officer (DCFO) with
responsibility for Service Delivery and Performance
and an Assistant Chief Fire Officer (ACFO) with
responsibility for Operational Assurance and
Business Improvement. A Head of Finance and a
Head of Legal and Democratic Services report
directly to the CFO as they also fulfil the statutory
financial and legal monitoring roles. These five
roles make up the Policy Approval Group which
signs off internal policies and oversees the reports
which are presented to the Authority.

The Service currently has firefighters working on
four different duty systems so they can respond
more flexibly to the risk and activity levels in
different areas.
Wholetime - in the main urban areas such as
Chester and Warrington where there are more
emergencies and greater risks, crews work 9 hour
day and 15 hour night shifts to provide round the
clock cover.
Day shifts - this system involves wholetime
firefighters working 12 hour day shifts, with cover
in the evening provided by “on-call” staff who live
within five minutes of the station. It currently
operates at Wilmslow and Birchwood stations.

The full Service Management Team also includes
seven Heads of Departments with responsibility for
Community Safety; Community Fire Protection;
Operational Policy and Assurance; People and
Development; Planning, Performance and
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the South East. Cheshire is also covered by a
number of key flight paths for the major regional
airports in Liverpool and Manchester, which sit on
our borders.

Day crewing is a system which operates in smaller
urban areas such as Northwich and Winsford, with
firefighters living in Authority-owned houses
alongside the stations. They are on duty in the day
but respond from home through a pager in the
evening.
On-call - in rural areas “on-call” firefighters –
formerly known as retained firefighters - live or
work within five minutes of the station and are
alerted via a pager day and night.

A picture of Cheshire
Cheshire is a county of contrasts, with areas of
comparative affluence, pockets of notable
deprivation and significant industry including the
highest number of major chemical sites of any fire
and rescue service in the country. The county
covers an area of approximately 232,000 hectares,
including rural communities in the south and east
and more industrial and densely populated areas
to the north and west.
The majority of the population is concentrated in
the major towns of Chester, Ellesmere Port,
Runcorn, Widnes, Warrington, Macclesfield,
Northwich, Congleton and Crewe. There are also
a number of prosperous rural market towns and
communities such as Nantwich, Malpas, Tarporley,
Frodsham, Neston, Sandbach and Knutsford.
A significant, and rising, proportion of the
population in the Fire Authority area are over 65.
The current figure of 17.8% will rise to 20.1% by
2015 and in the Cheshire East and Cheshire West
and Chester areas the increases are even more
significant. Around 5% percent of the population
come from minority ethnic groups. In addition,
the area offers a range of specific risks and
challenges for the Service. The heritage city of
Chester has a large number of unique sites dating
back to the roman and medieval periods and there
are large centres of the petrochemical industry
along the River Mersey.
Four major motorways traverse the area, along
with an extensive road network and the West
Coast Mainline railway, linking the main urban
areas of Merseyside and Greater Manchester with
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Recent
Achievements

protecting its communities was a key factor
in it winning the inaugural “Fire and
Rescue Service of the Year” award in
2011.

The Service was quick to respond to the
independent review of the fire service in 2002
which prompted a fundamental shift from
nationally driven standards to local risk planning.
The organisation took advantage of the focus on
life risk and fire prevention to launch its own
programme of detailed risk assessment and
innovative community safety campaigns.
While the Service’s work in protecting and
improving the safety of local communities is set
out in more detail later in this self assessment, key
milestones have included:
• Home safety assessments (HSAs) – these
visits give householders vital safety advice
and provide free smoke alarms and over
300,000 have been carried out, with staff
beating a challenging annual target of
60,000 three years in a row. Now the focus
is on using information gained from the
Service’s ground-breaking data sharing
agreements with key partners to target
20,000 of the most vulnerable households
each year. The Service’s performance in

•

Equality and Diversity – the organisation
has always been committed to
understanding the needs of its communities
and ensuring services are accessible, and has
twice been successful in gaining external
accreditation for its progress, achieving
“Excellence” in the national fire and
rescue service equality framework in
2011.

•

Volunteers – in just over three years, a
dedicated group of around 300 volunteers
has been established who support the work
of the organisation in areas ranging from
safety advice to acting as casualties during
major training exercises. The volunteers also
provide a dedicated post fire support team
which won the Citizenship and
Volunteering category at the Guardian
Public Services Awards in 2011. The
Service has also gained the Investors in
Volunteers accreditation in 2012.

•

Training facilities – a major investment by
the Fire Authority has seen the completion
of a state-of-the art Incident Command
Training Suite (ICTS) and conference
facilities at its Winsford headquarters, the
development of a new breathing apparatus
training facility at Macclesfield and a
comprehensive programme of realistic
training exercises across the Authority’s
area. As well as providing a robust
assessment of the incident command skills
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•

of its own managers, the ICTS is now in
regular demand from other fire and rescue
services.

•

Fires in businesses have gone down from
343 to 240

•

In 2007-08 the Service responded to 12,270
incidents – last year it was 9,105

Fire protection – the Service has been
successful to date in all of the prosecutions
it has taken to court over breaches of fire
safety legislation. Fines and costs have
totalled over £100,000 in some cases and
key to success has been rigorous
investigation training for staff coupled with
efficient systems and processes, with the
community fire protection department
attaining ISO 9001 accreditation.

•

There were 968 incidents of primary arson
in 2007-08 but the number was down to
438 last year.

The Service attended 495 road traffic collisions in
2007-08 compared to 362 in 2011-12.
A copy of the Authority’s last Annual Report is
included in the Briefing Pack. Local unitary
council editions of the report are delivered to every
home in the Fire Authority area.

Results
It is vital that the Service monitors the impact of
both its day to day work and of the changes and
new projects which have been introduced. Key
performance indicators are checked regularly
across the whole Service area and for each of the
four unitary council areas. The most significant
improvements over the past five years are set out
below:
• There were 11 fire deaths in 2007-08 and
six in 2011-12, although the numbers are
low and can fluctuate from year to year
•

Injuries from fires in 2011-12 are still being
validated but currently stand at 63
compared to 53 in 2007-08 with the longer
term trend still down

•

The number of accidental house fires has
reduced from 630 to 447
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Delivering
effective leadership
and governance

Leadership
The strategic direction of the organisation is
developed through regular planning days which
involve detailed presentation and debate between
Members and the whole of the Service
Management Team. These planning days were key
to the development of the Authority’s current four
year strategy – ‘Planning for a Safer Cheshire’. The
strategy sits in-line with the timetable for the
Government’s current four year Comprehensive
Spending Review and sets out the organisation’s
overall vision, mission, aims and objectives.
The Authority’s main vision has remained clear and
consistent - “a Cheshire where there are no
deaths, injuries or damage from fires or other
emergencies.” Its overall mission is equally clear –
“to help create safer communities, to rescue
people and protect economic, environmental and
community interests.” To demonstrate how this
vision and mission can be delivered, three key aims
have been developed, each supported by specific
objectives. These are:
•

Protecting our communities and reducing
local risks

•

Responding promptly and effectively to
emergencies

•

Developing an excellent organisation
accountable to our communities.

This high-level strategy is supported by annual
action plans, also known as Integrated Risk
Management Plans (IRMPs). A copy of the
Authority’s current IRMP is included in the
Briefing Pack. Each year a comprehensive analysis
is carried out into the more important political,
economic,
social,
technical,
legal
and
environmental issues (PESTLE) which could have
an impact on the organisation’s abilities to deliver
its services. In addition to the external analysis, the
Service also uses a range of sophisticated tools and
computer programmes to monitor and assess the
changing risk profile of Cheshire so it can adapt its
prevention, protection, and response services
accordingly.
A draft plan is drawn up and is then subject to a
robust and extensive three month period of
internal and external consultation. The Fire
Authority’s meeting in February considers the
results of the consultation and signs off both the
updated IRMP and its budget for the following
financial year.

The strategy also includes the Service’s Medium
Term Financial Plan (MTFP) which is continually
revised to reflect changes in national and local
issues and assumptions. A copy of ‘Planning for
a Safer Cheshire’ is included in the briefing
pack.
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council area where Members review and challenge
local performance and projects.

Member leadership
Members play a full and active role in both
strategic development and the scrutiny of the
organisation’s performance. The Member
planning events previously referred to are held at
four key times of the year. They start with a two
day session in July when there is detailed
discussion and debate about progress against the
strategic plan and a review of emerging issues and
options.

Member and officer working arrangements are
further enhanced by a ‘buddy system’ which sees
everyone on the Service Management Team
assigned two Members each municipal year. The
system provides Members with a quick and direct
way to raise questions and get a personal briefing
on complex issues or outcomes from meetings
they couldn’t attend.

A draft IRMP for the following financial year is then
developed which Members review at the planning
day in September, while the October event focuses
on emerging financial scenarios. The final planning
day of the cycle is in January when Members
debate outcomes from the IRMP consultation and
consider a detailed financial update, with union
representatives also in attendance.

Officer leadership
Officer leadership is provided by a lean SMT
structure which has recently been reduced further
with the deletion of two director level posts. The
current structure provides clear lines of
responsibility and direction through the CFO,
DCFO and ACFO, supported by Heads of
Departments (HoDs).

The Fire Authority also appoints ‘Member
Champions’ for key areas of the organisation’s
business including Finance, Equality, ICT, the
Environment and Health and Safety. These
champions also sit on relevant task groups to
provide a Member input into the development of
key projects and action plans such as Equality and
the current ICT programme of change.

The current CFO was appointed in 2009 with a
strong focus on a ‘Team Cheshire’ approach –
ensuring officers, Members, staff and volunteers
work together towards the single vision of making
Cheshire safer. The approach included a renewed
emphasis on face to face communications and the
development of a new set of Cheshire-specific core
values and behaviours. These were developed with
the involvement of people across the organisation,
with descriptions of expected behaviour under the

Scrutiny at an organisation-wide level is carried out
by the Performance and Overview Committee,
while quarterly meetings are held in each unitary
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following values:

CASE STUDY

•

Putting customers first

•

Promoting equality and diversity

•

Working together

•

Aiming for excellence

•

Developing and respecting our people

•

Delivering our promises.

Cheshire Planning System
During 2011, the Corporate Intelligence Unit
(CIU) took up the challenge of developing and
implementing a standard project management
methodology for the whole organisation.
The result is a robust and flexible Project
Management Framework supported by a Project
Toolbox which contains a range of resources to
support managers in delivering successful
projects.

The Fire Authority’s pledge to deliver on its
promises over firefighter safety saw major
investments made in ensuring staff had the
highest quality protective clothing and
equipment. In addition, a fundamental overhaul
of operational training was carried out and
funding secured for the hi-tech Incident
Command Training Suite at the Service
Headquarters in Winsford.
As previously mentioned, the sign off for internal
policies is carried out through the Policy Approval
Group (PAG). The full Service Management Team
has a structured meeting programme which
involves a meeting on the first Monday of the
month to consider departmental briefings and to
provide an organisational steer on Service-wide
issues. On the last Monday of the month there is
an SMT planning day to consider and agree
progress on key strategic issues such as budgets
and to assign responsibility for responding to
national legal and policy changes.

This is delivered through the Cheshire Planning
System, an in-house software system on the
Service’s Intranet which allows staff and
managers to update and monitor risks, projects
and plans in one place.
In developing the new approach a stakeholder
group was set up to ensure the Framework met
Service and user needs while a pilot period
allowed the system to be refined before formal
launch. This was followed up by an accredited
training programme for 84 members of staff to
increase knowledge of project management
across the organisation.

While a weekly Bulletin – The Green – keeps staff
up to date with day to day issues, a Core Brief is
issued by SMT when there are significant issues it
needs managers to cascade to their teams.
Communication by senior managers is led by the
CFO who holds monthly ‘Breakfast with the Chief’
sessions and quarterly ‘Chief’s Briefing’ events for
all staff. There are also regular roadshows on
stations and management conferences twice a
year while Heads of Departments also hold annual
‘awaydays’ with all their staff. A copy of the
Service’s staff magazine ‘Alert’ is in the Briefing
Pack.

The system is key to the work of the IRMP
Programme Board which oversees the delivery of
projects and assess interdependencies and
capacity issues.
The Service’s approach has recently been
highlighted at a national conference on project
management, while other fire and rescue
services have shown an interest in adopting the
planning system.

To provide an objective view on staff attitudes,
independent surveys are carried out every two
years. The last one in 2011 saw 500 staff taking
part and resulted in significant increases in staff
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An annual Internal Audit Plan is approved by
Members which outlines the statutory reviews and
checks together with further areas of work aligned
to risk and value for money. The internal Audit
Protocol has been revised recently to streamline
the reporting arrangements to Members and
senior managers and to clarify the links to
corporate risk management.

satisfaction in all six headline question areas.
Compared to 2009, overall satisfaction in working
for the Service went up by 21% to 80%, while
there was a 27% increase in satisfaction with
organisational performance. This section about
organisational performance and leadership saw
the biggest improvements in satisfaction ratings
overall. ‘Principal Officers and Heads of
Department are doing a good job at motivating
employees’ saw a 36% increase to 63%, while
‘Principal Officers and Heads of Department
provide clear leadership’ went up 30% to 63%. A
copy of a 2011 staff survey newsletter is
included in the briefing pack.

The Service’s Corporate Intelligence Unit oversees
the implementation of the internal audit and risk
management plans and also co-ordinates the
organisation’s service and financial planning
timetable. An in-house Cheshire Planning System
ensures planning, project and risk management is
consistent and co-ordinated across the
organisation and ensures progress can be
monitored at individual, departmental and
corporate levels. See Case Study on page 13.

Governance
The Fire Authority’s constitution sets out the roles
and responsibilities for Members and the
procedures used to ensure that decision-making is
efficient, transparent and accountable to local
residents. There are codes of conduct for both
officers and Members, with a Governance and
Constitution
Committee
responsible
for
monitoring and reviewing Councillor conduct.
This includes co-opted independent Members
who act in an advisory capacity. The Authority is
working with its constituent unitary councils to
ensure the revised expectations on standards
outlined in the Localism Act are addressed
consistently and effectively.
The Fire Authority produces an Annual
Governance Statement. This demonstrates how it
has complied with the principles and best practice
set out in the ‘Delivering Good Governance in
Local Government’ framework developed by the
professional
bodies
representing
public
accountants and Chief Executives. The Service’s
process for monitoring, reviewing and reporting
on the Statement has been confirmed as robust by
its Internal Auditors, RSM Tenon. The Statement
and the Annual Statement of Accounts are
formally approved by the Authority with a
summary of financial and organisational
performance included in the Annual Report which
is delivered in newspaper format to every
household in Cheshire.

Focus areas:
Strategic planning and development.

Key supporting evidence:
Four year strategy
IRMPs
Medium Term Financial Plan
Staff Survey 2012 summary
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Managing
resources and
capacity

Operationally that has meant evaluating options
for the future locations of stations and emergency
response vehicles as well as reviewing the
effectiveness of current shift systems and potential
alternatives. For the non-operational areas of the
organisation there is a rolling three-year
programme of themed and departmental value for
money reviews. The objective is to develop a
package of options and proposals for consultation
and implementation over the next few years so the
Authority can continue to deliver the most
effective and efficient fire and rescue service within
the resources available.

Learning and development

The Fire Authority has a duty to ensure its
resources are managed efficiently and effectively
on behalf of the communities it serves. The key
corporate aim of “Developing an excellent
organisation accountable to our communities” is
supported by the following specific objectives to:
•

Ensure our workforce is competent and able
to deliver our vision

•

Inform and involve our staff in developing
services which are open, transparent and
accountable

•

The Service regularly reviews its management
structures to ensure they are fit for purpose and
meet the needs of the business. The recent senior
management restructure has already been referred
to, but reviews at middle management level are
already underway. In addition, the Service is
implementing the first outcomes from the
programme of value for moneys reviews.
This major programme of change is being carried
out by review teams which include Business
Partners from Human Resources (HR). HR’s key
focus this year revolves around supporting this
organisational change and improvement by
ensuring that we have the right people in the right
place at the right time with the right skills,
attitudes and approach. This includes ensuring all
staff affected by change are provided with
appropriate information and support and that the
Authority’s commitment to avoid compulsory
redundancies where possible, is upheld.

Deliver value for money services which
maximise community safety and minimise
our impact on the environment.

The anticipated major reduction in the Authority’s
funding for the next two financial years poses the
organisation’s most significant challenge. To help
it prepare, significant work is being carried out to
fundamentally review everything the Service does
and how it does it.
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•

The “Right Time and Place” approach by HR
includes developing more robust processes to
deploy staff and being more proactive over
succession and workforce planning. As part of this
approach the Service has recently supported
programmes to identify and develop future
leaders,
while
structured
management
development training is provided for suitable
candidates with formal accreditation through the
Institute of Leadership and Management at Levels
3, 5 and 7. Other work to support workforce
management and staff development includes:
•

Managers Direct – an Intranet-based
management and leadership development
tool, accessible to all staff

•

A dedicated HR Policy helpline set up to
provide support to managers regarding the
interpretation and application of all HR
policies

•

Workforce information reports generated at
regular intervals which provide managers
will relevant and timely information / trends
for planning and review

•

A suite of toolkits and one minute guides
developed over the last 12 months to
provide quick guidance to managers on HR
processes and policies

•

A range of management and leadership
development activities, including blended
learning approaches such as Ashridge
Portal, 360 feedback, MBTI and Belbin
profiling and local podcasts

A bespoke Assessment and Development
Process, linked to the Institute of Fire
Engineers (IFE) qualifications, promotion
and talent, in line with organisational needs.

Individual training needs are identified through
the Service’s appraisal programme which also
includes the development of individual objectives
and a review of past performance. A full appraisal
at the start of the financial year is supported by
interim meetings after six months.
The development of consistent and progressive HR
policies and a strong corporate focus on
attendance management has seen significant
reductions in staff sickness. The average days lost
per person across the Service has been less than
six in each of the last two financial years.
Further support for the service review programme
is being provided by the creation of a dedicated
post to oversee Business Improvement using staff
trained in lean management techniques. Key
business processes which are identified will be reengineered to assist Departments in stripping out
activities which don’t add value to deliver
measurable outcomes in terms of time, resources
and cost.

Premises and procurement
The Service has an overarching Asset Management
Strategy which is supported by indvidual plans
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which
outline
scheduled
maintenance
programmes for land and premises, ICT,
operational equipment and transport. These make
up the bulk of the Authority’s capital spending
plan. The capital plan is developed in detail each
year, with an indicative look ahead over the next
four years to match the Medium Term Financial
Plan (MTFP).

CASE STUDY

Cumbria Control project
In the space of just six months, the Authority has
devised, managed and implemented a project to
take over the control and mobilising functions of
Cumbria Fire and Rescue Service. The project
went live on 1 June 2012.

The Service’s workshops, based at its Winsford
headquarters, are responsible for carrying out the
vast majority of the preventative and routine
maintenance on operational vehicles with external
contractors used for more specialist work.

The project forms part of the transition to a
single North West Control Centre, which will see
the control and mobilising functions of four fire
and rescue services in the region being managed
and delivered by a single local authority
controlled company in 2014.

The Service works with other fire and rescue
services in the North West on a number of other
collaborative projects aimed at improving value for
money. Key recent work included the specification
and purchase of protective clothing for all
firefighters in the region.
The working
relationships and economies of scale generated by
this major project paved the way for a new online
procurement portal - Supply4NWFire – where all
key contracts being offered by Cheshire,
Lancashire, Manchester and Merseyside services
are advertised.

In 2011, as a precursor to the North West
project, Cumbria were faced with having to find
alternative arrangements for their existing control
system as the technology needed to be replaced
and their
Headquarters site
was being relocated.
A decision was
taken by Cumbria
County Council, to
collaborate with
another fire and
rescue service to
provide control
technology.
However, in
September 2011 the parameters of the project
changed to full outsourcing and conversations
with Cheshire began.

Joint Fire Control
The strong working relationship between fire and
rescue services in the North West was critical to
the success of the recent bid to Government for a
project to deliver a joint 999 call handling and
mobilising centre. In the wake of the failed
national fire control project, all five services were
involved in developing an outline business case to
deliver a locally-managed solution.

The project has required the differing
technologies and procedures of two fire and
rescue services to be aligned and preserved
where required and for a number of staff to be
transferred from Cumbria to Cheshire.

While Merseyside subsequently decided not to
pursue its interest, the four other fire authorities
voted in principle to support the initiative. It
involves using the premises originally built for the
national project at Warrington as the Control
centre for the North West, with a Government
subsidy of £35 million towards the lease over the
next 25 years.

While the transfer phase of the project has only
recently been completed, it appears to be
working well and the Authorities involved are
ensuring that learning is being captured and fed
into the North West Control project, which
continues to develop.

The Invitation to Tender for the mobilising
technology has recently been issued and the go-
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Phase two looks to deliver efficiencies by
rationalising software systems and improving data
sharing across departments to ensure “single
keying” of data by developing bespoke software
to link back office applications. Phase three will
involve a review of the ICT department’s structure
to ensure it best supports the needs of the Service
and maximises value for money.

live date is scheduled for the first quarter of 2014.
In addition to significant annual revenue savings £360,000 a year in Cheshire’s case - the project
will ensure all communities in the four areas
benefit from a more resilient and effective fire
control service with the most advanced
technology available. The Centre will be managed
by a local authority company made up of
Members from each of the individual fire
authorities.

Considerable work has been carried out under the
initial two phases of the programme. The main
improvements, however, are dependent on the
installation of a new Wide Area Network (WAN)
which connects all of the Service’s sites to
Headquarters as well as providing the connection
to the world wide web.

In advance of the North West project, the Service
agreed to take over the call handling and
mobilising service for Cumbria Fire and Rescue
Service. Cumbria approached the Service because
of increasing concerns about the reliability of their
existing mobilising equipment. An intensive six
month project resulted in Cheshire taking calls and
mobilising Cumbria’s fire engines from June 1st
this year. See Case Study on page 17.

An ICT Steering Group with representation from
all departments oversees the programme of
change. The Member champion for ICT attends
the steering group meetings while update reports
are taken to the Performance and Overview
Committee.

ICT
Despite always having an overarching ICT strategy,
the Service’s network and systems have developed
in an ad hoc fashion in recent years. This has
resulted in data and information stored in diverse
locations and on systems that cannot always talk
to each other. In 2010 it became clear that the
hardware on which these systems operated was
also starting to fail. This was due to a number of
issues including obsolete desktop computers and
servers, poor maintenance of critical systems and
an outdated local network with limited capacity.
The overall experience for staff has been poor with
systems being extremely slow to load and the lack
of integration resulting in labour-intensive local
solutions having to be developed. This is reflected
in the outcomes of the Service’s latest staff
satisfaction survey.

Focus areas:
ICT, Asset Management, Fire Control,
Learning and Development

The issues were highlighted in reports to the Fire
Authority who agreed a £500,000 capital and
revenue investment to deliver a phased
programme of improvement. Phase one focuses
on replacing obsolete networks, servers, PCs and
back office systems with fast and resilient hardware
and enhanced business continuity support.

Key supporting evidence:
Asset Management Strategy
ICT Programme of Change
Learning and Development Strategy
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5

Improving the
safety of local
communities

The projects, proposals and targets in the final
IRMP are then incorporated into departmental,
unitary and station-level action plans and
ultimately individual appraisal objectives. As
previously mentioned, progress and outcomes are
monitored at a corporate level by the IRMP
programme board and by Members through
unitary performance group meetings and through
quarterly reports to the Performance and
Overview Committee.
Residents and partners are able to see the work of
the Service in their area through a post code-based
“My Area” application on the Service’s website,
while an interactive map highlights recent
emergencies and trends.

The Authority’s annual Integrated Risk
Management Plan (IRMP) is key to the
organisation ensuring that it stays focussed on
protecting the communities it serves and
improving the safety of residents and businesses.

Better outcomes for residents
The Service has a clearly defined strategy covering
home safety, youth engagement and road safety,
while a ‘Working with you’ menu highlights the
community safety prevention activities offered by
the Service. These interventions are intelligenceled and are delivered in areas where the Service
can make the greatest impact.

The draft plan is subject to a robust three-month
consultation programme which is refined and
developed each year to maximise the
opportunities for the public, partners, staff and
other key stakeholders to give their views. An
internal audit of the programme confirmed the
process
as
robust
and
two
minor
recommendations have now been incorporated
into the approach.

The initial focus of the Service’s Home Safety
Assessment (HSA) programme was to visit as many
homes in Cheshire as possible. That focus on
quantity was hugely successful with over
threequarters of households visited, however, the
Service is now far more sophisticated in being able
to identify and target those most at risk.

The consultation on the current IRMP was the
most successful to date and ensured a high degree
of confidence in the accuracy of the results. The
approach involved 16 community roadshows
at locations across Cheshire and also allowed
staff to promote tailored safety messages, with
the initiative highlighted as best practice at a
recent national fire conference. See Case Study on
page 20.

Key to the approach is recognising that vulnerable
people are often already in contact with other
public sector partners. This had led to the Service
receiving data from health and other partners and
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combining this with lifestyle information, travel
distance from fire stations and other risk factors so
it can target its work far more accurately.

CASE STUDY
IRMP consultation
The Authority has transformed its consultation
framework over a number of years, moving away
from a position of high levels of apathy, low
numbers of public and partner responses and
elected Members questioning the ‘value’ of
engagement.

The Service also uses the HSA visits themselves to
carry out a far broader assessment of risks than just
fire and then ensuring the person receives the
appropriate support. This Contact Assessment
process has not only delivered major
improvements in the quality of life for individuals
in Cheshire, it has also led to an extra £6 million
in benefits being received by those most in need.

This presented a risk to the organisation as a lack
of evidence, particularly around public opinion,
could result in the threat of judicial review and
greater opposition from vested interests, the media
and representative bodies, leading to delays in
implementation.

There is detailed day to day performance
management of the Service’s HSA delivery
programme, however, academic research is
regularly commissioned to formally evaluate the
effectiveness and outcomes. This evidence-based
external evaluation has extended to the
organisation’s youth engagement, particularly the
RESPECT and Princes Trust programmes.
High profile campaigns are used to promote key
safety messages with Cheshire Safety Day one
example where MPs and other partners join forces
to complete over 1,600 HSAs in a day. Details of
this and another project on ‘warning and
informing’ are in “Campaigning for a Safer
Cheshire” in the Briefing Pack.

In 2011 the consultation process was
fundamentally reviewed and re-launched with a
more proactive focus. The new process used
safety campaigns to draw people in and took to the
streets to engage with residents where they were.

Community Risk Management
Model

Sixteen community roadshows were held in busy
locations across Cheshire and elected Members
played an active role, taking part in events held in
their local areas. This was supported by the greater
use of social and print media to promote the
events, particularly Twitter, Facebook and local
newspapers.

While this formal evaluation provides clear
evidence of the positive impact of the prevention
and protection work, the Service’s current risk
methodology does not factor it into the risk
profiles it develops for local areas.

The revised process was a huge success and saw
a significant increase in the numbers of public
responses – over 1000 in total and an average 20%
response rate from each roadshow. Partner
responses increased more than ten-fold following
the introduction of a more tailored approach.

Therefore, as part of the fundamental operational
response review, work is being carried out to
develop a comprehensive Community Risk
Management Model. This would bring together
the Service’s current processes to identify and
manage risk and then integrate them with the
outcomes from targeted prevention work. This
would then provide a more dynamic way of
reviewing local risk levels and subsequently
developing clearer response standards.

The figures meant that the Authority was able to
reduce the risk of judicial review and support its
decisions with robust data. Moving forward the
Authority continues to review and refine the
process, building on what has been achieved.
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Altogether Better community budget initiative in
Cheshire West and Chester. This is one of just four
national pilots of community budgeting approved
by the Government and the Service is highlighting
the added value its work in the community can
bring without compromising its emergency
response resources.

Positive partnerships
The Service’s prominent role in community
protection sees staff involved with all of the four
Safeguarding Adults and Health and Wellbeing
Boards in its area. This ensures that vulnerabilities,
including fire, are recognised and appropriately
responded to by a range of agencies working
collaboratively to reduce risk. The Service has an
Adult Safeguarding Policy setting out clear policy,
instruction, guidance and support in relation to its
obligations, partnership working and procedures.

Further examples of the Service’s high level
involvement in the sub region have seen CFO Paul
Hancock chairing a Public Service Review Project
which has identified the following as key focus
areas:

Key partnerships have been established with
organisations who have a joint interest in
protecting vulnerable people. Those with bodies
such as Age UK Cheshire and the Deafness
Support Network have resulted in the
appointment of jointly funded community safety
advocates specialising in working with the relevant
group.
Other innovative projects with partners has
involved the Service being commissioned by
Cheshire East Council to deliver its responsibilities
for road safety education. The organisation’s track
record in delivering fire safety to Key Stage 2
pupils across Cheshire has meant it is well placed
to extend its work with schools further.

•

Troubled families

•

Mental Health

•

Community Safety

•

Shared Assets.

Focus areas:
Community Risk Management Model.

Key supporting evidence:
Community Safety Strategy
HSA Targeting Methodology

Senior managers, including the three Principal
Officers, have taken leading roles in supporting
joint projects in the Cheshire sub region. DCFO
Mark Cashin is on the Public Service Board for the
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6

Supporting themes

Risk analysis
The organisation’s annual planning timetable
begins in June each year and the process draws on
a comprehensive range of intelligence sources to
develop the Authority’s overarching strategy and
annual action plans.
The annual PESTLE document highlights the most
important political, economic, social, technical,
legal and environmental issues, as well as
presenting key demographic information and a
statistical overview of Cheshire. Issues outlined
include:
•

Government spending plans and the
financial settlement for fire and rescue
services

•

Changes to national legislation and
guidance, such as the Localism Act and new
fire and rescue national framework

•

Local developments and projects, such as
the Altogether Better community budgets
pilot in Cheshire West and Chester and
changes to sub-regional partnership
structures (Police and Health)

•

•

CFRMIS

•

IRS

•

MOSAIC

•

Process evolution.

This then ensures the Service can more accurately
match its resources to risk from both an
emergency response and a community safety
perspective.
This year the organisation is undertaking a more
comprehensive review of its operational resources,
including the location of its 24 community fire
stations, appliances, shift systems and special
appliances.

In addition to the external analysis, the Service
then uses a range of tools and computer
programmes to model and monitor the changing
risk profile of Cheshire’s communities. Specific
software and databases include:
FSEC

Phoenix

Existing profiling information available through
MOSAIC is then enriched by adding in key data
from partners to assist in identifying vulnerable
people and groups.

National and local resilience issues.

•

•

The outcomes of this review will feed into the
planning process and recommend a series of
options for the delivery of future projects and
proposals in IRMP 10 and beyond.
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Targeted community safety work, a significant and
diverse range of successful partnerships and
campaigns led by the Service, not least our
delivery of over 340,000 HSAs in the last decade
has continued to reduce the incidence of fires in
the home.

Health and safety
In a high risk organisation such as the fire and
rescue service, a positive safety culture is critical
and requires all managers and staff to maintain a
high degree of safety awareness. The Service has
an established Health and Safety Management
Policy which is regularly reviewed and takes
account of all relevant legislation. This is signed off
by both the CFO and the Chair of the Fire
Authority who has acted as the Member
Champion for Health and Safety (H&S) and
attends meetings of the Service Health Safety and
Welfare Committee (SHSWC). The Committee has
representation from every department in the
organisation as well as representative bodies.

The Community Safety departmental plan outlines
the specific risks and related activities that will be
addressed each year. It is used as the delivery tool
for a number of strategies including Home Safety
Assessment Targeting, Youth Engagement, and
Road Safety, as well as addressing organisational
priorities in the IRMP and Four Year Strategy.
The department plan uses information gathered
from internal and external sources to identify and
devise supporting initiatives for those most in
need. In addition to the vulnerable people data
sharing agreements previously mentioned with
Age UK and the NHS, other intelligence is
provided through key partnerships, BME
community groups, sub-regional forums, elected
Members and unitary Councils.

The arrangements in the policy are based on
Health and Safety Executive (HSE) guidance set
out in HS(G)65 and include:
•

The approach to identifying hazards and
assessing and managing associated risks

•

Arrangements for consulting staff and
representative bodies on HSW issues

•

Processes for identifying training needs and
providing this training

•

Arrangements for Occupational Health

•

A commitment to reporting and
investigating adverse events (accidents etc)
with a view to learning from these
investigations and preventing a recurrence.

For front-line, operational staff the delivery of
community safety activity is translated into local
Community Action Plans (CAPs), which are held
on the Cheshire Planning System. Individual
actions within the CAPs are translated into watch
and individual tasks through the appraisal system,
with delivery managed and monitored through a
number of forums including corporate and unitary
performance management groups.

The organisation has successfully subjected its
H&S Management system for assessment through
the British Safety Council’s International Safety
award for three successive years. The Service is also
an active participant in the CFOA North West H&S
Group which shares learning and good practice
and has established a peer review audit process.

Community Safety maintains close links with
communities by having locality-based staff looking
after two unitary areas each and working closely
with the Unitary Performance Managers (UPMs).
All key intelligence and information gathered
throughout each area is shared back across frontline and corporate functions through an
Information Sharing Forum, which meets on a
monthly basis. The group includes the Heads of
Service Delivery and Community Safety, the Policy
and Research Manager and the three UPMs and
acts as an effective channel of communication,
escalating key issues up to SMT and pushing
messages down and out.

Intelligence-led Community Safety
The organisation’s Four Year Strategy and IRMP
outline how prevention activities will be
undertaken, providing a clear sense of direction to
staff, partners and communities as to how the
Authority will approach the challenges ahead.
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Partnerships
The Service employs dedicated staff to work with
both businesses and local communities and to
develop a detailed understanding of the different
risks they face. These include advocates and
partnerships which are part-funded through
partner agencies, including:
•

Age UK Cheshire - jointly funded older
person’s advocate to work specifically with
those aged over 65

•

An outreach dementia advisor funded
through Western Cheshire Primary Care
Trust

•

Deafness Support Network - jointly funded
deaf person’s advocate, providing specialist
advice and smoke detectors.

Using this approach, the community safety
department has led the development of much of
the national prevention agenda. There are now a
range of interventions and initiatives in place,
some delivered directly and others in partnership
including:

Local managers supported by community safety
staff and partnerships officers from Headquarters,
engage effectively with a broad range of
stakeholders, from community groups to
Members of Parliament (MPs) to develop an
understanding of the Service and its objectives.
Examples of effective partnership working include:
•

Membership of Cheshire-wide structures
(Chief Fire Officer and Chair)

•

Membership of governance and practitioner
boards for Altogether Better (Community
Budgets pilot in Cheshire West and Chester)

•

Membership of Cheshire-wide health and
wellbeing and police and crime
commissioner transition boards

•

Full representation at unitary partnership
structures i.e. Children’s Trusts, Community
Safety Partnerships, Health and Wellbeing
Boards

•

Twice yearly meetings with Cheshire’s 11
MPs and 11 members of the House of Lords
(Chief Fire Officer and Chair)

•

Volunteers - a group of around 300
assembled and retained over 5 years,
including a Post Fire Support Team

•

Prince’s Trust - Cheshire was the first Fire
and Rescue Service to work with the Trust
over 20 years ago and over 3,000 young
people have since graduated

•

Successful youth programmes – RESPECT
(secondary and primary school-aged), Drive
Survive road safety courses, Road Safety
Education in Cheshire East, On the Streets
teams

•

Fire Cadets – at least one unit at every
station. Ghana Outreach – fire cadets have
now built four schools in Ghana with money
they have raised themselves

•

Heartstart community gym (Runcorn and
Ellesmere Port), community gardens,
Warrington Boxing Club.

These are in addition to a range of initiatives being
developed each year to tackle issues such as small
fires and bonfires, domestic abuse and
preventative work inside young offenders
institutions.

Partnerships are well developed and highly
effective, with the Authority engaged with all
major agencies, both formally and informally
across all four constituent areas. They are
scrutinised through the Information Sharing
Group and the Service Management Team.
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The department recently underwent a value for
money review which led to improved data
management and a reduction in the administrative
burden placed on staff.

Protection
The Community Fire Protection Department
ensures that local businesses are aware of their
responsibilities under the Regulatory Reform (Fire
Safety) Order 2006 and has undertaken a number
of successful prosecutions in cases where lives have
been put at risk.

Responding to emergencies
The departmental plans for Operational Policy and
Assurance and Service Delivery translate the
strategic requirements of the IRMP into key
objectives and actions. Major projects are
managed through the Service’s IRMP Programme
Board, while smaller changes and bespoke
schemes are managed within departments,
through the Cheshire Planning System,
departmental and team meetings.

There is a clear framework setting out a risk based
approach to the regulation of premises, which is
delivered through a business safety team, routine
enforcement and proactive arson reduction, with
the overarching response set out in the Four Year
strategy and IRMPs.
The approach is adaptable - to take account of
local risks and priorities the department works
closely with a wide and growing number of
partners such as housing authorities, councils, HM
Prisons Service, Chester Fire Board, the fire sector
and the Local Enterprise Partnership (LEP).

Workforce information is provided through
Human Resources to enable managers to be more
proactive in anticipating vacancies and
maintaining staffing levels in order to ensure a
continued response. This is managed through
Unitary Performance Areas and at departmental
level in Service Delivery.

The department has supported the courts through
the production of impact statements to enable
them to fully appreciate the community impact of
arson cases e.g. the Peckforton Castle fire. The
business safety team has forged successful links
with the business and commercial sector and runs
targeted campaigns based on local risks.

The ongoing assessment of new and emerging
risks within Cheshire has seen the introduction of
a number of new response platforms and
approaches over the last few years. These have
been as a direct result of the collective intelligence
gathering of the Operational Assurance and Risk
Analysis Teams, which have presented options and
potential risks back to Members each year. They
have included:

Operational intelligence acquired during audit is
shared with operational crews using the GEN12
process and the outcomes from every audit are
entered into the CFRMIS system, which is used to
monitor changes in risk levels across premises
types.

•

Swift water rescue

•

Wading response to flood risks

•

Large animal rescue capabilities

•

Rapid Response Rescue Units (RRRU) for
motorway responses

•

Co-responder unit

•

Rope rescue capabilities

•

Environmental protection unit

•

4x4 capabilities for mobile incident
commanders

•

Command and control unit

•

Targeted Response Vehicles (TRV) / Midis.

26
Operational Assessment and Fire Peer Challenge – Self assessment report

Self Asssessment 2012

through Category 1 Responders and through the
LRF, as well as other related fora, major developers,
such as Peel Holdings and hazardous site
operators, such as Essar and other petro-chemical
manufacturers.
Where areas of significant concern emerge, either
as the result of incidents or training exercises,
Operational Assurance will issue a Safety Flash,
detailing the issue identified and action to be
taken. Where an issue is less urgent, but still
relevant, an Operational Information Note will be
distributed and adopted in the same manner.
The quality, accuracy and relevance of Site Specific
Risk Information (SSRI) being collected has
continued to improve and has been enhanced
with the creation of two new posts to develop oncall SSRI and to provide bespoke SSRI training to
operational personnel.

A full and comprehensive suite of standard
operating procedures has been produced, which
recognises the unique and varied range of
incidents attended.
As legislation in 2004 removed the fixed national
standards of fire cover, the Authority uses a suite
of localised ‘Cheshire Response Standards’, which
rely on a number of data sets to produce a series
of risk weightings and accompanying emergency
response times for all communities.

Cheshire has 43 top and lower tier major chemcial
hazard sites - more than any other fire and rescue
service in the country. The organisation has
developed positive relationships with the owners
of these sites to ensure appropriate arrangements
and agreements are in place, which can be tested
through joint working and exercises.

IRMP9 (2012-13) contains an objective to review
the standards as part of the wider fire cover review
being undertaken. The Service has invested
considerable resources in ensuring that this
process produces a number of recommendations
that deliver a better service to the public, while
enabling opportunities to make financial savings.

Training and development
The Authority has invested heavily in its
operational, managerial and elected Member
training and development over the last few years
to support its journey of organisational change.

Resilience
Through the Local Resilience Forum, the Risk
Assessment Task Group - chaired by the Service conducts an assessment of risk across the subregion to inform the community risk register and
exercise regime of the LRF. The organisation plays
a key and active part in major hazard exercises,
through both live play and table top exercises.
There is effective multi-agency liaison, with
external bodies and neighbouring fire and rescue
services. Partnerships play a key role in the
development of response activities, particularly
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The Service has a well developed framework for
the training, continuous development and
assessment of its staff, working in both operational
and non operational roles.
It is split over two areas of the organisation,
Learning and Development, who oversee
organisation and management training and
Operational Policy and Assurance, who oversee
operational development and competence.
For wider and organisational training needs, the
Authority’s appraisal and continuous professional
development (CPD) processes ensure that all staff
maintain their competence and support the
delivery of strategic aims and objectives. This
process is overseen through the Learning and
Development team.
The Authority has well established learning and
development and assessment strategies, which are
underpinned by a suite of policy and related
documents and guidance, including the 7 Pillars
Policy.

trainee stage, before moving on to a development
phase.
Firefighters are monitored in their development
phase through a clear process and are supported
by local assessors and instructors from the
Operational Training Group (OTG) in acquiring
the relevant skills and training to demonstrate the
transition from development to competent.

The Authority has introduced a new Operational
Training Strategy, which is underpinned by 10
principles and outlines the framework to ensure
operational staff remain competent in their roles
and safe to work. This directs the planning and
delivery of training on an annual basis, which runs
as follows;
•

Training plans drawn up for the following
financial year in September

•

Communication to Station Managers on key
operational and organisational training
needs identified

•

The system has been rolled out to on-call stations,
where development firefighters are supported by
Mobile Incident Commanders and assigned OTG
Instructors.
The Authority has clear mechanisms in place for
the active monitoring of incidents and their
outcomes. Following audit and review, outcomes
are shared with relevant partners. Some of these
audits include:

Strategic reserve appliances organised so
stations can release staff to the Training
Centre.

This process enabled the organisation to achieve
100% attendance for its operational staff on both
the annual breathing apparatus (BA) refresher
training and compartment fire behaviour training.

•

Station Manager Framework audits

•

Site Specific Risk Information (SSRI) audits

•

Incident Command Assessments

•

Ops Incident Debrief

The Operational Training Strategy takes new
firefighters through a structured recruitment and

•

Fire ground audits
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Once competent, firefighters maintain their
competence through:

Feedback is captured, held and, in future, will be
disseminated automatically from the Operational
Learning Platform.
The system highlights critical learning arising from
response activities, such as equipment, training,
safety and procedures, as well as National issues
from the CFOA Operational Bulletin.

Assessment
In 2011 the Authority became an accredited
assessor with the qualification board EdExcel,. This
enables the delivery of a wide-range of NVQ
courses as well as the design and delivery of new
courses and products. The Level 3 diploma forms
the route to competence for all development
firefighters, including on-call personnel.

•

Completing training in-line with station
training forecasts

•

Maintaining their individual record on the
proficiency assessment system (PAS), which
holds information on required standards
and training undertaken

•

Required validation of the station training
forecasts through the 6-monthly cluster
exercise programme

•

The appraisal and continuous professional
development (CPD) processes

•

Undertaking specialist training and skills,
aligned to certain appliances and locations
and maintained through the station training
forecasts

•

Compulsory Insight Days for supervisory
managers, as evidence towards CPD and
Operational Awareness Days for middle
managers to provide updates on operational
developments

The NVQ infrastructure is supported by a network
of qualified Service assessors at NVQ Level 3 and
Internal Quality Assurers (Level 4). Workplace
assessment is embedded within the culture of the
organisation and takes place at all levels:

Other improvements in training include:
•

At stations

•

Within departments

•

•

At formal initial and refresher training
programmes and for new management
selection, and

All Incident Commanders enabled to
undertake three days training per year

•

Development of the Operational Learning
Platform

•

Investment in running two themed cluster
exercises per year for each watch, including
on-call

•

Through Assessment and Development
Centres (ADCs)
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•

Use of Mobile Incident Commanders to
undertake fire-ground audits and identify
development needs

Incident Command (IC) Training in the
organisation is currently based on the IC Training
Manual and the National Occupational Standards
representing the three recognised levels of
responsibility within Incident Command, supervisory, tactical and strategic management.
All Watch and Crew Managers are also required to
undertake an intensive three day IC course at the
Fire Service College while phase two firefighters
attend the same course to develop their IC skills
and knowledge.
A number of other fire and rescue services,
including Cumbria and Shropshire have used the
Cheshire facilities and framework to deliver their
IC assessments. Urenco also use the facilities to
assess their staff, in addition to partner agencies
Wulvern Housing and Eon using the facility to test
their business continuity plans.

Member training
The Authority is also fully committed to ensuring
that access to development runs throughout the
organisation and in the last few years a
comprehensive and structured approach to
member development has been put into place.
The leadership shown by Members in this area,
particularly through the Champion for Member
Development and the Chair of the Authority, to
ensure that Members have the appropriate skills
and knowledge to undertake their role saw the
Authority achieve Level 1 of the North West
Charter for Elected Member Development earlier
in 2012.
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