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EXECUTIVE SUMMARY 
 
 
 

This draft Integrated Risk Management Plan (IRMP) is the first of its kind to be 
produced in Cheshire. It represents a major piece of work and has been 
developed to identify how Cheshire Fire Authority intends to deliver both the 
government’s vision, and our own vision for a fire and rescue service “fit for 
purpose in the 21st Century”. 
 
A new approach to the delivery of a fire and rescue service, which embraces a 
wider community safety vision, has been shaping over the last few years.  This 
has followed a number of reviews into the fire service, culminating in the 
Independent Review of the Fire Service undertaken by Professor Sir George 
Bain, during the  pay dispute in 2002.  The outcomes of Professor Bain’s 
review, and the criticism it contained, prompted the government to produce a 
White Paper, “Our Fire and Rescue Service” on 30th June 2003.  The White 
Paper is a statement of government intent and articulates a new vision which 
is widely endorsed by the fire service community. 
 
The final, agreed IRMP will provide a framework within which the Fire 
Authority can develop its strategies at a local and regional level for the 
creation of safer communities.  This will remove some of the old “restrictive” 
practices that have militated against change.  It is true to say many of these 
practices existed for good, historical reasons but they are no longer 
appropriate within a modern, technological world and the service is ready to 
embrace change. 
 
The fire and rescue service will take on new roles, and, apart from some 
obvious and important aspects of emergency response, will look and feel very 
different to the people who work within it and to the communities it serves.  
Cheshire, in fact, had already started to embrace that change, long before the  
outcomes of Independent Review. 
 
The new fire and rescue service will be a service that:- 
 
§ Is proactive in preventing fires and other risks, rather than simply 

reacting to fires. 
 
§ Acts in support of the government’s wider agenda of social 

inclusion, neighbourhood renewal and crime reduction. 
 
§ Has effective institutions that support its role and purpose. 

 
§ Is well managed and effective. 

 
§ Is committed to developing and adapting to changing 

circumstances, including the growing threat of terrorism. 
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Integrated Risk Management Planning is an approach that incorporates the 
reduction of risk to the community through prevention, protection and 
emergency response to a wide variety of risks and emergencies.  None of 
these themes are mutually exclusive, and all combine to provide for a safer 
community; 

 
 
 
Additionally, an effective service can only be sustained if supported by efficient 
support services, strong corporate governance and robust performance 
management systems. 
 
The desired outcome of producing the IRMP is to develop practical and 
deliverable initiatives that help the concept of a safer community a become 
reality by:- 
 
§ Reducing the number of fires and other emergencies that occur. 
 
§ Reducing the number of lives lost in fires and other emergencies. 

 
§ Reducing the number and severity of injuries in fires and other 

emergency incidents. 
 
§ Reducing the commercial, economic and social impact of fires and 

other emergencies. 
 
§ Safeguarding the environment and heritage (both built and 

natural). 
 
§ Providing value for money. 

 
Cheshire Fire Service is justifiably proud of its past performance in the delivery 
of community safety in advance of the new government vision, but fully 
acknowledges that there is much more still to be done.  This is reflected in the 
mission of Cheshire Fire Service where we “promote safer communities, 
rescue people and protect the environment”, by:- 
 
§ Responding quickly and effectively to a range of emergency 

situations. 
 
§ Educating communities in public safety. 

 
§ Preventing life threatening incidents by working with, and through 

a wide range of agencies and organisations. 
 
§ Restoring normality to the community after an incident. 

 
§ Learning and developing ourselves and the communities we 

serve. 

             Prevention is better than cure. 
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§ Demonstrating the highest standards at all times. 

 
§ Managing our people and assets effectively and efficiently, and 

monitoring our performance. 
 
 
 
 
 
 
STEPS TO AN INTEGRATED RISK MANAGEMENT PLAN 
 
The process of producing an Integrated Risk Management Plan involves the 
following six key stages:- 
 
§ Provide a complete risk profile for the County of Cheshire, Halton and 

Warrington and apply relevant tools to project trends and patterns using 
historic data from a variety of sources. 

 
§ Identify what current arrangements exist to address this risk profile  

 
§ Identify how effective that current response is and highlight 

opportunities for improvements. 
 
§ Describe how the plan, and its strategic aims and objectives, will be 

resourced, both physically and financially. 
 
§ Outline the consultation process on the proposed changes. 

 
§ Provide action and financial plans as part of the best value process to 

deliver those opportunities for improvements; 
  
              TThhee  RRiigghhtt  PPeeooppllee  

              WWiitthh     
              TThhee  RRiigghhtt  SSkkii ll llss  aanndd  EEqquuiippmmeenntt    

              IInn    
              TThhee  RRiigghhtt  PPllaaccee    

              AAtt     
              TThhee  RRiigghhtt  TTiimmee!!  

 
Cheshire Fire Authority has identified that there are five general areas and 
overreaching objectives that present logical and coherent opportunities for 
improvement.  These are identified below.   
 
CHESHIRE STRATEGIC OBJECTIVES: 
  
STRATEGIC OBJECTIVE 1    
  
Reduce the incidence of fire, reduce the loss of life and reduce the number 
and severity of injuries and consequential loss from fires and other 
emergencies. 

 

The aim is to ensure that Cheshire is a safe place in which to live, 
work and travel. 
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Objective 1 .1 
Undertake more work within the community to reduce deaths, injuries and 
consequential loss from fires and other emergencies. 
  
Objective 1.2 
Greater involvement in partnerships with others to enable the delivery of 
enhanced community safety. 
  
How 
  
The service intends to change many of its outdated working practices to free 
up more productive time by our operational and specialist personnel and to 
enable them to undertake more community safety work.  
 
Much of this work will be rooted in partnership with other agencies, 
businesses, the wider community and the voluntary sector.  
 
In future, the focus of the service will be more on prevention of emergencies, 
whilst at the same time providing an effective emergency response and 
ideally, also improving that response. 
 
 
STRATEGIC OBJECTIVE 2   
  
Improve the existing response and prevention standards through an integrated 
risk management approach (prevention, protection, emergency response and 
corporate governance). We will develop a series of “Cheshire Standards” 
applicable to our new role in wider community safety. 
  
Objective 2.1 
Develop and introduce a series of “Cheshire Standards” in prevention, 
protection, emergency response and support services with associated 
performance output measures. 
  
How 
  
Using incident and event risk assessment, data analysis and modelling, review 
and revise the way we respond to any given emergency.  This will  utilise new 
modelling software, but will also utilise the historic data about incidents in 
Cheshire that we already possess. We will work with others to determine the 
most appropriate and proportionate response based on a risk assessment, 
involving prevention, protection, or emergency response. Free up existing, 
‘down time’ by unnecessary attendance to non-emergency calls through ‘call 
challenge’ and revised mobilising policies. Reduce attendance times by 
removing outdated working practices. 
  
Whilst we do not intend radically to amend the overall number of front line 
appliances in the first year, we will, through analysis, redeploy resources in the 
future.  This will be achieved through a number of initiatives and approaches.  
We will also modify the type, number and crewing arrangements of appliances 
that respond to a given situation.  Appropriate consultation will take place with 
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affected communities. 
   
We will also work with other partners and agencies to assist the community 
cohesion agenda and avoid social exclusion. 
 
STRATEGIC OBJECTIVE 3   
  
Develop the organisation and improve performance management. 
  
Objective 3.1 
Provide a better service to the public through enhanced use of performance 
management. 
  
Objective 3.2 
Restructure the organisation to mirror more closely the new roles identified by 
the government in its White Paper. 
  
Objective 3.3 
In accordance with our human resource strategy and organisational values, 
develop our workforce to ensure competency in the new roles, encourage 
greater diversity and equality of opportunity and provide safe systems of work. 
  
Objective 3.4 
Provide a code of Corporate Governance for the Authority promoting an open, 
inclusive and accountable organisation. 
  
 How 
  
Restructure the organisation so that its form follows the new functions of Risk 
Reduction (prevention and protection); Emergency Response and Corporate 
Services (support functions) all supported by an effective and focused 
corporate governance and performance management framework. At station 
and department level, we will revise the management structure to be more 
“outward facing” than has been the case and support them in this process. 
  
Personnel will be trained and developed to meet their new role, through a 
competency framework and continued professional development. They will 
operate through new and recognised human resource practices and 
procedures, which better reflect the modern age.  We will seek to provide 
choice in employment and offer reward packages that reflect the high 
expectation of the Fire Authority and the community. 
 
Elected Members of the Authority will take on a more strategic role, with 
powers to deliver a safer community devolved to the officers of the service. All 
will operate through modern codes of conduct, to enhance the goal of a 
responsible and accountable  organisation. 
 
  



6 

STRATEGIC OBJECTIVE 4   
  
Safeguard the environment and protect our heritage (both built and natural). 
  
Objective 4.1 
Safeguard the environment and protect our heritage by improving the 
capability to deal with incidents involving hazardous materials, revising our 
operational tactics, gathering operational intelligence, improving command & 
incident management and working with local businesses to assist them 
comply with the relevant legislation. We will also develop the relationship 
between public safety and the Building Regulations.  All of these changes are 
designed to lessen the impact of fires and other emergencies on the 
community. 
 
Objective 4.2 
Enhance our opportunities to use e-services and knowledge management to 
connect with our communities through partnership working with bodies such 
as the Cheshire and Warrington Information Consortium (CWIC), the North 
West E-government Group, the North West Node and the Public Health 
Observatory. 
 
How 
  
Work with the business and commercial sector to assist them through the 
change from prescriptive fire precaution legislation to a self-compliance 
approach through a regime of self-regulation, using a risk assessed 
methodology. However, to protect our communities, we will robustly use our 
enforcement powers against those who choose not to take up their 
responsibilities.  
  
Within this approach, and through wider education, we will work with our 
communities to protect people, buildings and the environment from the effects 
of fire and other emergencies. To assist with this approach we will employ 
specialist (fire) engineers to support our fire safety officers. 
  
We will thoroughly investigate the cause of all incidents and events that affect 
the safety of our communities and personnel, or impact on the built or natural 
environment, including the new statutory role of fire and arson investigation. 
The aim is to ascertain the true causal chain of any event, rather than consider 
symptoms and to assess our performance and avoid a re-occurrence. 
  
We will enhance our ability to deal with hazardous materials and work with 
industry and the Environmental Agency to protect our communities and 
workforce. 
  
The service will seek to further engage the community through modern 
technology making e-access more readily available. 
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STRATEGIC OBJECTIVE 5   
  
Provide added Value for Money (VFM) through new working practices and 
enhanced regional working and collaboration.  
  
Objective 5.1  
Meet with government’s expectations of a service in providing best value for 
the communities of Cheshire. 
  
Objective 5.2 
Provide added Value for Money through enhanced regional working. 
  
 How 
  
Change the way we operate ‘special appliances’ (such as, but not exclusively, 
Hydraulic Aerial Platforms), through developing “Cheshire Standards” on 
crewing arrangements and mobilisation.  In the medium to longer term we will 
utilise research nationally and internationally, to determine cost effective and 
safe approaches to emergency response. 
  
We will change the way we work by removing a number of outdated and 
restrictive practices, whilst, at the same time, we will effectively manage our 
workforce to ensure that they have a good attendance record, are competent 
in their role and are operating in a modern, flexible and interchangeable 
environment. 
  
Challenge and change the way we respond to incidents and non-emergencies 
to ensure that we are representing best value in our approach. 
  
Make better use of management information to target resources more 
precisely, including fire cover provision, to any given initiative at any time of 
day, or location, to meet the risk and demand of our communities. 
  
Along with the other North West Fire Authorities, we will establish a regional 
management board (formally constituted, pending any regional assembly), to 
implement collaborative ventures in the areas of Regional control rooms; 
Specialist investigations (such as fire investigation); Regional resilience in the 
event of large scale incidents or terrorist activity; Procurement; Training and 
high level personnel and human resource advice. 
  

The Fire Service has a long tradition as a locally based service, 
responsible to the local communities it serves.  That model has 
existed for many years.  Whilst in some aspects the service 
continues to perform well, in terms of speed of reaction and 
responses to fires, there is much that could be done to improve its 
performance in preventing fires, enhancing community safety and 
collaborating more widely.1 

 
  

                                                 
1 Our Fire and Rescue Service – White Paper, ODPM 2003 



8 

A detailed action plan has been produced which is included in Section 7 of this 
plan.  The action plan sets out to explain how the service intends to convert its 
objectives into reality, particularly in the first two years of the plan’s 
implementation phase. 
 
Many of the proposals build upon the work undertaken by the fire service and 
its many partners over a number of years, especially in terms of contacting the 
community over methods of fire prevention and reduction in deaths, injuries 
and consequential loss.  Some of the initiatives, such as home fire safety 
checks, the provision of smoke detectors and sprinklers and school education 
visits etc. will already be familiar to many people. 
 
Some of the proposals in the Plan, however, are new innovations and suggest 
new ways of building on the significant progress that has been made to date in 
community involvement.  Although these measures are ‘new’, they may not 
require additional funding.  They could be achieved by the more efficient use 
and re-direction of existing resources. 
 
The action plan in Section 7 is, by necessity, comprehensive and may not 
mean a great deal to external stakeholders, therefore examples of the new 
initiatives, which are contained within the action plan and will impact on the 
quality of service to the public, are set out below. 
 
1. Create an incident intelligence unit staffed by specialist officers.  Much 

more detailed information about incidents that have occurred will be 
gathered by this team. This intelligence will then be used, in liaison with 
the public and business concerns, to identify improved methods of 
prevention and protection, whilst also ensuring that effective 
arrangements are in place to provide an appropriate emergency 
response for incidents that do occur. 

 
2. To ensure that the outcomes from the incident intelligence unit’s 

research are applied in practice, a new incident command unit will be 
formed to respond quickly to serious incidents. The members of the 
unit will be appropriately resourced with vehicles and equipment, and 
will receive specific training in this specialist work. 

 
3. Create a hazardous materials team, staffed by personnel who have 

received specialist training.  The team will have appropriate vehicles 
and equipment and wi ll work with industry and partners to reduce the 
likelihood and impact of emergencies involving hazardous materials. 

 
4. Change the duty systems at fire stations so that shift changes do not 

occur at the times when operational activity is at its busiest.  The 
revised working arrangements will also release a greater proportion of 
firefighters time to be spent on community safety work in their station 
areas. 

 
5. Allied to the change in duty systems will be the introduction of revised 

working practices.  One of the immediate benefits will be improved 
response times to incidents at night, as the duty watch will be wakeful 
during the whole shift. 
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6, Based upon a risk assessment methodology, introduce smaller, less 
expensive vehicles, carrying less firefighters, to deal with small 
incidents, such as rubbish fires, where there is no threat to life or 
property.  Also develop the concept of a tiered response, requiring less 
immediately available resources at quieter times.  Additionally, we will 
review the type and crewing arrangements of our special appliances 
and, therefore, releasing valuable resource for community safety work. 

 
7. Expand the principle of call challenge by fire service staff receiving 

emergency calls to reduce the costs wasted on hoax calls and to 
ensure greater availability of appliances and firefighters for genuine 
emergencies. 

 
8. Implement the national Integrated Personal Development System, 

which will provide training methods that ensure all firefighters achieve a 
consistent level of competence to operate in the roles they are required 
to fulfil. Linked to this, a pay and reward structure based on appraisal 
and performance, will ensure that competence levels are maintained, 
and that skills excellence is encouraged and rewarded. 

 
9. Introduce dual contacts to enable Wholetime firefighters to work at part-

time fire stations near their homes, at times when they would otherwise 
be off duty. 

 
10. Phase in greater use of retained (part-time) firefighters’ availability by 

encouraging them to undertake community fire safety work and to 
support staffing shortages on other Wholetime or retained stations.  
This increases the output from existing resources, particularly as 
retained firefighters share pay parity with their full-time colleagues and 
possess the same level of competencies. 

 
11. There are major industrial hazardous sites in Cheshire.  The service 

works with the site owners to prepare detailed plans should an incident 
occur.  These plans are tested for effectiveness on a regular basis by 
operating both on site and desk-top exercises.  A significant element of 
the service’s resources are expended on this work, the cost of which 
have been historically borne by the service.  In future, however, the 
service would seek to recover these costs, money which can be 
diverted to other initiatives. 

 
12. In its continuing efforts for community safety, the service will seek to 

employ fire safety engineering graduates to enhance its ability to assist 
businesses to comply with their obligations under fire and health and 
safety legislation.  Similarly, concentrated effort will be placed on 
enforcing the law where businesses do not comply. 

 
13. Make much greater use of volunteers in local communities to assist the 

service deliver its safety agenda. 
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14. Continue to work with other agencies such as the Police and 
Ambulance Service to reduce the number, cost and what can be a 
devastating impact on families of road traffic collisions.  This is 
particularly significant in Cheshire, due to the web of motorways that 
cross the County. 

 
15. In response to the increased threat of terrorism, work with emergency 

planning authorities to ensue arrangements are in place to protect the 
community from any potential chemical, biological, radiological or 
nuclear attack, and to deal efficiently with the decontamination should 
an incident occur. 

 
Should you require further information, please refer to Section 7 or visit our 
website at the address identified. 
 
 
Conclusion 
 
The fire and rescue service of tomorrow will be very different to the one of 
today.  The opportunities for improvement outlined above reflect a series of 
incremental (low risk) step changes, fast evolution, rather than revolution.   
These changes do not compromise community or firefighter safety, but will 
lead to better prevention of fire related incidents, better protection of our 
communities and an effective and proportional emergency response, all of 
which have been risk assessed and evidenced to create a safer community, 
 
Further, more detailed description of the opportunities for improvement can be 
found in the full consultation document attached, or by access to our website, 
through visiting your local fire station, or a number of public buildings such as 
libraries, council offices etc., for further information please call 0800 328 7946 
or email feedback@cheshirefire.co,uk to be informed of your nearest copy. 
 
 

The plan is a strategic document designed to provide a route map to 
achieve the objectives of the Fire Authority.  Initially, it will run for a 
period of five years, although it will be reviewed and revised on an 
annual basis, within the organisation’s usual performance 
management and financial planning cycle. 
 

 
 
 
 
 
 


