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Introduction

Background

1. Fire and rescue authorities across the UK are undergoing an extensive
programme of modernisation following the National Joint Council (NJC) agreement
on pay and conditions in 2003. This programme of change is intended to move
Services towards a more targeted and risk-based approach to prevention, protection
and emergency response.

2. Her Majesty's Fire Service’s Inspectorate (HMFSI1) (Scotland) is tasked with
examining whether the intended benefits of the various national changes under
modernisation are being delivered locally.

3. In July 2006, a request was received from the Department of Health, Social
Services and Public Safety Northern Ireland Government (DHSSPSNI). This is the
parent Department responsible for the Northern Ireland Fire and Rescue Service. A
Memorandum of Understanding (MOU) was formulated and an inspection brief for an
inspection of the Northern Ireland Fire and Rescue Service in April 2007 was agreed.
The overall focus of the inspection would be the extent to which the Service was
achieving the objectives of modernisation, and in particular whether:

s Integrated Risk Management Plans (IRMPs) are effectively supporting the
change in emphasis from intervention to prevention, and

e the progress to modernisation is reflected in the culture of the organisation.
4. From 2™ to 5™ April 2007, an HMFSI inspection team visited the Service. The
inspection team conducted an extensive range of interviews, reviewed relevant

documents and analysed performance information. The inspection team reviewed
five areas of performance:

e Strategic management;

¢ Fire prevention and risk management,

+ Workforce management;

+« Management of operational business; and

» Communication
5. It is the judgement of the Inspectorate team that whilst there is still a need to
address a number of issues within the organisation the evidence shows that the
Chief Fire Officer, the Board and the Department are already aware of these issues
and are focused upon improvement. The Service therefore is judged as “A highly

achieving Service” which is the highest category of performance that can be
awarded under this inspection process.



6. All those connected with the Service, the Fire and Rescue Board and the
Department are working extremely hard on behalf of their communities to ensure the
pursuit of continuous improvement is maintained.

7. Appendix 1 to this report contains what the Inspectorate team believe to be
the strengths, challenges and areas for continuous improvement for the Service.
The way forward for the Service and the Fire and Rescue Services Board (Fire
Board) from this point is to maintain the strengths and to develop an action plan
which will address both the challenges and some minor areas for improvement.

8. This inspection report presents our findings and conclusions against the
above five areas for  Northern Ireland Fire and Rescue Service.



SUMMARY OF KEY FINDINGS

Strategic Management

*

The Service has a clear strategic direction articulated in its Priorities and Targets
plan. To support delivery of this, the Service has put in place an operational
structure that both allow Commanders direct accountabilities and consequently
greater engagement with local communities.

The Corporate Management Team (CMT) offers strong leadership and has the
confidence and support of both staff and Fire Board members. There is a real
sense of ownership and pride amongst staff in driving forward Service
improvements.

Fire Board members are supportive and participate fully in the work of the Board.
The need to ensure that public scrutiny of Service development proposals is
maintained and wherever possible enhanced should be kept under continuous
review. The Service should put in place a development framework for Fire Board
members.

Performance management is currently under-developed however the building
blocks are in place. The Service also needs to put in place a suitable appraisal
scheme to enable the monitoring and management of the performance of
individuals, linked to the objectives of the Service.

In relation to the Northern Ireland Executive’'s Review of Public
Administration (RPA) and the current uncertainty surrounding the possible effects
of this on governance, accountability and funding arrangements, it is the opinion
of the Inspectorate team that any change to what is undoubtedly a ‘successful
formula’, (the Service is ‘Highly Achieving’) should be approached with a large
measure of caution.

Fire Prevention and Risk Management

The Integrated Risk Management Plan (IRMP) is a key document for realising the

Service's priorities and targets and plays a major role in both policy and strategy
development within the Service. IRMP is supported by robust monitoring
arrangements.

Using data from the Service’s own version of FSEC (Fire Services Emergency
Cover) computer model, the Service is effectively targeting resources to improve
the safety of its communities.

There is a strong focus on Community Fire Safety activities built up through years
of experience and innovation which are delivered through a range of initiatives
and partnership projects. The Service clearly recognises the links between its
aims and the broader social agenda.



Partnership working is both proactive and well managed and there is evidence of
good data sharing with partners. However, the Service needs to do more to
evaluate the effectiveness of this type of work.

The Service currently develops an IRMP on an annuai basis. A number of Fire
and Rescue Services have adopted the practice of producing a broad, all
encompassing IRMP which will remain relevant for a 3 year period. They then-
produce annual ‘Action Plans’ as the means for fulfilling the requirements of their
3year IRMP. The Northern lreland Fire and Rescue Service may wish to
consider adopting a similar methodology in relation to their own IRMP production.

Workforce Management

The Service has a well developed understandi'ng of the people and skills it needs
to deliver its priorities. Enhanced T infrastructure would allow performance
information to be captured and used more effectively.

Training and development is effectively tailored to the needs of the Service.
Although recently introduced, the approach to Integrated Personal Development
System (IPDS) is robust, underpinned by a clear implementation plan and a well-
resourced team.

The Service values the contribution of its staff and is pianning to apply for
Investors in People (liP) accreditation.

The Service acknowledges that running sufficient and appropriate Assessment
Development Centres is a major challenge and is causing a slight loss of
confidence in the process and frustration amongst staff and trade unions.

The Service demonstrates a strong commitment to equality and diversity issues.
However, the workforce does not yet reflect the diversity of the communities it
serves.

During inspection it was noted that various premises visited were lacking in
relation to dignified facilities for staff and visitors and also in terms of access for
disabled people. In light of this the entire property portfolio should be reviewed
and an assessment made of works required to address these issues.

Wherever possible personal development opportunities for retained duty staff,
control room staff and some groups of support staff need similar consideration to
those of wholetime fire fighters.

The Service does not, at present, monitor sickness/absence rates among
retained duty staff in the same way it does for wholetime staff. This issue should
be addressed and a monitoring system introduced as soon as possible.



Operational Management

The Service is committed to providing and enhancing the delivery of a high
quality intervention service and this is reflected in the objectives within its
2007/08 IRMP Action Plan.

A range of policies such as Overtime, Emergency Call Management and
wholetime personnel working on the Retained Duty System has been
implemented, to ensure greater flexibility and more efficient use of resources.
The Service is aware that it needs to do more to systematically monitor the
effectiveness of these policies to ensure that they are being used to greatest
effect.

Health and Safety is well managed and organised. The Service is proactively
working to address the challenges associated with violence at work.

The Service is committed to collaborative working and recognises the potential
benefits that this can deliver in terms of sharing good practice and resources.

Communications

The Service has embarked on a major review of communications, but a lack of
awareness amongst staff about this important initiative could undermine its
success. Staff have particularly requested visits by members of the Senior
Management Team. '

The new area structure has helped improve communications both internally and
extemnally and it has brought the Service closer to the communities its serves.

External communications are working well and this is assisted by a good
relationship with the media. The Service is improving its approach to Public
Performance Reporting.

The Service has a clear understanding of its IT requirements and this has been
strengthened through a recent review of ICT provision across the Service,
although prioritisation remains a challenge. :



Local context
STRATEGIC AIMS, OBJECTIVES AND GOVERNANCE

1. The Northern Ireland Fire & Rescue Service (NIFRS) serves the entire
population of Northern Ireland, an area of over 5,500 square miles, with a population
of 1.71 million. The Northern Ireland Fire and Rescue Service is a non-departmental
Public Body and, as such, has an internal audit system in place. The overall
strategic aim of the Service, approved by the Department of Health (DHA), Social
Services and Public Safety (DHSSPS) Minister (parent Department) is to:

“Create a safer environment for society by providing an effective
firefighting, rescue and fire safety service”.

2. The key strategic objectives of the Service are to:

* Provide and maintain an efficient and effective Fire and Rescue Service which
is responsive to the needs of the community in Northern Ireland and
represents value for money;

+ Reduce the incidence of fire by the provision of an efficient and effective fire
safety education, advice and legal enforcement service;

» Secure and develop a workforce to meet current and future organisational
needs, reflecting equality and diversity requirements and national training and
development recommendations, progress the Modemisation Agenda and
provide an environment that will promote the health and welfare of staff;

* Provide a Service committed fo quality and continuous improvement in all
aspects of fire and rescue provision, including support arrangements; and

¢ Protect the people and the environment of Northern Ireland from the adverse
impact of chemical emergencies and pollution and other local and regional
emergencies.

3. The newly constituted Northern Ireland Fire and Rescue Service Board was
established on 1 July 2006, with powers granted under the Fire and Rescue Services
(Northern Ireland)} Order 2006, and replaced the Fire Authority for Northern Ireland.
The Board comprises a non-executive Chair, the Chief Executive/Chief Fire Officer
and 10 non-executive Members, 4 of whom are District Councillors and 6 are
members of the public appointed through the Government's Public Appointments
process.

4. Board Members are appointed by the Minister for Health, Social Services and
Public Safety who is accountable to the Northern Ireland Assembly for the activities
and performance of the Service through the Accounting Officer (Permanent
Secretary} of the Department of Health, Social Services and Public Safety and the
Chief Executive/Chief Fire Officer of the Service.



5. It is the responsibility of the Fire Board to give strategic leadership to the
implementation of the significant changes which will flow from the Fire and Rescue
Services (Northern Ireland) Order 2006, and to ensure that the Service is resourced
to meet its challenges. In addition, the following Commitiees oversee and advise the
Board on the strategic direction and performance of the Service:

Service Delivery;

Service Support;

Audit; Remuneration; and

A specially constituted IRMP Project Board.

Key Performance Indicators

6. The table (Fig. 1) shows the Service's Key Performance Indicators agreed
with the DHSSPS for the preceding 5years. Trends in all the key indicators
demonstrate a systematic improvement in performance which are mainly directly
related to the strategic and proactive actions taken by the Service to drive down the
effect and impact of fire on the community. A recent public survey shows that 97% of
the public are either very satisfied (84%) or satisfied (13%) with the Service's

performance.
Fig. 1
Key Indicators Target. Performance
01/02 02/03 03/04 04/05 05/06
Number of accidental Reduce the number of 14 10 10 8 5
fire deaths accidental fire deaths by
20% over an 11-year period
to March 2010 (equivalent
to 24 fire deaths per
annum).
Number of civilian Reduce serious non-fatal 268 256 226 220 205
injuries in fires casuaities by 5% annually,
leading to a 20% reduction
in 5 years (“Safe as
Houses” 1999/00 baseline
of 319 casualties).
Number of dwelling fires | Reduce the number of fires 1,257 1 '(594 945 988 910
in dwellings by '/ over a
five year period (baseline
1999 of 1,324 dwelling
fires).
Number of deliberate Reduce by 10% the number | 4 381 3,786 3,156 2,754 2,828
property fires {arson) of deliberate fires by March
2010 from the 2002/03
baseline of 3,786.
Percentage of working By March 2005 to have a 91% 93% 96% 96% 08%
smoke alarms in private | working smoke alarm in
dwellings 96% of private dwellings. By
March 2007 to increase this
figure to 97%.
Working days/shifts lost | To reduce NIFRS 15.69 13.08 12.97 12.19 11.3
to sickness absence by | absenteeism to an overall
all staff average of 8 days/shifts per
year by 2010.
Average cost (£) of Maintain expenditure in line | £29.87 | £30.10 | £32.48 £36.13 £38.07
services provided per with the NIFRS Peer Group
head of population four per capital average (£32.42 | (£33.54 | (£37.60)




RESOURCES

7. The Service is divided into 4 operational command areas, Eastern, Northern,
Western and Southern with Service Headquarters situated in Lisburn, County Antrim,
and a Training Centre which is currently situated at Boucher Crescent in Belfast.
Each Area Command is responsible for a number of Districts which are, in tum,
responsible for a number of fire stations. There are 67 fire stations in total

throughout Northern Ireland serving their local communities.

8. The Service's current establishment is made up as follows:

Fig. 2

Estahlishment

Wholetime Firefighters 901

Retained Firefighters 980
Volunteer Firefighters 12
Contro! Room Staff 59

Administrative and 225

Support Staff

Part-Time Caretakers 53

Total Staff 2,230

These in turn serve to maintain 132 frontline appliances operating from.

Fig. 3

Whoietime Fire Stations 8
Wholetime/Retained Fire Stations 6
Retained Fire Stations & Volunteer (1) 53




Funding

9. The funding received from the DHSSPS by the Service for the year 2006/07 is
£71.92m. The distribution of this budget is shown below:

Fig. 4
2006/7 NIFRS Expenditure Budget
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Revenue Budget

10.  For 2006/07 the Revenue Budget for the Service is £71.92m, which is made
up of a £68.57m Grant from the Department of Health, Social Services and Public
Safety (DHSSPS) and £3.35m in other income. More than 80% of this comes from
employee pension contributions with the remainder coming from direct fees and
charges. The table below provides an analysis of revenue budget by category of
expenditure.

Fig. 5

Category of Expenditure £'000
Staff Costs 48,007
Other Staff Costs (including 1,022
Members)

Operating Expenditure 3,431
Premises _ 2,891
Hired & Contracted 1,200
Establishment Costs 1,809
Sub Total 58,430
Pensions 13,490
Total Budget 71,920
Income from fees & charges -3,350
Net Budget 68,570

The budget is managed under the Central Government Resource Budgeting
Framework. This provides information for managers on the full cost of providing the
service.

Capital Budget
11. The main focus of the capital expenditure programme for 2006/07 is on the

replacement of fire appliances. The table below provides an analysis of capital
budget.

Fig. 6
Category £'000
Buildings 510
" Vehicles 1,965
Comms Equipment Purchases 230
Operational Equipment 120
Computer Equipment, Furniture, etc 404
Total Budget 3,229

12. Mid-way through 2006, DHSSPS approval of the Service’'s economic
appraisal on New Dimension resilience in Northern Ireland resulted in an additional
£3m central capital funding for the purchase of 11 Prime Movers, various
decontamination modules and other service critical equipment.



Part 1: Strategic Management

Key Findings

The Service has a clear strategic direction articulated in its Priorities and Targets
plan. To support delivery of this, the Service has put in place an operational
structure that allows greater engagement with local communities.

The Corporate Management Team (CMT) offers strong leadership and has the
confidence and support of both staff and Fire Board members. There is a real
sense of ownership and pride amongst staff in driving forward Service
improvements.






















































































































































