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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
12%
6%
2%
9%

@ Operational Salaries W Support staff (1 Other staff cost O Operating expenditure @ Premises Costs/ Establishment Cost




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.

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
sustained 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.



Strategic Management cont

13. The Service is led by its Chief Executive, Chief Fire Officer Colin Lammey,
assisted by 6 Directors known collectively as the Principal Officers and Directors’
Group {POD). Operational activity is managed on a day-by-day basis by 4 Area
Commanders, each responsible for one of the 4 Area Commands and is overseen by
the Deputy Chief Fire Officer, Louis Jones, who is also the Director of Operations.

14.  In June 2002, the then Northern Ireland Executive launched a fundamental
review of the existing arrangements for the accountability, administration and delivery
of public services in Northern Ireland. Its aim was to bring forward options for reform
within an appropriate framework of political and financial accountability. A key
recommendation of RPA is a new system of local government with current proposals
to create 7 new “super” councils which are planned to be fully operational by Spring
2009.

15. It is not clear at present what the governance, accountability and funding
arrangements will be and how it will impact on the Service and its Fire Board.
However, given that the view of the Fire Service Inspectorate, as previously stated, is
that the Northern Ireland Fire and Rescue Service is a highly achieving organisation,
changing what is undoubtedly a ‘successful formula’ should be approached with a
large measure of caution.

16. The Fire and Rescue National Framework 2006/2008 does not apply to
Northemn Ireland as a devolved administration. However, the Service takes account
of the requirements within the framework and has developed a number of Strategic
objectives linked to the framework. The Service's Priorities and Targets 2006-2011
sets out the Strategic Priorities of the Service and balances local need through the
development of these Priorities and Targets in line with key Northern Ireland
legislation, policy and strategy.

17. The Service has recently completed a Self-Assessment of the organisation
using the European Foundation for Quality Management Framework (EFQM) which
has highlighted a number of areas of improvement that are incorporated into the
Corporate Improvement Plan.

18. Under the Government's Review of Public Administration (RPA), Community
Planning for Northem ireland may be introduced within the extended powers of the
local government structure proposals. The Service's Strategic Priorities also reflect
the broad priorities of the local government agenda. The Service is currently
involved with Government departments in the development of a Community Planning
Model for Northern Ireland. ‘

19. The Service has a 5 year Strategic Plan “Priorities and Targets” which is rolled
forward on an annual basis together with a yearly Business Plan. These Annual
Business Plans are cascaded through the organisation to Area, District and
Departmental Plans.



Strategic Management cont

20. The Priorities and Targets document is approved by the Principal Officers and
Directors, the Fire Board and DHSSPS. Progress on achieving targets is reviewed
on a 6 monthly basis and a report presented to Strategic Principal Officers and
Directors (PODs), the Fire Board and the 6 monthly Accountability Review Meeting
with the DHSSPS. This approach promotes responsibility and accountability of staff
in addressing and implementing the priorities and targets. '

Through discussions and interviews, it was evident that there is a widespread

awareness of the priorities and targéts of the 5 year Strategic Plan. -

21. The priorities and targets are consistently set out in documents, policies and
letters, resulting in a high level of corporate branding. Through discussions and
interviews, it was evident that there is a widespread awareness of these priorities
and targets and the Service’s strategic direction.

22.  Whilst this is a high level document, it confirms that the Service has medium
and long-term plans for the future. This provides a clear direction and focus for the
Service and ensures that progress is continually monitored towards the achievement
of the corporate priorities.

23. The Service understands the staff and structures that it needs to deliver its
plan. The Service formed new strategic directorates while at the same time re-
organising front line services to four centralised command areas. Each of these
areas has a large degree of autonomy and has responsibility for ensuring that the
Service’s obligations are met and ensuring that local policies are implemented
according to the needs of local communities. These changes have impacted
positively on aligning the Service to achieve its key objectives and developing new
ways of providing services more responsive to local needs.

24.  During interview, the Chair of the Fire Board acknowledged that succession
planning for the principal officer group was something the Board had not considered.
Given that all four senior officers could retire or leave within a short period of time,
this is something that the Board may wish to consider within the context of existing
legistation.

Without doubt the Service knows ‘exactly where it plans to be in"the futiire.

This was evident in_a number of strategic. documents all of which have

'Service, Board and Department approval.

25. Without doubt the Service knows exactly where it plans to be in the future.
This was evident in a number of strategic documents all of which have Service,
Board and Department approval. They are:

¢ Priorities and Targets 2006-2011
s Annual Business Plan 2006/07
e The Integrated Risk Management Plan 2007/08

< -




Strategic Management cont

26. The corporate management and support arrangements are derived from the
Fire and Rescue Service (Northern Ireland) Order 2006 which sets out arrangements
for the constitution of the Fire Board and duties and requirements of the Service.

27. Key governance documents include Management Statement and Financial
Memorandum between DHSSPS and the Service, Standing Orders of the Northern
Ireland Fire and Rescue Service Board, the Code of Conduct for Board Members,
Government Accounting Northern Ireland, the Northern Ireland Practical Guide to the
Green Book and Procurement Policy and Guidelines, Whistle blowing and Charter
Standards, Policies for receiving and giving of hospitality and gifts, etc.

28. The Fire Board meets once per month to oversee and advise on the strategic
direction and implementation of priorities of the Service. In addition, there are a
number of Board Committees: Service Delivery, Service Support, Remuneration and
Audit Committees, which meet when necessary fo receive reports on specific issues
and advise the full Fire Board on progress.

29. The Northern Ireland Fire and Rescue Service is a non-Departmental Public
Body and, as such, has an internal audit system in place. A number of internal
audits are carried out throughout the year by the Quality Services Manager. In
addition, an external audit is carried out by the Northern Ireland Audit Office (NIAQO).

]

There is clear and effective leadership from the Audit Sub-Committee. There is
also strong gpvernance both. from. ‘Board and Quality, Services Unit. (QSU)
together with.an overview being taken by the Northern Ireland Audit Office.

30. The Quality Services Unit (QSU) has been established for 8 years. The
strategic direction of the unit is determined by the Fire Board. The Audit Sub-
Committee consists of four Board Members supported by the Chief Fire Officer.
Areas for audit are prioritised each year in the Quality Services and Internal Audit
Strategic Plan. The Quality Service Review sets out a three year programme of
Service reviews.

31. There is clear and effective leadership from the Audit Sub-Committee. There
is also strong governance both from the Board and QSU together with an overview
being taken by the Northern Ireland Audit Office.

32. Service business is discussed at weekly Chief Fire Officer and Directors
(PODs) meetings. The Chief Fire Officer reports directly to the Fire Board on a
monthly basis and, as the Service Accounting Officer, is accountable directly to the
Permanent Secretary of DHSSPS and the Ministers’ for NIFRS performance (for
whom he formally reports progress twice annually) and through the publication of the
Service's Annual Report and Statement of Accounts. The Board comprises a non-
executive Chair, the Chief Fire Officer and 10 non-executive members, 4 of whom
are District Councillors nominated by the Northern Ireland Local Government
Association (NILGA).




Strategic Management cont

33. The Chairman of the Board represents the Service at the National Joint
Council. Board Members are active locally in visiting fire stations, attending Passing
Out Parades and Community Safety events.

34. The Agenda of the monthly Board meetings and Committees is agreed
between the Board Member Chairs of the Committees and the Chief Fire Officer and
cover the full range of strategic, financial and operational key priorities of the
Service.

Members are clearly committed and supportive of the Service.: The support of
‘members helps officers in planning for improvement and change. = = o

35. A Special Committee of Board Members, known as the Project Board, was
formed to specifically deal with the implementation of IRMP. The Board and
Committees approve draft Priorities and Targets reviews, comment on and monitor
performance (6 monthly Progress Reports, monthly meetings), approve for
publication the Annual Report and IRMP documents and monitor financial
performance through the Audit Committee. The Board Members’ views on the
performance of the Service are represented to the Service’s parent department
through the Chairman of the Board.

36. The Service should keep under review its sub-committee arrangements to
ensure that they continue to be relevant and support the new structures within the
Service and the wider modernisation agenda.

37. Members are clearly committed and supportive of the Service. The support of
members helps officers in planning for improvement and change.

38. Atthe present time, it is evident that the members place considerable reliance
on the views of the Chief Fire Officer. The balance must be maintained between
members recognising the professional advice provided by the Chief Fire Officer, but
also-continuing to undertake robust and effective scrutiny of policy decisions. The
Chief Fire Officer provides clear professional leadership to the Board and members
must continue to fulfil their scrutiny role.

There is" scope for lead scrutiny roles’ to:be ‘developed ‘among members,
coverlng aspects such as 'performance management reporting, and dwersﬂy

39. Whilst it is clear that the majority of members on the Board are highly
experienced, development has not been informed by a comprehensive training
needs analysis. Ability to challenge could therefore be hindered by limited training
and development. Addressing any training needs, as well as recognising skills that
members bring to their roles, is important in promoting effective engagement of
members and realising their full potential for the benefit of the Service. The Service
may wish to address this issue.




Strategic Management cont

40. There is scope for iead scrutiny roles to be developed among members,
covering aspects such as performance management reporting, and diversity and
equality. The outcome of any training needs analysis could help identify suitable
members to fulfil these roles.

There is a clear sense-of ownership and pride amongst staff for driving
forward service improvements which is demonstrated through: a positive “can
do” attitude.

41. There are good working relationships between members and officers and
members particularly value the open and inclusive approach of the POD Team. This
has resulted in a constructive dialogue and common commitment by members and
officers to the modernisation agenda.

The uniformed:Leadership of the Service is of an extremely high quality and
competency.: It has:recently-been complemented by a number of support staff
-specialists who are: highly professional and considerable experts in their. own
field: These appomtmen .hava also brought a graater degme of dwersuty mto.
the:Service: «=: oot g e D e e

42. The POD team led by the Chief Fire Officer operate well together and is clear
on what it is trying to achieve as the corporate decision making body of the Service.
The Corporate Management Team (CMT) exists to assist the POD with strategic
planning and performance management. There is a clear sense of ownership and
pride amongst staff for driving forward service improvements, which is demonstrated
through a positive “can do” attitude.

43. Industrial relations befween management and representative bodies has
improved in recent years and each meets with the Chief Fire Officer and Fire Board
~ Chairman on a regular basis. However, not all representative bodies feel there is
sufficient formal dialogue with members and senior management.

44. The uniformed Leadership of the Service is of an extremely high quality and
competency. It has recently been complemented by a number of support staff
specialists who are highly professional and considerable experts in their own field.
These appointments have aiso brought a greater degree of diversity into the Service.

45, Governance arrangements are visible and effective. The working relationship
between the Chief Fire Officer and the Board is good, as is the Chief Fire Officer's
relationship with the Department. The relationship between the Department and the
Board appears, at times frustrating, as the Board feel the Department takes too long
to secure funding, resources etc., although the Chair and the Board understand the
environment within which the Department has to work. This frustration was
particularly evident when discussing longer-term capital project planning.




Strategic Management cont

46. The Communications strategy is fully owned by the Chief Fire Officer. A key
theme of the strategy is to empower and engage staff, and to build on existing
relationships with other services and agencies such as the Police Service of
Northern Ireland (PSNI), NI Housing Executive and DHSSPS.

47. An Annual Corporate Communications plan is developed which identify new
visions and values and is rolled out across all levels of the Service to engage all staff
and encourage ownership. The Corporate Communications Manager who was
responsible for the development of the corporate communications strategy is to be
commended.

48. There are regular reports to the Management Committee and an assurance
that the communications strategy sits with and underpins all other corporate plans
such as IRMP etc.

49. The Services Corporate Management Team receive the following
performance management reports:

Six monthly Progress Reports.

Monthly Financial Report.

Annual Best Value Performance Indicators (BVPIs).

Interim internal Audit Reports and Action Plans.

Annual Principal Officer/Director Assurance Statement and Risk Register.
Annual progress updates on the Northern ireland Audit Office (NIAO)
recommendations.

NIFRS Annual Report and Statement of Accounts.

EFQM Self-Assessment Report — Corporate Improvement Plan (06/07 — initial
assessment).

¢ |IRMP Progress Report and draft Integrated Risk Management Plans.

50. A number of Local Performance Indicators have been developed which take
account of the National Framework (England and Wales) and CPA process. These
indicators were presented and agreed with the DHSSPS.

51. Performance management is not yet systematically applied throughout the
Service. Not all elements of an effective performance management framework are in
place, however the Service is aware of this and there are a number of important
developments underway.

52. The use of Performance Indicators (Pls) is a key component in the process.
Pls are designed to monitor and enable the Service to improve its efficiency against
targets. Historically, the Service has collected Pls but has not used this information
to actively monitor or drive performance improvements. However, the Service has
now developed a suite of Pls aimed at measuring progress. These indicators will
assist decision-making at a station, area and corporate levels and provide the Board
with assurance that progress is being achieved.



Strategic Management cont

53. The Service has also put in place the building blocks to implement an
effective performance management framework, but this needs to continue to be a
priority. The performance reports against statutory and local Pls are now considered
by the CMT, who also examine performance over time and agree any corrective
action that needs to be taken. Within the 4 operational command areas,
performance monitoring meetings are held. Each area has also produced a
monitoring report.

Robust project management is being applied. All project and initiatives are
now delivered using the principles of PRINCE 2 project management
methodology, providing a well structured and robust management tool.

54. Progress in establishing a performance management framework has been
hindered by the lack of IT. Internally within the Service, some work remains to put in
place the necessary IT infrastructure to capture and record data gathered through
the new corporate Pls.

55. There is no embedded appraisal or personal review system to enable the
monitoring and management of the performance of individuals. This means that
although staff have a good understanding of how their work feeds into station or
directorate plans, it is difficult for managers to set individual targets and manage
performance against these. As a result, the contribution of individuais to the
achievement of the overall corporate aims is not clear. The Service is aware of this
weakness and a key action is the implementation of a personal development
planning process linking individual performance and development with corporate
objectives.

56. Robust project management is being applied. All project and initiatives are
now delivered using the principles of PRINCE 2 project management methodology,
providing a well structured and robust management tool. This structured approach
to project management will strengthen the performance management framework as
it develops.

57. The Service has a well organised approach to Risk Management. The
Service makes use of a risk register. However, there is a need to specifically review
corporate risk management and appoint a risk management champion on the Fire
Board.

A major strength which has led to “buy in” in terms of performance
management agross, most of:the o:gamsation has been the quality and amount
=H ' --prowded for. managers and
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58. Performance is monitored, reported upon and remedial action taken at every
level. However, this has only recently occurred and, in the main, is due to the impact
of a small number of support staff who have recently been appointed. A major
strength which has led to “buy in” across most of the organisation has been the
quality and amount of guidance and training that has been provided for managers
and commanders.

59. Due to addressing other priorities the Service has been slow in developing a
robust performance management framework. However, a culture of measuring and
managing performance is now starting to permeate throughout the whole
organisation. This was evident from interviews with a wide variety of personnel
across different departments and operational areas. The challenge now for the
Service is to build and develop on the foundations that are being iaid.



Part 2: Fire prevention and risk
management

Key Findings

The IRMP is a key document for realising the Services 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 methodology (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 annual 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
3 year IRMP. The Northern Ireland Fire and Rescue Service may wish to
consider adopting a simitar methodology in relation to their own IRMP praduction.
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60. The Service has developed an IRMP that, as a comparison, mirrors the
requirements of the national framework for Scottish Fire and Rescue Services but
also recognises the needs of the diverse communities that it serves. It provides a
clear balance between intervention and prevention.

61. It has developed the IRMP to articulate the challenges facing the Service and
to implement all of its plans. The IRMP is a primary planning tool which has ensured
that all the Service's ambitions are captured in an all embracing strategy.

62. The Service has placed resources at the core of its IRMP. This exists on
two levels, firstly, there is an identification that the right resources need to be in the
right place, and secondly that all personnel have the appropriate skill set to meet the
demands of the IRMP.

63. The Service currently develops a new or updated |{RMP on an annual 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 3 year IRM plan. This strategy reduces the burden on Services in terms of
consultation and administration and has proven successful elsewhere. The Northern
Ireland Fire and Rescue Service may wish to consider adopting a similar
methodology in relation to their own IRMP production.

64. Using FSEC methodology, the Service has adopted a rigorous approach to
analysing data in order to develop future options for taking forward its IRMP. The
identification and application of key data sets has been essential in this regard.
FSEC methodology is used to accurately identify priority areas of risk to target
Community Safety initiatives.

The performance of the Service in relation to FSEC methodoiogy and IRMP is
outstanding and has been for a number of years, .. o g e e

65. Considerable work has been undertaken to provide an evidence base to
inform decisions on appliance utilisation and operational duty systems. The results
from FSEC methodology identified that emergency resources are, in the main,
currently best placed to meet demand.

66. The performance of the Service in this area is outstanding and has been for a
number of years. The Service has undersold its performance in the strategic
planning documents referred to earlier in this paper. Prevention and risk
management are the backbone of the IRMP with clear year on year improvements.

67. Whilst the Fire and Rescue framework does not apply to Northern Ireland the
principles are enshrined within the Northern Ireland Fire and Rescue Service
consultation paper and subsequent legislation, i.e. The Fire and Rescue Services
(Northemn Ireland) Order 2006. '
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68. The reform agenda progress in Northern Ireland is perhaps amongst the
highest achieving across the UK. All aspects of the IRMP are being progressed by a
healthy mixture of staff. In many areas this involves retained duty staff being
engaged on community fire safety duties, i.e. staffing the community fire safety
house at Newtownards and having the opportunity to mix crew with their wholetime
colleagues at Portadown and Newtownards. This will scon be extended to a further
five stations.

The reform agenda progress in Northern Ireland is perhaps amongst the
highest achlevmg across the UK. All aspects of the IRMP are being
‘progressed by a healthy mixture of staff.

69. The Service's IRMP takes account of the range of core fire and rescue
functions and addresses resilience issues through robust business continuity
planning and management.

70. Benefits for the Service from the implementation of its IRMP are many and the
following paragraphs give some examples of these.

71. The Service’'s Dwelling Risk Assessment was completed in November 2005.
Northern Ireland has a usual resident population of 1,685,267. This is broken down
into 5,022 Census Output Areas with an average of around 150 households in each
Output Area. The Dwelling Risk Assessment was based on map data from
Ordnance Survey of Northern Ireland using a Geographic Information System (GIS).
This produced 2 resulis for each Census Output Area, namely:

»  The predicted number of fatalities per year.

e The predicted annual rate of death per resident/casualty.
The predictions were calculated using:

e 4 years of Service historicai incident data (2000 to 2003).

e  Census data from the 2001 Census:

o  Social demographic indicators.

o Population figures by Output Areas.

o A mathematical model of the impact of alternative response times on
fatality rates.

72. The key statistical characteristics of an Output Area such as household
composition and tenure allow a demographic risk profile of dwelling fires to be
created. Research has shown that the strongest correlation for an increased risk of
fire exists for those living in rented accommodation or for pensioners living alone. An
analysis of each Output Areas according to the percentage of those living in rented
accommeodation and percentage of lone elderly persons enabled Output Areas to be
grouped together by risk of dwelling fire.
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Systom stations.”

resources have . bes
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73. The Fire Authority completed an extensive cost benefit analysis in November
2005 to determine where the Service could make the difference in the most cost
effective and efficient way. This work resulted in the determination of new
substantive response areas and attendance times have been developed to provide
appropriate resources to meet these risks.

74. Additional staffing resources have been realised through the review of fire
appliance crewing levels to ‘5and 4’ (previously ‘5 and 5), the removal of fire
appliance rider Station Commanders and the relocation of Special Appliances to
Retained Duty System stations. This has enabled the provision of seven variable
crewed stations and the creation of a Specialist Rescue Team. Furthermore, rescue
pumps now provide enhanced cover across the Service, replacing rescue tenders.

75. Asset and financial planning is evidenced through the development of facilities
on variable crewed stations and the proposed provision of deployment facilities to
address any shortfall in Greater Belfast cover.

76. The production of yearly IRMPs is project planned by the Operations
Department. Project Plans detail the work and resources required:

prior to production of the draft Consultation Document;

during the Consultation Period;

post consultation; and

at the introduction of the Action Plan in April and progress reports.

77. The Fire Board monitors the overall performance of the Service monthly at its
Board Meetings. On an ad hoc basis Committees of the Board may request an
IRMP update and this is provided by the Deputy Chief Fire Officer in the form of a
presentation.

78. The Operations Department request regular (6-monthly) updates on IRMP
progress to date (published in IRMP Consultation Documents). The Service's
“Priorities and Targets” also details progress to date and ‘highlight’ reports showing
both compliance and anticipated shortfall.

79. The Service has a well established and proven strategy to support a wide
range of community development programmes across Northern Ireland which is
designed to be fully inclusive of its communities and partners. These are set out in
the Strategic Aims of the Service, the Fire Board and Community Development
Directorates objectives.
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s-a well 'eszablished .and. proven strategy to support a wide
_ ogrammes across- Northern lreland and
‘one which is desi”gned to be-fully inclusive of its communities and partners.

80. This Directorate sets specific and meaningful targets against a national
perspective. This also permits a flexible approach through the application of a
common template that enables areas and districts to target appropriate local issues
through local action plans. :

Community Development is embedded into the Service’s core business
planning arrangements and. IRMP: and clear ownershlp is provnded from the
Director and management team. - . : .

81. Community Development is embedded into the Service’s core business
planning arrangements and IRMP and clear ownership is provided from the Director,
management team and throughout the organisational chain of command.

82. Appropriate audit checks and evaluation arrangements are in place to
scrutinise the effectiveness of activities and regular reporting back on achievement
of targets and priorities is made to the PODs, NIFRS Board and also through the
6 monthly accountability review meetings with the DHSSPS.

Fire safety outcomes can-be clearly: Imked to the prevention work undertaken
by the Service. Statistics show that a downward trend matched to the delivery
of the Service’s Community: Safety' Strategy has been recorded across the
entire range of risk profiles. :

83. Fire Safety outcomes can be clearly linked to the prevention work undertaken
by the Service. Statistics show that a downward trend matched to the delivery of the
Service’s Community Safety Strategy has been recorded across the entire range of
risk profiles. Furthermore, the Service is achieving strategic objectives to reduce:

- Accidental fire deaths in dwellings;

- Accidental injuries in domestic dwellings;
- Accident fire in domestic dwellings; and
- Raising public Awareness.
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84. The Service has developed a sound understanding of the safety risks faced
by the diverse communities it serves and this has led to the introduction of a range of
strategies, many aimed at vulnerable and hard to reach groups. Targeted safety
campaigns and initiatives are delivered by using operational crews, community fire
safety personnel and partner organisations. Whilst there are numerous examples of
local working with hard-to-reach groups, the approach across the 4 operational areas
is inconsistent with no formal mechanism for sharing good practice amongst the
various areas. This means that the “wheel is continually being reinvented”. The
Service is aware of this issue and, to some extent it is starting to be addressed.
However, more needs to be done to deliver a consistent quality.

85. Staff are committed and willing to deliver community safety work. This is
being facilitated by both empowering staff and ensuring that they are given the skills
and knowledge to deliver this work. This “buy-in” from staff allows station personnel
to identify and target preventative resources into areas of risks. The system is also
able to record and capture input, which allows the impact of local activities to be
measured, offering a sense of job satisfaction and achievement to staff. This has
empowered local stations to deliver the CFS activities which they have identified are
most commensurate with local needs.

Wholetime, retained 'and support staff - all . assist:'_- in the:"development and
delivery of Community Engagement Programmes across the entire Province.:

86. Home fire safety continues to be a priority for the Service and forms part of its
overall strategy to reduce risk to communities. The Service has not set specific
targets for Home Fire Safety Checks (HFSCs) to enable local areas to develop their
own appropriate approach. However, over the last 12 month period, the Service has
completed a large number of HFSCs. The Service has adopted a number of
innovative approaches to convey the home fire safety message and these are clearly
evident in public areas across the province.

87. Operational personnel have been actively encouraged to become involved in
the Service's ‘Home Safety Checks’, etc. On retained stations these are delivered by
Community Safety Advisors and other trained wholetime and retained personnel. All
wholetime personnel have received training in delivery of Home Fire Safety Checks.
Wholetime, retained and support staff all assist in the development and delivery of
Community Engagement Programmes across the entire Province.

88. Specialist Community Development personnel at Headquarters and Area
ensure that targeting and delivery match the risk profile of the organisation’s IRMP
while providing enough flexibility to allow local initiatives led by District or Area teams
to be delivered in parallel. Loca!l contribution is empowered and underpins the
strategic objectives, priorities and targets through a series of action plans currently
targeting Community Safety, Attacks on Firefighters, Hoax Calls, Unwanted Fire
Signals, Countryside Safety and Smoke Alarm ownership and maintenance. This is
to be extended in the coming year to Health and Safety Action Plans and Community
Engagement. '
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89. Through this methodology Area and District Commands target their own
specific resources to match the organisations priorities and targets within their own
time frame and finances, supported by local personnel. The targets are matched to
those specific community requirements or risks within that District or Area. The
locally produced Action Plans are supported by the Community Safety Directorate
through the design, production and delivery of a multitude of support material,
educationai literature and advertising. Much of this is available in other languages
such as Polish, Irish, Ulster Scots, etc.

90. This has resulted in local ownership, unity of focus and assisted the
organisation in achieving tangible and identifiable risk reduction across the whole of
Northern Ireland.

The: Service: is engaging with. forums such as-Alcohol Misuse Groups in a
-number of areas to reach other vuinerable sectors of the community.- The
Service: clearly recognises: the:links between -alcohol, vulnerable groups and
fire: safety» and this- targeted: approach offers great potentaal for furthep nsk
-reduction within these: groups... i RN __

91. The Service is actively working to engage with hard to reach groups and
deliver HFSCs to those members of the public who are most vulnerable to the risk of
fire. The Service is engaging with forums such as Alcohol Misuse Groups in a
number of areas to reach other vulnerable sectors of the community. The Service
clearly recognises the links between alcohol, vulnerable groups and fire safety and
this targeted approach offers great potential for further risk reduction within these
groups.

It is.evident that the Service has a.diverse and challenging risk profile.but the |
‘move:to thesnew: operational structure: has clearly brought them closer to the
communities that it serves. - R : N s

92. |tis evident that the Service has a diverse and challenging risk profile but the
move fo the new operational structure has clearly brought it closer to the
communities that it serves. The Service has started fo look at ways it can evaluate
the effectiveness of its Community Fire Safety (CFS) activities, but this is still
developing. There are early indications that the work undertaken through IRMP is
starting to have a positive impact. This is most clearly evidenced through a
comparison of the number of fire fatalities over the last three year period. This is an
early indication that strategies are being successfully implemented and that the work
of the Service is having a positive impact on the communities it serves.

93. The Service has been proactive in considering its response fo the workload
requirements occasioned by fire safety legislation. One of the key challenges has
been to forecast accurately the workioad implications, arising from new
responsibilities for a greater number of buildings. The Service recognises that there
will be staffing implications and is currently considering a range of flexible working
options, such as the move from a nine day fortnight to a five day week.
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94. The Director indicated during the inspection that staffing was an issue which
impinged on the sustainability of the wide area of work undertaken by the
Directorate. This is partly due to the current timeframe for personnel progressing
through the ADC’s which often results in personnel being recalled from the
Directorate to make up operational shortfalls.

95. A number of high level strategic partnerships involving key Government
departments have been established in relation to improved service development.
Partnerships are a core value of the Service and are a high level strategic objective.
The Service currently deliver its services through formal partnership arrangements
with such groups as the Maritime and Coastguard Agency (MCA) and the Northern
Ireland Ambulance Service (NIAS), Memorandums of Understanding (MOUs’) with
the Police Service of Northern Ireland (PSNI), Department of Agriculture and
Regional Development (DARD) and Environment and Heritage Service (EHS), etc.

The Memorandum of Cooperation between police, fire and ambulance is
enabling the development of data transfer,” communications: mteroperabuhty
and provide signiﬁcént operationa : support- beneﬂts for ea&h éf the
partners. B L e S

96. Centres of Procurement Expertise partnerships exist with DHSSPS Regional
Supplies Service (Goods and Services) and DHSSPS Health Estates for estates
services for the design and construction of new Fire Stations.

97. A Memorandum of Cooperation exists between Police, Fire and Ambulance
services to work towards a harmonised mobile radio system. The Service has
established a Digital Radio Project team to provide high quality digital radio
communications based on the Tetra standard. This collaborative initiative involving
Northern Ireland’s “blue light services” will also enable the development of data
transfer, communications interoperability and provide significant operational and
support benefits for each of the partners.

08. The Service allows NIAS to share some locations across Northern [reland
including Bangor, Northland and Donaghadee; proposals are in place to expand this
to other fire station locations. The Service works closely with the Maritime and
Coastguard Agency (MCA) to ensure effective co-operation between the Service and
MCA when dealing with incidents at coastal and inland waterways. Marine band
radios are fitted to a number of fire appliances including Command Support Units.
Training has been given to personnel in shore search procedures.

99. Co-operation and Working Together (CAWT) is a cross border initiative led by
Health Boards and was formed in 1992 with a view to improving the health and
social wellbeing of their resident populations. Identifying trends in road traffic
collisions is one aspect of this effective partnership. A proposal is in place for the
Service to become a member of the steering group and data sharing is about to
commence.
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100. A confiict management model has been developed and applied in the Eastern
Command area to address community tension at interface areas and during
sensitive periods. The protocols developed with other statutory agencies and
voluntary groups within Eastern Command now provide a template for community
engagement in the Service. The application of the Eastern Command model by
other areas will be coordinated by the Director of Community Development.

The Service -has embarked on a major strategic initiative in partnership with
‘others; mcludmg the Police Service for Northern Ireland and the Cross Border
Forum in relation-to reduction in road traffic collisions.

101. Developing the ethos of [ntegrated Emergency Management, the Service has
enhanced interagency protocols and procedures with a number of agencies
(including those listed above) to ensure an effective and efficient response to
operational incidents to protect the safety of members of the public and firefighters.

102. The Service has embarked on a major strategic initiative in partnership with
others including the Police Service for Northern Ireland and the Cross Border Forum
in relation to reduction in road traffic collisions. The Service contributes to a number
of north, south and cross-border initiatives common to Fire and Rescue Services
addressing operational and community fire safety issues.

103. The Service assesses the impact of partnership working through the EFQM
Self-Assessment Model and through steering groups such as the Emergency
Services Investment Programme Team (ESIP). Open and frank liaison exists and
views can be sought from partners.

‘Partnership working is strong-in tha Service, having put in place the necessary
framework -to-support and facilitate. local partnerships thus enabling. Station
-Managers to foster local partnerships makmg the best use of their resources..

104. Partnership working is strong in the Service. At a strategic level, the Service
has put in place the necessary framework to support and facilitate local partnership
working by moving to a geographical command structure. Station managers have
been given the autonomy to foster local partnerships and make best use of their
resources. The Service is actively working in a wide range of areas includjng anti-
social behaviour, alcohol misuse and community safety.

The Service has: worked hard to:foster partnerships with: focal ‘schools,
‘providing educational information to- children and actmg as a posmve role
‘model. Yolth: engagament is a'key issue for the' Service. . .~ - , :

105. The Service has worked hard to foster partnerships with local schools,
providing educational information to children and acting as a positive role model.
This has been particularly welcomed in areas where there has previously been a
mistrust of the emergency services. Youth engagement is a key issue for the
Service.
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106. The Service uses partnerships to tackle shared aims and build the capacity to
deliver local solutions. Proactive intervention in conjunction with effective
partnership working has already begun to reduce service demand.

107. The Service is keen to both share and use data from partners. information on
the Service's activities and performance geared to partners' needs is communicated
on a regular basis.

108. However, not all partnerships are managed strategically. The Service has not
put in place measures to enable it to monitor or evaluate the effectiveness of
partnership working. Without this evaluation, the Service is not in a position to fully
understand whether its partnership work contributes effectively to the achievement of
objectives. The Service is aware of these issues and is developing ways to improve
its approach which will identify clear success criteria and evaluation methods.

109. A Corporate Risk Register has been in place since March 2003. It is based
on the 5 key strategic objectives set out in the Service’s “Priorities and Targets”
document. The Register is an evaluation of:

- The risks of these key strategic objectives not being achieved;
- Mitigating controls put in place to reduce this possibility occurring; and
- The residual risk remaining once controls are put in place.

110. This evaluation allows management to make an informed decision regarding
the likelihood and impact of the residual risk and guides management decisions.
Action points arising are assigned to lead officers, with a timescale for completion.

111. The completed Risk Register once approved by the POD team and the Audit
Committee is then forwarded to the DHSSPS for review prior to incorporation into the
overall DHSSPS Risk Register and Risk Management process.

112. Risk Register and Assurance Statements are maintained by all Department
Heads and updated on a regular basis. Every Director contributes to the Corporate
Risk Register through completion of year end Management Assurance Statements.
The Management Assurance Statements are used by the Chief Fire Officer to
complete the Statement of Internal control for the DHSSPS. Day-to-day risk
management and update of the Risk Register is co-ordinated by the Quality Audit
Manager.

Corporate and business risk is managed extremely effectively throughout the
organisation and the Board. ’
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113. Corporate and business risk is managed extremely effectively through
identification of risk to the Service and/or the Board by individual managers and/or
commanders, and through the strategic management team and the Principal Officer
and Directors Group. In addition to this, business continuity for the Service is
considered and actioned through the Emergency Planning section of the Service.
Recently a Communications manager has been appointed in order that the Service
can become even more proactive in its plans and work relating to risk reduction



Part 3: Workforce Management

Key findings

The Service has a well developed understanding of the people and skills it needs
to deliver its priorities. Enhanced 1T 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 IPDS is robust, underpinned by a
clear implementation plan and a well-resourced team.

The Service values the contribution of its staff and is planning 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 and frustration in the process amongst staff and trade unions

The Service is demonstrating 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 firefighters.

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.
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114. The Service demonstrates good practice in that it has opened up Principal
Officer appointments in the national press and currently have three Directors who are
non-operational. The Service has also appointed a significant number of non-
operational external appointees to very senior managerial posts within the
organisation and these appointees have been from traditionally under-represented
minority groups, by gender and perceived religious affiliation. Senior posts in the
Service have traditionally been held by uniformed officers. As each vacancy arises
within the Service, the job description is reviewed and, where possible, the post is
opened up to competition to applicants from outside the Service.

115. The Service still maintains an establishment scheme but accepts that they are
below the figure. This is mainly due to the elongated recruitment process which
must comply with legislation. They are attempting to become more proactive in
scheduling vacancies. The Service accepts it has not been successful in terms of
attempting to or securing more black and ethnic members of the community into the
organisation. The priority had been to address sectarian and gender issues.

116. IRMP is the key driver for resourcing work within the Service. The
methodology entails careful appointment scheduling in conjunction with the
Establishment Officers and through the Strategic Appointments and Promotions
Group which meets monthly to consider workforce planning.

117. Assessment and Development Centres (ADCs) have been in use on an ‘in
house’ basis in the Service for over 10 years. They now have an external provider.
For uniformed staff, the Service has conducted ADCs for strategic and supervisory
levels and is currently addressing middie management. For support staff
22 personnel have completed the ADCs and appointments made. A further 21 staff
are currently at various stages of the process. The Service acknowledges that
running sufficient and appropriate ADCs is a major challenge and is causing a slight
loss of confidence in the process and frustration amongst staff and trade unions.

118. There is a new Occupational Health Scheme in place in support of workforce
retention. Case conferencing takes place on a monthly basis and scrutinises all ill-
health retirement issues. A number of other initiatives include early intervention
' measures, phased return to work, draft fitness testing protocols and health screening
through the Occupational Health Scheme.

Throughout the inspection process it was very noticeable that staff morale
was high and that attitudes towards change were both mature and
constructive. ' -

119. Staff satisfaction surveys were recommended in the Communications
Strategy 2005-2008 for Corporate Communications and Human Resources to take
forward. It has also been identified as an area for improvement in the EFQM self-
assessment and will be taken forward through the Corporate Improvement Plan.
The Corporate Communications Department has noted it in its Annual Plan as an
action point for 2007-2008.
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120. Throughout the inspection process it was very noticeable that staff morale
was high and that attitudes towards change were both mature and constructive.

There is a robust Personneland Development strategy, underplnned by ciear
action plans and a suite of employment policies. =~ -

121. The Human Resource Directorate was restructured in 2004 and several
professional HR Managers have been appointed since that time. This team can
demonstrate a clear record of achievement over the period and there are good
reasons to be confident about the team’s continued input to even further Service
improvements in the future.

122. There is a robust Personnel and Development strategy, underpinned by clear
action plans and a suite of employment policies. The strategy provides a clear
strategic direction for the Human Resource and is designed to meet the
organisational needs identified in both the IRMP and corporate priorities.

The business framework- within which the " ,Human Rasource Di"-"”
operates is well managed and organised.

123. The business framework within which the Directorate operates is well
‘managed and organised. The strategy provides the framework and functional action
plans have been developed aimed at driving the strategy forward and managing the
timetable and performance. This creates a ‘golden thread’ that runs throughout all
activities.

124. This framework is complemented by good monitoring arrangements. At a
strategic level, this develops and monitors the Board’s policies and strategies on
employee issues, including maximising attendance, health and safety and equality
and diversity. Six monthly updates on the Service’s progress to delivering the
Equality and Diversity agenda are produced. These robust monitoring arrangements
will provide members with an assurance that the strategy is being implemented
appropriately.

125. Good progress has been made in implementation. A number of key policies
have been introduced e.g. discipline, grievance, consultation, whilst enhancements
have been made to the existing diversity policy and procedures.  Other
achievements include a capital commitment to take forward the Service's
Development Centres.

126. Whilst the strategy is being successfully implemented, one area of weakness
relates to the capture and recording of performance information. The Service
recognises that an essential element of a successful and effective Personnel and
Development function is a comprehensive and integrated IT application. The
Service is actively pursuing this issue and exploring ways to obtain a suitable
computerised system, which would harmonise with the existing employee-related
systems. This is a necessary development to improve the availability of key
information to managers and support continuous improvement.
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127. Attendance Management covers all staff except those staff on the Retained
Duty System, although it is planned to introduce this to them in the near future.
Targets have been set at an incremental level whereby the base line figure of
12 shifts lost due to sickness in 2005 should reduce to 8 shifts, days lost by 2010.
Since the introduction of the policy in 2005 the results are all on a positive trend,
although when compared with the remainder of the UK Services, the most recent
figures were still extremely high (11.3). Staff feel there are reasons behind this high
figure that are unique to the health and welfare of communities and the Country at
large. However, they are confident they will reach their targets.

The attendance management policy is extremely well written, easy to
understand and has every chance of succeeding. Extensive staff training and
. guidance documents.have been provided and a Help Desk is available to
ensure that Managers can seek advice. . .

128. The attendance management policy is extremely well written, easy to
understand and has every chance of succeeding. Extensive staff training and
guidance documents have been provided and a Help Desk is available to ensure that
Managers can seek advice. Department and station Audits are undertaken every
month with the Attendance Management oOficer and his small team ensuring that
the policy is complied with and then entering into case study discussions with
appropriate managers and occupational health to consider the next steps.

129. The policy has nationally recognised trigger levels of absence and involves
return to work interviews at every stage with a thorough audit trail of evidence. The
team believes the recent appointment of two occupational health nurses will
compliment the policy and provide an holistic approach to attendance management.

130. Control room staff absence (19 shifts per annum) is particularly high.
Members of the Inspection team having visited the control room found the
ergonomics and working environment of the control room to be a lesser standard
than that found elsewhere in the HQ building. This observation may be worthy of
consideration as part of the overall occupational health work programme.

131. There is clear evidence that the Service is addressing sickness absence.
Although performance is comparatively poor in relation to the number of working
days lost to sickness absence, it has started to improve. Continuing to manage
sickness absence will offer real benefits to the Service. The emphasis must remain
on sustaining improvement in attendance.

132. 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.
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133. An Annual Training Needs Analysis (TNA) captures the learning and
development needs of staff within Areas, Districts and functional departments. The
TNA also captures learning and development needs arising from the work of
functional departments such as IRMP, New Dimension, introduction of new technical
equipment and processes. Resources are allocated on a prioritised basis to support
the achievement of corporate aims and objectives.

134. New Job Descriptions have been issued to all uniformed staff based on the
National Occupational Standards. Firefighter development has been modularised to
provide the underpinning knowledge and skills for the Operations in the Community
NVQ. A structure of qualified assessors and internal verifiers is currently being
developed to support workplace assessment. Assessment and Development
Centres are being run using the National ADC processes. A retained NVQ pilot is
being run in three retained fire stations involving 12 retained duty system staff. A
paper-based Personal Achievement Recording (PAR) system which records
firefi ghter development and an electronic personal development recording (PDR) Pro
system is being piloted in five wholetime and retained stations.

Training: and development is: effectively: tallored  to. theneeds of ‘the
organisation. ‘ IPDS" continues to be- developed :in: line with: the:national
direction and: is covered wlthm both the Pérsbnnal and Developmen ,swategy
and the IRMP.. = " Ao AT

135. The Learning and Development Strategy 2007-2010 and the Annual Learning
and Development Pian directs staff development towards achieving corporate aims
and objectives. Training and development is effectively tailored to the needs of the
organisation. IPDS continues to be developed in line with the national direction and
is covered within both the Personnel and Development Strategy and the IRMP.
There has been a substantial delay in the Implementation of IPDS. A new draft of
the Learning and Development Strategy 2007-2010 was made available but this was
still to be approved by the Management Team. There were considerable revenue
implications to this strategy. Should the strategy be approved then IPDS will be
relaunched in NIFRS post Summer 2007. The appointment of an
IPDS implementation officer will take the Development Strategy to the next ievel. |t
is clear that this person has grasped the needs facing the Service, together with the
opportunities that can be provided when IPDS proceeds. It is recognised that IPDS
is not a simple concept for personnel to grasp. Therefore a relaunch and education
campaign is required.

facing the Bémce tog”eth@r with the ’ p
IPDS proceeds. "
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136. Most staff are well informed about the IPDS system, although there are
concerns from operational personnel about the bureaucracy associated with the
system and the amount of paper work involved. PDRPro has recently been
introduced and is being used for role development, but the effectiveness of this
cannot yet be gauged. A well resourced implementation team is ensuring that IPDS
milestones in the action plan are being met, the most recent of these being the
launch of the Firefighter Development Programme. This should assist the Service in
ensuring that it has the people and skills it needs to deliver its plans.

A well:-resourced implementation team is ensuring that IPDS milestones in the
action. plan: are being met, the. most recent of these bemg the launch of the
Firefighter Development Programme. - .

137. The Service has undertaken a review of training and development provision
to realign delivery with the identified needs to the workforce, with a view to providing
realistic training. By developing and ultimately improving standards of competence
amongst personnel, the Service will be able to achieve its overall vision.

138. The Service is committed to IPDS for all staff, but as yet has only begun
roiling this out across wholetime uniformed staff. The Service has recently appointed
an IPDS manager who is clearly beginning to make an impact. A major challenge is
the efficient and effective staging of Assessment Development Centres which at
present are causing considerable difficulties across the Service and are beginning to
lose credibility. This is not unique to Northern Ireland. Services across the UK are
getting to grips with this relatively new system. 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 firefighters..

‘The Service has a well managed:and organised Traimng Department part of
.which'is responsible for support staff training. - .

139. The Service has successfully completed the transition from rank to role
across wholetime, retained and control staff. The Service used this opportunity to
review its staffing arrangements within Community Safety.

140. The Service has a well managed and organised Training Department, part of
which is responsible for support staff training. This department delivers a significant
amount of in-house courses and is constantly assessing and developing what it is
trying to achieve through checking training plans, corporate priorities and being
involved in a wide range of national forums. The Service is attempting to integrate
the key priorities of the Firefighter Development Programme with current and future
courses. Currently the capacity of the Training Department is challenged and area
commands are having to run some local courses.
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141. The plans for the future are innovative and include achieving
NVQ accreditation for their own in-house courses which would be a benefit, not only
for the Service staff, but for partner organisations who may be in a position to take
advantage of the Service's training provision. Significant work has been undertaken
to pian for the future development of both operational and support staff within the
Service.

The Service demonstrates that it values the contribution its staff makes. The
Fire Board has recently agreed that the Service should apply for Investors in

142. Support staff are encouraged to undertake management training courses to
assist them in their development into roles. Whilst at present there are no plans or
opportunities to utilise support staff in the critical area of incident command this may
not always be the case. Indeed a number of other Fire and Rescue Services have
aiready begun to open up this area of personal development and training beyond
uniformed staff. The Service is therefore encouraged as a progressive organisation
to continually review this situation. In addition, it may be possible to review some
posts in order to remove the necessity for an operational element as achieved in a
number of other Services. It is pleasing to note that staff are also encouraged to look
at further education opportunities.

143. The Service demonstrates that it values the contribution its staff makes. The
Fire Board has recently agreed that the Service should apply for Investors in People
(liP) and a target date for accreditation has been set.

144. The Human Resources Department has developed a suite of miscellaneous
leave provisions which go beyond the statutory requirements in respect of work-life
balance. All operational, control and support staff supervisors and managers have
received training to ensure that these policies are applied consistently.

145. There has been a review of the Flexible Duty System to maintain high levels
of managerial duty whilst, at the same time, increasing mid-week and weekend
emergency cover and enhancing attendance and supervision of retained training
activities. The review was completed and implemented in April 2006. The outcomes
of this are:

- Increased autonomy delegated to District level to ensure enhanced
availability for emergency cover and retained training attendance.

- Atleast one Officer being on duty within each District (confidence level of
90% set and audited at each Area Command).









































































