Avon Fire & Rescue Service
Diversity, Cohesion and Equality
Strategy 2019-2022

Introduction
Avon Fire and Rescue Service (AF&RS) has a mission to improve public safety through
prevention, protection, response and resilience. Ensuring Diversity, Inclusion, Cohesion
and Equality (DICE) is embedded in our organisation culture and at the heart of our
decision-making is key to delivering this mission.

What do we mean by DICE?
There are many different terms used to talk about equality and diversity in
organisations. We know DICE is a longer acronym than many organisations use to
describe this area of work, but we think all four concepts and the way they impact on
each other are important. What we mean by DICE is:


Diversity: Acknowledging the fact everyone is different, and has different
experiences, skills and needs.



Inclusion: Valuing the strengths diversity brings, and removing barriers to
accessing opportunities.



Cohesion: Strong and positive relationships between people from different
backgrounds, with a common vision and sense of belonging for all.



Equality: Giving everyone equal access to an opportunity.

DICE isn’t about treating everyone the same. Having a diverse workforce and
population we serve means some people need more support than others to have equal
access to an opportunity. For example, we fit specific smoke alarms for those who are
deaf or have a visual impairment. Providing these people with standard smoke alarms
(treating them the same) would put them at risk, so by changing how we provide a
service we are giving them equal access to the opportunity – the opportunity of staying
safe in their home.

So why is DICE important?
Our aims are to prevent fires, non-fire emergencies including road traffic collisions and
false alarms. We also work hard to reduce the risk of death and injury by providing
safety advice and guidance to businesses and individuals.
We provide services to a diverse population of over 1 million people in our service area.
Understanding our community therefore is key, and people who have lived in and reflect
the diversity of those communities are often better placed to understand their needs and
can engage with them more effectively. Our work is often done in challenging
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environments and we ask for trust from the public, and being asked by someone who
looks or sounds like you can help overcome many initial barriers or concerns quickly.
There is also a growing body of evidence that having more diverse teams can bring
many benefits, such as innovative ways of thinking and increased productivity. It is also
important to embrace DICE so our employees can be happy and healthy. Concealing
aspects of your diversity such as your sexual orientation or religious belief can put a
huge mental strain on a person, and creating a workplace which is accepting of diversity
ensures people do not need to suffer that stress - which impacts on their ability to do
their jobs. While working on DICE is morally the right thing to do, it is ultimately about
ensuring we are and effective and high-performing Fire & Rescue Service.

How we work on DICE
We have a DICE Team made up of non-operational and operational staff. They work
both on internal policy and practice, support managers across the organisation to
evaluate the impacts of their work and undertake external community engagement. The
strategic lead for DICE will come from director level of SLB, with full support from the
rest of the Senior Leadership Board. However, DICE is not just one team or person’s
job - it is the responsibility of every member of staff to understand DICE and play their
part in building and inclusive working environment.

The legal background
It is our view as a service that work on DICE is morally the right thing to do, as well as
helping us to do our job better. However, it is important to be aware of the laws that
govern work on DICE and our responsibilities under them.
The main law that we work with is the Equality Act (2010). This is a law which sets out
specific protections to stop people being discriminated against today, and provides a
framework for ways organisations can address areas of inequality.
Within the Act, there are 9 areas which are specifically referenced as things to be aware
of when preventing discrimination or addressing inequality. These 9 things are all
aspects of what make people who they are, and are called ‘protected characteristics’.
They are:
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Age
Disability
Gender
reassignment





Marriage and civil
partnership
Pregnancy and
maternity
Race





Religion or belief
Sex
Sexual orientation
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You can find more out about the protected characteristics on the Equality and Human
Rights Commission website. While we use these 9 as a basis for much of our work, this
is not an exhaustive list of the types of diversity we are aware of and take into account
in our decision-making.
Within the Equality Act, we have a General Equality Duty. This means that certain
organisations, including public sector employers like ourselves, have to:


Eliminate discrimination, harassment and victimisation and any other conduct
that is prohibited by or under the Equality Act.



Advance equality of opportunity between people who share a relevant protected
characteristic and people who do not share it.



Foster good relations between people who share a relevant protected
characteristic and those who do not share it.

The way we achieve those three duties is up to us as an organisation. However, under
the Act we are required to do some specific things to demonstrate how we are meeting
the General Equality Duty. These are setting at least one equality objective which is
specific and measurable, publishing information about our employees and people who
are affected by our policies and practices, and producing a gender pay gap report. As
part of this strategy we will set some new equality objectives.

What is the current picture?
When planning work on DICE, it’s important to understand the context and background
of where you’re planning to do work. For us, this means understanding our community
and our own organisation. This includes the diversity of people we’ll be working with,
recent significant events and historical trends.

Our community
We work across four Unitary Authorities - Bath & North East Somerset (BANES), Bristol,
North Somerset and South Gloucestershire - which have a population of over 1.1 million
people.
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Almost half of those people live in the City of Bristol, which is the largest urban area in
the South West region. Across our service area, there is diversity of many different
types. For instance, in Bristol at least 16% of people are of a Black or Minority Ethnic
(BME) background, compared to 2.7% in North Somerset. When looking at age, the
population in BANES and North Somerset is significantly older than that of Bristol and
South Gloucestershire.
Many aspects of this diversity are important when considering how to deliver our
services. For example, in Bristol 8.5% of people do not use English as their main
language. This could prove challenging if an operational crew showed up at an incident
and found they couldn’t communicate with the residents of a household. We have
developed ways of overcoming this, such as providing picture aids for staff to
communicate with and bringing in live translation services in our control room.
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To do large-scale analysis of our population we use the last Census, conducted in 2011.
However, we know this data is increasingly getting out of date so we also use other data
sets from Local Authorities, Central Government and third sector organisations. We also
regularly engage with community groups that represent different sections of our diverse
population, and hope to build on this over the course of this strategy.

Our service
Similarly to the community we serve, we make decisions about the work we do
internally based on data. We collect information about the diversity of our workforce
using a computer system called FireWatch. We currently gather data on the following
protected characteristics:
• Age
• Disability
• Race

• Religion or belief
• Sex
• Sexual orientation

Every year we produce a report about the diversity of our workforce, and you can read
last year’s report on our website.
From data analysed on the 1 April 2019, we know we have a largely male workforce,
particularly when looking at operational firefighters (both wholetime and on-call). Our
corporate and control room staff are almost equally gender balanced - with women
making up just over 50% of their staff. Only 16.1% of our staff are younger than 36, and
over 50% of our operational staff are aged 46 or over.
BME staff make up only 2.1% of our workforce, compared to 7.3% of our service area.
Fewer than 1% of our staff identify as Lesbian, Gay or Bisexual (LGB), and we have no
openly Trans staff. Less than 2% of our staff have declared a disability, with over 55%
of staff failing to give an answer to that question. 28% of our staff are Christian, 23%
don’t have religious beliefs and 40% did not provide an answer to that question.
However, looking at workforce monitoring statistics only gives one part of the context.
Over the last two years, the Service has been evaluated by a number of external
parties. Firstly we had a statutory inspection from the Home Office in July 2017, after
which we commissioned an independent cultural review which was published in April
2018. Finally, we were inspected by Her Majesty’s Inspectorate of Constabulary and
Fire and Rescue Services (HMICFRS) in July 2018.
All three reports gave a clear sense that we have work to do to improve our
organisational culture - both in how we work together and how we treat each other. We
have published an aspirational plan to change our culture, entitled ‘Making Avon Fire
& Rescue Service a better place to work’ [INSERT LINK OVER THE BOLD] and
this will influence how we conduct our work on DICE over the lifetime of this strategy
and beyond.
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The Strategy
Our Service Plan sets out our direction as an organisation for three years from 2019
until 2022. Under this plan we have two strategic priorities - Making our communities
safer and Making our Service stronger. What follows are our plans as a Service that
focuses specifically on DICE, aligned with those two strategic objectives.
Our culture is directly related to embedding the strategic objectives relating to DICE.
Leadership at all levels of the organisation can influence and set our service values,
which underpin our commitments to all elements of the DICE strategy. Values are the
set of principles that guide every aspect of working in an organisation. They influence all
our decisions, interactions and plans. Our new Service values will underpin all the work
we’re doing and it’s everyone’s responsibility to understand them and live them day-today. The same can be said for our cultural change journey with which success will only
be achieved if we have full commitment and contribution from staff across the service to
address issues raised in the cultural review and to making Avon Fire and Rescue a
better place to work. This is our chance to collectively empower change and create a
positive and inclusive workplace, where staff are happier and more productive and
anyone from the communities we serve can consider us as an employer of choice.
One of the first pieces of work we’ll do is to ask staff across the organisation what our
new values mean to them and use these conversations to really embed understanding
them across the organisation. We’ll use this feedback to create a values and
behavioural framework which everyone at AF&RS will be expected to embody at work
and in the community and this is set out in our commitment to Making Avon Fire and
Rescue a better place to work.

Supporting the roll out of Safe + Well visits
What are we going to do?
We will support Risk Reduction with their transition to the ‘Safe + Well’ programme, by
providing them with information to help them better communicate with our diverse
communities and target their interventions.
Why are we doing it?
To help Risk Reduction access all communities we serve in our unitary areas especially
those who may have different social and cultural experiences which may impact
adversely on access to information and services we provide thus increasing the risk of
danger to life, health and well-being. We also need to ensure that vulnerable people in
the community are identified and their voices are heard and are given and equal
opportunity to access our services. This will help make our community safer.
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How will we get it done?




Gaining the support and buy-in from the Fire Authority and Senior leaders within
AF&RS to support the aims of the objectives.
Raise awareness within Avon Fire and Rescue about our communities by
conducting regular research to produce insight reports and statistical and
demographic information about our local populations. Ensure this information is
in a format and on a platform that is accessible to anyone in the organisation who
needs it.



Promote and encourage all employees to access and complete e-learning and
any future face to face training to raise and maintain awareness of Diversity
Inclusion Cohesion and Equality issues across the city and other unitary areas.



Ensuring we are communicating and working collaboratively with Community
Safety Workers, key agencies such as Police, Health Care Professionals and
Local Authorities, diverse groups and community based organisations to build a
city wide network of communication, support and collaboration to ensure our
services are accessible to and effective for all members of our local communities.

When will we do it?
The transition to Safe + Well, and this work, will be completed by the end of 2020.

Building strong links with communities across our Service Area
What are we going to do?
Continue to build links with community groups, to open up channels for reporting
emerging risks within our communities.
Why are we doing it?
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It essential for Avon Fire & Rescue Service to ensure safety and wellbeing is at
the heart of what we do as a service, therefore being aware of all of our
communities and its members in particular the most vulnerable and others at risk,
and reaching out to them to provide the service they rely on us for is paramount
in our ability to fulfil our commitment to keep our communities safer.



To build common ground and trust, break down barriers and remove stereotypes
from both sides of the fence. This will make our community safer by making it
easier for our staff to deliver local awareness and education campaigns to
promote our key community safety messages.

How will we get it done?


We will continue to develop our community contact database ensuring all lead
contacts details are current and up to date.



Where feasible, keep consistent contact with existing community groups and
educational establishments and other partner organisation networks by
supporting activities and implementing DICE priorities.



Ensure the Community Safety materials and resources are suitable for all
especially those community groups whose first language may not be English or
perhaps may have had less positive experiences of public services in their native
countries and other people who may have disabilities such as Dyslexia.



Share information and raise awareness of AF&RS safety campaigns with other
organisation and agencies we work with to extend our reach to all members of
the community to deliver consistent messages about keeping safe and reducing
risk.



Work with Corporate Communications to ensure important information and
insights about community groups is effectively disseminated across the
organisation via platforms such as the intranet/bulletins and external website.



Seek new and emerging community groups and where possible arrange
meetings in person.



Share contact information about community groups that the DICE team have
contact with and working collaboratively with Risk Reduction to reduce the risk of
overlap or duplication.

When will we do it?
We will have developed a new contacts database by the end of 2019.

Ensure continued visibility and engagement with the community
across using the power of external events
What are we going to do?
We will encourage and support staff at fire stations to ensure they have the right
support, skills and knowledge to increase visibility and effectively engage with all the
communities in our four unitary areas.
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Why are we doing it?


Attendance and visibility at key events will help to build trust, exchange key
information about each other, dispel myths and stereotypes and embed
purposeful and sustainable relations.



We know from recruitment and workforce monitoring data we do not reflect the
diversity of the community we serve in the way we would like.



This will help keep our community safer by building good relationships between
the community and AF&RS, which will increase trust and likelihood to engage
with us on safety interventions.

How will we get it done?
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We will create a diversity calendar, accessible to all staff, which will identify key
national/local events that attract large numbers of diverse audiences. In
collaboration with corporate communication we liaise with crews to plan activities
and resources needed to engage in a meaningful way.



We will inform operational crews about events that they may not be aware of and
can attend and contribute to such as Pride, St Pauls Carnival and various

community fun days. Where appropriate, the DICE team will support crews with
face-to-face briefings or training to maximise opportunities at events.
When will we do it?


We will create a diversity calendar by the end of 2019.



AF&RS will attend St Paul’s Carnival and Bristol Pride annually until the end of
this strategy, or until there are compelling DICE reasons not to.

Use our resources, expertise and name recognition to upskill the Fire
& Rescue Service workforce of the future
What are we going to do?
We will focus on increasing the diversity in the workforce by engaging with underrepresented groups and establishing links with community based organisations such as
Babbasa, Bristol Somali Youth Voice and Creative Youth Network. Using these
relationships, we will seek to gain a better understanding about the challenges those
communities face in accessing work and build a relationship that will help us access the
talent pool of the future.
Why are we doing it?
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We have a workforce in which women and BME people are massively underrepresented when compared to our local population. In addition to having a legal
and moral duty to improve this, we also know diverse teams are better
performing, and after the HMICFRS inspection should be doing all we can to
improve performance in any way.



We also know there are certain points in our recruitment processes where some
groups are disproportionately unlikely to succeed, despite us carefully evaluating
our recruitment processes. This must therefore be for reasons we do not yet
clearly understand, or cannot control for in the recruitment process itself.



Improving our relationship with our local communities, understanding their needs
and the barriers to opportunity they may face will help us to achieve the above
outcomes and potentially improve our workforce diversity.



This will help make our service stronger by allowing us to access the widest
possible pool of talent, and keep our community safer by building confidence in
AF&RS amongst those groups we work with.

How will we get it done?


We will meet with community groups and voluntary organisation with a specific
focus on women and BME people, and gather their feedback about barriers to
employment.



Using this information and data on where we know there are choke-points, we
will target specific support for these groups for accessing our recruitment
opportunities - for example discovery days or application form help workshops



We will develop a set of criteria for engaging with external recruitment events,
and using this attend relevant events and provide our support at our partner’s
careers fairs



We will continue to monitor workforce diversity statistics for disparities and use
the information to target under-represented groups when recruiting.

When will we do it?
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We will have built strong working relationships with key groups like Babbasa by
summer 2020.



We will develop specific support interventions by the end of 2021.



We will produce an annual monitoring report out of workforce diversity
breakdown during every year of this strategy.

Equip all our staff for success in understanding DICE
What will we do?
We will develop a new in-house DICE training package in collaboration with teams
across the service and using existing best practice, and deliver it to all staff.
Why are we doing it?
As a Service the only compulsory training for all staff on DICE is an e-learning. Since
the new DICE team have been in place new starters have had face-to-face DICE
training, but it is important that all staff can be given the same level of information and
understanding. It is clear from the inspections and feedback from staff that we need to
upskill our workforce ion understanding issues around DICE, which will make our
service stronger by improving staff relations between groups.
How will we do it?
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We will look at existing best practice from other FRS’ and organisations in the
public and private sectors to see what kind of training works, and develop a plan
from this research in collaboration with teams and staff across the service, to
make sure the training is giving people the skills they need.



We’ll also use the outcomes from the recent reports in AF&RS to make sure the
training addresses other cultural areas we know we have to improve - like
identifying and challenging inappropriate behaviour.



If needed, we’ll use external experts to help us develop and shape our training
package to ensure it is as effective as possible, as well as working with staff
internally to make sure we’re addressing the issues they are concerned about
and need to knowledge in.



We will work with all our departments to ensure they incorporate measures to
ensure the recruitment methods are fair, equitable and free from unconscious
bias.

When will we do it?


The training package will be developed during 2019, and all middle and senior
leaders will have been through it by June 2021. We will have delivered the new
training package to 95% of all staff by June 2022.



We will review and re-launch of DICE e-learning package by the end of 2019.

Making our policies fitter for the future
What will we do?
We will develop key existing policies, and bring in new guidance to help support staff
with DICE-related issues.
Why are we doing it?
From staff feedback we know some of our policies can be very harshly worded, and
know we haven’t got the language right on some of the key issues. While polices and
guidance don’t solve all problems, they are a key tool in supporting leaders to do their
jobs and ensuring all staff feel they have somewhere to turn to when things get tough.
Having the best policies will make our service stronger by allowing us to support staff
as well as we can in tricky times, as well as in good.
How will we do it?
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Identifying key policies to develop and bring in is the key part of this work, and
based on recent report and staff feedback.



Review and re-launch our guidance on supporting staff through the menopause



Develop new guidance on how to support transgender staff and service users,
and for leaders on how to manage staff transitioning in the workplace.



We will look at existing best practice from other FRS’ and organisations in the
public and private sectors, and also use existing staff members knowledge on
these areas to draft guidance. We’ll specifically work with women from across the
organisation to help us get the content and language around our menopause
guidance right.

When will we do it?


We will review and re-publish our guidance on supporting staff going through the
menopause by the end of 2019.



We will publish guidance on transitioning at work and supporting Trans staff by
summer 2020.



We will work with HR to have reviewed key policies we know impact on DICE,
including the flexible working policy, bullying and harassment and maternity
adoption and shared parental leave policies by the end of 2022.

Ensuring the data we produce is accurate and transparent
What will we do?
We will change the way we collect and present staff demographic data, based on
feedback from key stakeholders.
Why are we doing it?
Data outlining the diversity of staff based on protected characteristics is key in helping
us to make rational, evidence-based decisions. We need to make sure this data not only
is as up-to-date as possible, but also reflects our workforce in a way that is accurate
and in words the public can understand. Following feedback from Fire Authority and the
public, we will look to change the way we present data.
We also know many of our staff currently don’t feel confident to provide us with
monitoring data, which prevents us from making our approach to some things evidencebased. Having the right data presented in the right way will make our service stronger
by allowing us to make evidence-based decisions.
How will we do it?
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We will look at other organisations best practice on data, and consult with the
public on how they want us to refer to different groups in our data presentation.



We’ll also engage with the Office for National Statistics and other data
organisations to make sure our categories are likely to reflect future trends in
data reporting.



We will update our diversity monitoring forms for recruitment to reflect the new
categories we chose.



In consultation with key staff groups, we will run a campaign around why we
collect monitoring data. This will include myth-busting, and a call to action for
staff to complete their self-reporting diversity monitoring form on our HR system.



We will update all our systems to reflect the new data categories we decide to go
with.

When will we do it?
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We will consult on what data categories we monitor in during 2019



Final data categories will be decided by summer 2020



Monitoring forms will be updated by the end of 2020



We will run the campaign to increase disclosure rates during 2021 - we will aim
for a 10% increase in disclosure rates for sexual orientation and disability



All of our internal systems will be update with the new categories by June 2022

Re-run the cultural survey in 2020
What will we do?
We will undertake another cultural survey to track our progress on cultural change.
Why are we doing it?
Following the Baker Report we commissioned The Glass Lift to undertake a cultural
survey. This survey identified many areas we would like to improve our cultural in. Many
of the pieces of work to address these areas for improvement are contained in this
document and our cultural change commitment - ‘Making Avon a better place to work’.
All of the proposed solutions came from existing best practice or recommendations from
experts. In order to be sure this work is having an effect, we need to try and measure
our culture and see what has got better - and re-running the cultural survey is a way of
doing this.
How will we do it?
We will work with The Glass Lift to re-run a cultural survey, using the same
methodology as before to ensure we can compare results.
When will we do it?
We will run the survey by April 2020, and publish the results by July 2020.

What will success look like?
Each of the objectives above has a time-limited goal. Success of the strategy will partly
be based on achieving these goals. However, we will not be able to capture all the good
work on DICE using these metrics.
We are due to re-run a cultural survey in 2020, and improvements in several metrics
across that survey will come about as a result of work within this strategy. We
specifically wish to see improvements in the following questions to evidence that our
DICE approach is working:
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9. We always promote the best person for the job
10. The selection of new employees into this organisation is carried out fairly
11. I can be myself at work
15. I have heard offensive language being used in the workplace in the past 12
months
16. I have experienced offensive language directed at me at work in the past 12
months
17. I am currently experiencing offensive language directed at me at work












18. I have seen others being bullied or harassed at work over the past 12 months
19. I have been bullied or harassed at work over the past 12 months
20. I am currently being bullied or harassed at work
22. I challenge poor or unacceptable behaviour
33. I feel part of a good team
35. Everyone here is treated with respect
40. This organisation is supportive of people with parental responsibilities
41. My manager is supportive of my parental responsibilities (only answer if
applicable)
42. This organisation is supportive of people with caring responsibilities
43. My manager is supportive of my caring responsibilities (only answer if
applicable)

Before the end of this strategy, we will also be re-inspected by HMICFRS. In our last
inspection with were graded ‘inadequate’ on ‘ensuring fairness and promoting diversity’.
Our long-term aim remains to be an ‘outstanding’ Fire & Rescue Service in all areas. In
light of the breadth and scale of work we need to do on DICE, we aim to achieve
‘requires improvement’ from our next HMICFRS inspection. This target reflects the
challenging nature of this strategy and the pressures it will put on our staff, along with
the steady nature of the pace of change and the challenges of building deep and
meaningful connections with external groups.
Future planning
This strategy will finish in June 2022, just after the current Service Plan. In collaboration
with the team who will produce the new Service Plan, we will produce a new DICE
strategy to align with the Service Plan. However, if in the interim a better approach is
found by AF&RS staff, we will adopt that approach.
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