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Avon Fire & Rescue Service is committed to ensuring our documents are accessible to
all members of the community. If you have difficulty reading this document because
English is not your first language and you would like a translation, please contact:
Diversity, Inclusion, Cohesion and Equality Team, Avon Fire & Rescue Service,
Police & Fire Headquarters, PO Box 37, Valley Road, Bristol, BS20 8JJ.
Telephone: 0117 926 2061
Email: DICE@avonfire.gov.uk
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Executive summary

Councillor Donald
Davies,
Chair, Avon Fire
Authority

Mick Crennell,
Chief Fire Officer/
Chief Executive,
Avon Fire & Rescue
Service

The aims and objectives of Avon Fire & Rescue Service (AF&RS) include becoming more
effective, efficient and economic whilst maintaining an excellent service which is value for
money. This ambition is shared by other emergency services and many of our partners and
provides the opportunity for us to work together to achieve shared goals.
The Policing & Crime Act 2017 also introduced a statutory duty on all three emergency
services to collaborate with a view to improving efficiency or effectiveness for all parties.
The duty doesn’t prevent other parties such as Local Authorities and the Voluntary Sector
from being part of a collaborative activity, albeit the duty itself will not extend beyond the
Emergency Services.
Our overall approach is to consider opportunities for collaboration and implement those
which would improve the efficiency or effectiveness of all parties involved. The main
aim is to find the right balance between our organisation’s aims and objectives, realising
efficiencies and our ability to support collaborative working.
Local discretion is afforded in how the duty is implemented so that the emergency services
themselves can decide how best to collaborate for the benefit of their communities. The
Ministerial foreword in the new Fire and Rescue National Framework for England states:
“I expect collaboration to be at the heart of how services operate so that services can work
with, or on behalf of, local providers, to deliver a range of public safety activity to protect
their local communities, where it is in the interests of efficiency and effectiveness for them
to do so. But such activity must not be at the expense of services’ core functions around
prevention, protection and response as that is ultimately what the taxpayer funds fire and
rescue services to deliver.”
Collaboration is a necessity for successful business. Our goal is that collaboration will
be completely embedded in our culture and serve as a vehicle for a better future for our
communities.
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Key Principles
Collaboration should be advantageous to all parties involved and deliver a recognised
benefit to the community.
At the heart of collaboration is a shared vision or business need; a common goal. It is
this goal that provides a meaningful reason to work together, along with receiving mutual
benefits. It is different to cooperation which refers to the exchange of relevant information
and resources in support of each other’s goals, rather than a shared goal. It is not a transfer
of demand, a takeover or an outsourcing agreement. Where there is no shared ambition or
goal this is co-operation.
To exploit the potential benefits it is essential to fully appreciate the drivers, risks and
pressures being addressed; adopting a collaborative approach requires investment from all
parties and should be focused where it offers most value.

Efficiencies

Agreement

Benefits
community

Effectiveness

Compatible
goals
Some key considerations include:
• The level of investment and commitment required by each party and how benefits will be

shared equitably in light of that input;

• That adequate resources can be dedicated to the transformation process to ensure that

deliverables are provided on time and that all parties are co-ordinated in their approach;
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• Agreement on how risk will be apportioned between the parties to achieve best value for

all; and

• The management of internal communications in a sensitive and pro-active way to

minimise disruption and negative impact on staff morale

The Service Leadership Board (SLB) and Service Leadership Team (SLT) are responsible
for providing strategic direction in relation to collaborative working and shall ensure that
any necessary variations to policies and processes are agreed and that an appropriate
operational governance structure is established within the overall corporate systems.

Sharing collaborative ideas
AF&RS welcomes collaboration ideas and we want to encourage staff to have true diversity
of thought and feel empowered. Suggestions can come from any member of staff
regardless of background, role or experience.
Collaboration ideas can be shared through our partnership programme, Staff Engagement
Network (SEN), the representative bodies, SLT and, where necessary, SLB. The level of
involvement of the SLT/SLB will vary with the scale of the collaboration and commitment
involved.
AF&RS is also part of the South West Emergency Services Collaboration Group (SWESCG),
the purpose of which is to lead the way in providing a modern and innovative public
services model. It aims to work towards early intervention, collective demand reduction and
improving prevention across the South West. The ultimate goal is to optimise collaboration
effectiveness and efficiency in order to ensure public value is derived.
The work of the SWESCG is outlined in detail in the SWESC Programme Initiation document,
the Programme Plan and Risk Register.

Knowledge and skills in collaboration
Where required, we will equip our staff with the right knowledge and skills to make
collaboration effective. This may be via a training course, the provision of information or a
combination of both.

Funding
Although collaborative working has financial efficiency at the heart of it, most successful
collaborative initiatives usually need some form of financial investment in the early
stages and may incur on-going costs. These should be scoped out and discussed at the
appropriate level and in the early stages of the initiative to ensure the work is viable going
forward.
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Selecting collaboration partners
It is important to have a clear perspective on who the potential partner(s) might be. It
is unlikely that every potential partner would meet our aspirations and it is sensible to
prioritise the business objectives.
Assessing a collaborative partner goes beyond compliance with a contract. Organisations
may have the attributes to deliver a sound proposition. However, they may have progressed
in developing an appropriate performance culture that enables them to fit into the business
process of other organisations.

Assessment of joint objectives
Throughout the selection process it is advisable to work with the potential partners to
understand their objectives, as well as building a dialogue around common objectives
and outcomes. These may not always be the same as ours but should be evaluated for
alignment and compatibility.

Exit strategies
In considering the implications of a collaborative engagement the potential partners should
jointly evaluate the key aspects of disengagement. Establishing potential triggers and rules
of disengagement, possible transition and future development during the partner selection
and contracting stage builds confidence between the parties.
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Monitoring effectiveness
What will we do?
Good relationship management is key to ensuring the partnership remains effective and
the collaboration is a success. More detailed information on managing relationships can be
found in our Partnership Framework.

Why are we doing it?
It’s important for us to share our successes and learn from our experiences so that our
collaborative work affords the best outcome for our communities and stakeholders.

How will we do it?
Collaborative initiatives will be recorded through our Improvement Programme and future
Service Transformation work, the partnership process and through our Collaboration
Register.
Different ventures will require different evaluation techniques. Some provide a more
structured approach to evaluation and can also help to build ownership. An evaluation
may use quantitative or qualitative data, and often includes both. Both methods provide
important information about the outcomes of the collaboration and whether the benefits
expected were realised, not achieved or even exceeded. Goal-based evaluation models use
key pre-set indicators of success, whereas goal-free evaluation considers actual effects or
unintended consequences, without pre-empting what these will be.
Some methods will require an assessment of cost saving, others the effectiveness of
improved services. When setting out to collaborate we will identify the best way to monitor
and evaluate each initiative at the outset and the stage or frequency at which the evaluation
will take place. The goal is to improve current and future management of outputs,
outcomes and impact.
Key questions will include:
• What are the objectives of the monitoring activities?
• What are the specific questions that need to be asked to gauge the progress of the

intervention?

• What information is needed to see if activities are being implemented in the way that

was planned and who can provide that information?

• What are the objectives of the evaluation?
• What are the specific questions that need to be answered to gauge the impact and

success of the intervention?

• What information is needed to determine if the expected objectives and outcomes were

accomplished and who can provide that information?

• Are the questions being asked appropriate ones for understanding how “successful” the

intervention has been with respect to its expected objectives and outcomes?

When will we do it?
Year one onwards.
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Shared estates and assets
What will we do?
Consider opportunities to share estates and assets with other emergency services or
partners.

Why are we doing it?
Shared estates and assets can facilitate closer dialogue and better working relationships
between the partner organisations. Efficiencies are generated through the reduced
duplication of property costs, sharing utilities and the potential sale of existing sites and
properties. Co-location will be considered with partners with a business need for similar
premises, such as appliances bays, office space or training facilities. This doesn’t mean our
organisations need to be identical but will engineer a ‘best match’ in relation to the location
itself. It is also important that we co-locate with organisations that align to our values and
have joint ambitions.

How will we do it?
Co-location is more than simply sharing bricks and mortar. Agreement must be reached
on many aspects that affect the organisations such as the direct and indirect costs,
responsibility for maintenance, health and safety, security, public access, conduct, use,
shared parking, training, access to facilities, insurance etc. For co-location to be effective
and efficient the following guiding principles should be considered:
• Benefits the community more than existing arrangements i.e. reduces risk, improves

services

• Benefits both parties operationally e.g. better response times, mobilising benefits, co-

responding, facilitates, joint training etc

• Secures reasonable savings, or meets a proportion of our existing costs, over a given

period

• Meets the strategic direction within our Service Plan 2019-2022.
• Enables each organisation to maintain its own identity
• The time, effort and money required to put the arrangement in place does not

significantly outweigh the expected benefits for either party

• There are sufficient resources, systems and processes in place to manage the

partnership, agreement or contract for the agreed period

• The Authority is able to act as a landlord and meet all legal requirements in relation to

this

• It does not detract from the Authority’s ability to deliver its’ statutory or primary

responsibilities

• It does not reduce the Authority’s ability to provide flexible working to its own staff
• Does not result in direct or indirect costs to the Authority, which outweigh the benefit to

the community or the Authority
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Section
• Does not result in the Authority bearing the main cost burden and cost apportionment is

based on cost recovery and not on commercial costs

• Does not lead to a potential breach of physical or information security
• It is not a direct transfer of demand without a positive outcome that benefits all

collaborators.

When will we do it?
We already share a number of premises with our partners, including HQ, Nailsea,
Southmead, Avonmouth and Yate. In 2019/20 we will begin the process of re-developing
Avonmouth, Bath and Weston-Super-Mare fire stations and are committed to assessing the
options for shared premises with our partners.

11

Shared functions
What will we do?
Consider opportunities to share functions with other emergency services or partners.

Why are we doing it?
Whilst the focus of most shared services is on saving costs, it is also an opportunity
to improve service quality and consistency. Sharing core functions can mean they are
delivered more efficiently allowing time, skills and money to be redirected to other activities.

How will we do it?
It is important to understand the current cost and level of efficiency of the service delivered
to identify what benefits are possible. It is also important to recognise that investment is
usually required to establish a shared function and this must be offset against the savings
that can be achieved within a reasonable payback period. Shared functions should not
simply be a ‘take-over’ but should be a joint partnership / enterprise with tangible benefits. It
is vital that the quality of the service is maintained and not compromised.
Guiding principles for sharing functions include:
Quality of services
• Improved or wider range of services
• Access to a higher level of expertise and to the latest technology
• Responsibilities of providers are formally specified in a Service Level Agreement
• Reduces the complexity of the services being considered
• Provides a suitable solution where our internal capability is limited
• Increases business continuity by drawing from a larger staff pool to cover absenteeism

or loss of staff (no single point of failure)

• Greater consistency in services to the community from both partners
• Processes and policies can be streamlined and standardised as much as possible to

gain maximum benefit

Potential savings, benefits v. costs
• Cost savings through economies of scale, which are not outweighed by set-up

(investment) costs or VAT implications of shared functions

• The length of time it will take to see a return on the investment is reasonable
• Greater bargaining power with suppliers is not outweighed by the cost of sharing the

function

• Whether the Authority will be affected by the Transfer of Undertakings (Protection of

Employment) Regulations and potential costs
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• The cost of possible redundancies or re-deployments when duplicated posts are no

longer needed does not outweigh the savings

• The cost of legal advice needed to agree or implement the arrangement should not be

prohibitive

• Benefits to staff who multi-task, allowing them to concentrate on more specialist /

critical work

• More productive use of management time
• Reduces administrative burden on key staff and can overcome administrative barriers

between organisations

• The right people in place, both to manage the initial project or implementation and

ongoing service and to support staff through any change

• Any training required is achievable for both acquisition of skills and maintenance of

competence

• Time and resources taken from existing work to set up or run new arrangements are

feasible and cost effective

Potential source of income
• Opportunity for income generation which can be re-invested
• Potential to sell services beyond partnership i.e. through a trading company

Decision-making
• Managers can effectively share or relinquish decision-making on areas where they

previously were over-burdened

Liabilities
• A due diligence exercise and full business case has identified the potential liabilities of

any partners

• Where the chosen partner is a larger organisation, the Authority is not disadvantaged by

being smaller in that priority will be given to the larger partner

• Can be supported by good governance arrangements which allow all parties to have the

appropriate influence and ability to monitor performance

When will we do it?
Year one onwards for all opportunities that arise and meet the criteria set out in this
strategy.
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Interoperability and intraoperability
What will we do?
We will seek suitable opportunities to increase interoperability including but not limited to:
• compatible communications systems, control rooms and equipment, as appropriate
• compatible command, control and co-ordination arrangements
• effective inter-agency working and liaison and, where appropriate, information,

intelligence and data sharing

• shared understanding of respective roles and responsibilities, operational procedures,

guidance and terminology

• robust multi-agency plans for managing risks identified in the National Risk Assessment

and community risk registers

• multi-agency training and exercising
• cross border working with other responders in England and the devolved administrations.

We will seek suitable opportunities to increase intraoperability including but not limited to
• compatible communications systems, control rooms and equipment
• compatible command and control and co-ordination arrangements
• effective information, intelligence and data sharing
• compatible operational procedures, and guidance with common terminology
• compatible training and exercising (both individual and collective)
• cross border working with other English fire and rescue authorities and those in the

devolved administrations

Why are we doing this?
Demand management between the emergency services is well referenced and reflects a
more intelligence-led approach to the deployment of emergency service staff. Collaborative
approaches can introduce alternative ways of managing risk within the community.
Fire and rescue authorities must collaborate with other fire and rescue authorities to
deliver intraoperability (between fire and rescue authorities) and interoperability (with
other responders such as other emergency services, wider Category 1 and 2 responders
and Local Resilience Forums) in line with the Joint Emergency Services Interoperability
Principles (JESIP). Fire and rescue authorities must collaborate with the National Resilience
Lead Authority to ensure interoperability is maintained for National Resilience assets.

How will we do this?
Guiding principles for co-responding or demand management models include:
• Aligning collaborative approaches with the operational business objectives to ensure

there are clear linkages between adoption of a collaborative approach and the
organisational change that may be required
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• Before venturing into specific collaborative developments is it crucial to plan how such

approaches will be integrated into operations

• We will only accept more demand where we believe that we can make a long-term

difference to society

We already work collaboratively with South Western Ambulance Service NHS Foundation
Trust (SWAST). Use of on-call resources on a cost-recovery basis at Portishead and
Thornbury allow crews to respond as trained first responders on behalf of the ambulance
service to certain kinds of medical incidents. This gives a better service to patients who
might otherwise have longer waiting times for medical attention. We will continue to
monitor this programme to ensure it remains effective and efficient.
Traditionally ambulance services have also requested police assistance to gain entry to
the home of someone in need of medical assistance where access cannot be provided by
the patient themselves or by other reasonable means (e.g. a neighbouring keyholder or
other member of the same household). Fire crews are now being deployed to gain access
to premises in such cases as they are able to respond quickly and carry more suitable
equipment to gain access with potentially less damage caused. This again provides a better
outcome for the patient. We will continue to monitor this programme to ensure it remains
effective and efficient.
It is our intention to collaborate further and we are committed to exploring a tri-service
model where individuals are trained as firefighters, first responders and police community
support officers within their community. We will also explore a wider first responder model,
with a trial on a whole time station.
We will also implement joint training exercises through our Risk Reduction programme.

When will we do it?
The feasibility, benefits and potential cost of a tri-service model and a wider first responder
model will be explored in 2019-20.
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Joint community initiatives & partnerships
What will we do?
Build community resilience through joint initiatives and partnerships.

Why are we doing it?
Building community resilience is an important part of our work. We want to be able to
collaborate on local and national initiatives to assist our communities in becoming stronger.

How will we do it?
By implementing the guiding principles for joint initiatives and partnerships, which include:
• Having a shared vision for the initiative or partnership
• Similar organisational values and ethics to AF&RS
• Will have greater community benefit that will not be outweighed by set-up (investment)

or running costs

• The resources and skills are available to support the scheme from cradle to grave
• Adds value to our statutory and/or core functions
• Meets our objectives as outlined in our Service Plan 2019-2022
• Raises awareness and strengthens our brand
• Allows greater access to our hard-to-reach communities

Our Collaborative Partnerships framework details how we assess, implement and monitor
the effectiveness of our partnerships.
It is also our intention to support the One City Plan going forward, continue to support the
Avon Community Resilience Team set up by Search and Rescue Assistance in Disasters
(SARAID) and implement collaborative Safe and Well visits.

When will we do it?
Support for the One City plan and for SARAID will be in place from April 2019 onwards. Safe
and Well visits will be implemented by 2020.
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Shared information
What will we do?
We will share information appropriately to reduce risk and to provide coordinated and
targeted support within in our communities and to those most in need.

Why are we doing this?
Prevention is one our key duties and requires us to do as much as possible to reduce the
risk of an adverse incident such as a fire or road traffic collision. To do this effectively
we intend to share information in a meaningful way with other emergency services and
local partners. This will allow us to develop a rich picture of our communities and the
mechanisms in place to support them.

How will we do this?
Guiding principles for sharing information through collaboration are:
• Be open and honest with the individual from the outset about why, what, how and with

whom information will or could be shared and seek their agreement, unless it is unsafe or
inappropriate to do so

• Ensure sharing information is necessary, proportionate, relevant, adequate, accurate,

timely and secure

• Ensure there is a benefit to both AF&RS and the communities we serve in sharing the

data

• Ensure the integrity and security of the data is protected. The Data Protection policy

provides more detail on this subject and should be taken into account whenever
collaboration is considered.

One example of this is the sharing of incident data through the SWESCB data hub with
a view to creating a more intelligent, joined-up approach to predictive analytics. This
important work will allow us to more effectively manage risk in conjunction with our
partners and to align resources to risk through a collaborative approach for prevention,
protection and response.

When will we do this?
The SWESCB is already in place and we will continue to contribute to this important
programme going forwards.
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Marketing and communications
What will we do?
We will actively seek opportunities to work with our partners on joint communications and
marketing messages.

Why are we doing this?
To ensure that we provide strong messages that meet the needs of our communities and
our target audiences in a full and coordinated way. Sharing audience insight with our
partners will assist in the co-development of campaigns designed to boost engagement,
educate a wide range of people and raise brand awareness. Working in collaboration can
increase the impact of our campaigns by allowing access to a broader base of supporters
and reaching a greater number of our target audience.

How will we do this?
Guiding principles for collaborative campaigns include:
• Reaching agreements in a timely manner so that opportunities are not missed
• A clear understanding of each partner’s intentions
• Sharing audience insight information
• A proportionate contribution of resources
• Clarity on roles and responsibilities
• An agreed communication plan
• Reputational risk through association is properly assessed •
• Costs are agreed and shared appropriately

There are many opportunities for us to consider particularly in line with the Government
Communications Service (GGS) Modern Communications Operating Model (MCOM) which
encourages and supports the sharing of resource across all agencies. We will develop
relationships with partner communications teams who engage with our communities so
that the messages are heard at the right time and in the right way for our target audience.
We will take an active role in events such as the joint Emergency Services Open Day.

When will we do this?
The Corporate Communications and Marketing work plan will include dedicating resources
to the Emergency Services Open day in 2019 and thereafter. It will also include the
identification of partners and programmes for 2019 onwards in which a joint approach can
be taken.
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International collaboration
What will we do?
Seek opportunities to work collaborative with international partners.

Why are we doing this?
Fire and Rescue Services around the world have the same common intent. Yet traditionally
we have not taken full advantage of the developments taking place in other countries. With
the advancements in communication technology however, there are fewer limitations and
barriers to sharing knowledge.

How will we do this?
We will explore international collaboration in tactical firefighting through our links with
colleagues in Sweden.

When will we do this?
This will be completed in 2019/20.
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