5 February 2019
(1)

MEMBERS OF THE AVON FIRE AUTHORITY
Councillors Ashe, Butters, Davies (C), Davies (D) (Chair), Davis, Eddy,
Garner, Goggin, Hale, Jackson, Johnson, Lake, Morris, Phipps, Pomfret,
Scott, Shelford, Williams, Wilton and Windows.

(2)

APPROPRIATE OFFICERS

(3)

PRESS AND PUBLIC

Dear Member
You are invited to attend a meeting of the Avon Fire Authority to be held on
Wednesday 13 February 2019 commencing at 10.30am.
The meeting will be held at The Station (Creative Youth Network), Silver Street,
Bristol, BS1 2AG. There is no parking on site. The nearest car park is NCP Rupert
Street (BS1 2PY).
The Agenda is set out below.
Following the meeting there will be a private Members’ Briefing from 1pm until 2pm.
Please note this meeting will be video recorded and published on our YouTube
channel (see the Notes on the next page).
Yours sincerely

Guy Goodman
Clerk to the Fire Authority

Clerk to Avon Fire Authority
PO Box 37, Police and Fire HQ, Valley Road, Portishead, Bristol BS20 8JJ
Telephone 0117 926 2061 Extension 231 Fax 0117 927 2908
the.clerk@avonfire.gov.uk
Working in partnership with the Gambia Fire & Rescue Service (GF&RS)
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Notes
Attendance Register: Members should sign the Register which will be circulated at
the meeting.
Code of Conduct – Declaration of Interests: any Member in attendance who has a
personal interest in any matter to be considered at this meeting must disclose the
existence and nature of that interest at the commencement of that consideration, or
when the interest becomes apparent. A Member having a prejudicial interest must
withdraw from the meeting room whilst the matter is considered.
Contact: for any queries about the Meeting please contact Democratic Services on
0117 926 2061 ext. 231; or by e mail at the.clerk@avonfire.gov.uk; or in person at
Police and Fire HQ, Valley Road, Portishead, Bristol, BS20 8JJ (by appointment
during normal office hours only).
Emergency Evacuation Procedures: these will be advised at the start of the
Meeting.
Exempt Items: Members are reminded that any Exempt Reports as circulated with
this Agenda contain exempt information and should therefore be treated accordingly.
They should not be disclosed or passed on to any other person(s). Members are also
reminded of the need to dispose of such reports carefully and are therefore invited to
return them to the Clerk at the conclusion of the Meeting for disposal.
Inspection of Papers: any person wishing to inspect Minutes, Reports, or a list of
the background papers relating to any item on this Agenda should contact
Democratic Services as above.
Privacy Notice: the public part of the meeting will be recorded and uploaded to our
YouTube channel so the public can view our decision-making. Images and voice
recordings are considered personal information which we process for the purpose of
fulfilling a public task (openness and transparency of decision-making) within Article
6(1) (e) of the General Data Protection Regulation (GDPR). If you have any queries
about this then please contact Democratic Services as above. Our full Privacy Notice
can be found on our website at https://www.avonfire.gov.uk/privacy-and-cookies.
Public Access: under Standing Order 21 and providing 2 clear working days’ notice
has been given to the Clerk (the.clerk@avonfire.gov.uk) any resident or
representative of a business or voluntary organisation operating in Bristol, South
Gloucestershire, Bath and North East Somerset or North Somerset Council may
address the Fire Authority or one of its Committees (for no more than 5 minutes) to
present a petition, make a statement, or as leader of a deputation. There is a time
limit of 30 minutes for Public Access.
Reports: reports are identified by the relevant agenda item number.
Substitutes (for Committees only): notification of substitutes should have been
received from Group Leaders by the Clerk prior to the meeting.
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5

AVON FIRE AUTHORITY
20 December 2018

Present: Councillors Ashe, Butters, Davies (C), Davies (D) (Chair), Davis, Garner, Jackson,
Johnson, Lake, Morris, Phipps, Pomfret, Shelford, and Windows.
The meeting began at 2.00pm.

47.

APOLOGIES FOR ABSENCE
Apologies were received from Councillors Eddy, Goggin, Hale and Wilton. Cllrs Scott
and Williams were absent.
The Chair welcomed everyone to the meeting, and introduced Kevin Woodward
(Temporary Interim Treasurer), Shahzia Daya (Director of Legal Services, WECA)
who would be acting as Legal Representative at the meeting, and Sally Burrell
(Independent Person for Member Complaints).
The Chair noted that the meeting was being filmed and would be available on the
Fire Authority’s YouTube channel.

48.

EMERGENCY
arrangements.

49.

DECLARATION OF INTERESTS - the Chair drew attention to the requirements of
the code of conduct as set out in the Agenda.

50.

CHAIR’S BUSINESS

EVACUATION

PROCEDURES

-

the

Chair

outlined

the

Caring at Christmas at Temple Fire Station
The Chair announced that Avon Fire & Rescue Service had teamed up with local
charity Caring in Bristol to offer food and shelter over the Christmas period. On 29
December, firefighters and volunteers from across the Service would come together
to open Temple Fire Station as a pop-up ‘Caring at Christmas’ style service to help
people experiencing homelessness in the period between Christmas and New Year.
Between 12pm and 2pm on this day, anyone would be welcome to pop into the
station for a hot meal and somewhere dry and warm to rest.
The Chair thanked all staff involved in this worthwhile activity.
Her Majesty’s Inspectorate of Constabularies and Fire and Rescue Services
(HMICFRS)
The results of the recent HMICFRS inspection had been published earlier that day
and therefore the Chair and the Chief Fire Officer / Chief Executive (CFO) were likely
to be interviewed by the BBC during the later stages of the meeting. If this was the
case, then Cllr Jackson (Vice-Chair of the Fire Authority) would chair the meeting in
the temporary absence of the Chair.

51.

MINUTES OF THE AVON FIRE AUTHORITY
51.1 Ordinary Meeting held on 29 September 2018
RESOLVED that the minutes of the Fire Authority held on 29 September 2018
should be signed by the Chair as an accurate record of the meeting.
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51.2 Extraordinary Meeting held on 13 November 2018
RESOLVED that the minutes of the Fire Authority held on 13 November 2018
should be signed by the Chair as an accurate record of the meeting.

52.

PUBLIC ACCESS – None

53.

MINUTES OF COMMITTEE
53.1

Audit, Ethics and Governance Committee – Adjourned Ordinary Meeting
of 27 July 2018 held on 21 September 2018
RESOLVED to note the minutes.

53.2

Audit, Ethics and Governance Committee – Ordinary Meeting held on 21
September 2018
RESOLVED to note the minutes.

53.3

Performance Review and Scrutiny Committee – Ordinary Meeting held
on 12 October 2018
Cllr Davis moved the recommendation in Minute 17 - Improvement
Programme, recommendation from the Improvement Working Group –
recommending that Recommendations 6, 18, 20, 22, 29 and 39 from the Fire
Authority’s 62-point action plan be considered as complete.
RESOLVED unanimously to approve the sign off of Recommendations 6, 18,
20, 22, 29 and 39 from the Fire Authority’s 62-point action plan.

53.4

General Purposes Committee – Ordinary Meeting held on 25 October
2018
Cllr Windows moved the recommendation in Minute 17 - Energy
Procurement:
RESOLVED unanimously to approve energy contracts above £250,000 being
delegated to the CFO, subject to a report being made to the next meeting of
the Audit, Governance and Ethics Committee.

54.

URGENT ACTION UNDER STANDING ORDER 5.1
Cllr Jackson stated that he was concerned about the temporary appointment
Treasurer. He understood that the background was that the Interim Treasurer
unwell. He asked for confirmation that all other avenues had been exhausted.
Chair confirmed that this was the case, noting that Kevin Woodward
considerable experience working with Fire Authorities.

of a
was
The
had

RESOLVED to note that the Clerk, in consultation with the Chair and Group Leaders,
had appointed Kevin Woodward as Temporary Interim Treasurer until 31 March
2019.

55.

NEW CONSTITUTION
The Chair thanked Cllrs Butters and Pomfret for the work they had done on the new
constitution. He stated that following the circulation of the draft new constitution
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feedback had been received from Cllrs Shelford and Wilton. Cllr Shelford had made
observations about grammar and language and Cllr Wilton had expressed concern
about disposals and about Employment Committee structures.
The Legal Representative made the following observations:
•

The new draft constitution was similar to that used by Bristol City Council
and to the West of England Combined Authority.

•

A single constitution would provide a useful framework and make clear the
parameters within which all Officers and Members operated, allowing
Officers to deal with operational matters within the framework set by
Members

•

The section regarding complaints about Members required further work.

•

Looking ahead she hoped that nearby Local Authorities could agree to use
the same report templates.

Cllr Garner stated that he was not happy with the new constitution, he would prefer
that it was called a “draft preliminary constitution” and felt there was a risk of losing
the ability to amend the constitution. Overall he felt that the Fire Authority was being
talked into all sorts of things whilst not attending to the tasks it should be prioritising.
Cllr Shelford contributed that he had made 65 comments in his written response to
the circulation of the draft document, these could be summarised under the following
headings:
1)

Difficult to read
The draft constitution was a big piece of work, 125 pages in length and was
difficult to read. Although Cllr Shelford accepted that the constitution should
be written, voted on and agreed, he felt it would be more appropriate to go
through the draft constitution line by line to assess and improve it. He
suggested that the document should be broken into chunks and groups of
Members (with relevant skills and interests) brought together to tackle each
chunk over the course of a year.

2)

Legal language
The language used should be simple, non-legal and non-technical. For
example, the word “impute” was used at one point and it would be best to
use a more easily understood word such as “attribute” in this context.

3)

Members roles and responsibilities
Cllr Shelford requested that operational and financial efficiencies should be
included in the duties of Members.

4)

General Purposes Committee (GPC) should be used on an exceptional
basis only
Cllr Shelford noted that historically the use of the GPC to make a wide range
of decisions away from the scrutiny of the full Fire Authority had caused
problems. Although he accepted that occasionally an emergency GPC may
be necessary to agree matters between Fire Authority meetings, he was
convinced it should not be a routinely convened committee, and wanted its
routine duties reallocated to the other committees of the Fire Authority. In
the future, Cllr Shelford requested that the Fire Authority should resolve to
agree the recommendations of the GPC and no longer note them.

5)

Delegation of Power and Control
Cllr Shelford appreciated that the CFO needed delegated authority in order
to run the organisation. However, he wanted the specific details of the
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delegations to be examined to ensure that the Officers of the Fire Authority
were clearly instructed about their decision making ability and also properly
protected. He was particularly concerned about the disposal of vehicles and
felt that greater clarity in this area was essential.
6)

Arrangements for Complaints about Members’ conduct
Cllr Shelford agreed that the section about Members’ conduct and
complaints required further work. Cllr Shelford asked if this section was
simply a cut and paste of the previous Standing Orders regarding Members’
conduct and complaints. The Legal Representative stated that she would
report back to Members and later confirmed that the Code of Conduct was
the existing one, although the procedure for dealing with complaints was
new.

7)

Official Hospitality
Cllr Shelford queried why this was included at all, and said that he was not
sure that he agreed with it.

8)

Specified Amounts
Cllr Shelford noted that the various amounts of money for items referenced
in the constitution were usefully set out in a separate section at the end of
the constitution. He expected that these figures would change regularly and
it would therefore be much easier to accurately update the document if the
amounts were listed separately as they now were.

The Chair stated that a separate review of the Committee structure was planned and
hoped this information would answer Cllr Shelford’s concerns about the General
Purposes Committee. The Chair agreed that the constitution should be reviewed
regularly but felt that getting all the Standing Orders into one document was the first
step in facilitating regular reviews. The Chair stated that he would be happy to
separate out sections of the constitution for consideration by different groups of
Members.
Cllr Pomfret stated that the idea of the single constitution was to draw all the various
Standing Orders of the Fire Authority together into one place. She felt that this would
create a single highly-useable document in which it would be easy for Members to
find an array of information. Some of the component Standing Orders had been
reviewed as part of the Constitutional Review Working Group but other Standing
Orders had been left as they were for the time being. The intention was that the new
single constitution would be in place for the new Fire Authority when it began its work
in May 2019, after elections in three of the four Unitary Authorities (UAs). The
CRWG had tried to simplify old-fashioned language whilst pulling together the
document but it was accepted that some may have been missed. Cllr Pomfret
agreed that the Committee structure needed further work, but that element had
proved too much to tackle in one go alongside the constitution. She emphasised that
the work of the CRWG had been publicised to all Members, it was unfortunate that
not many Members had attended the meetings of the CRWG.
Cllr Shelford stated that he had not known about the CRWG meetings. Cllr Pomfret
replied that there had been several invites issued to all Members. Cllr Shelford asked
if others had known about the meetings, and a number of members indicated that
they had done, so Cllr Shelford apologised for his mistake.
Cllr Pomfret further contributed that at South Gloucestershire Council (SGC) the
constitution was reviewed annually and that she would expect a similar process to
take place at the Fire Authority in the years ahead. Overall the draft single
constitution had tried to make a good start by changing the obvious matters and
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pulling everything together. She felt that once the constitution was in place Members
would be able to make further reviews and update as necessary.
Cllr Shelford felt that no Members would want to go through the draft single
constitution in close detail at the meeting and suggested that the first meeting of the
new Fire Authority could consider and finalise the document.
The Chair explained that there was concern that the new Fire Authority in May was
likely to have had a significant change in membership and therefore relatively little
knowledge of the Fire Authority, and the background to the constitution. For this
reason it had been deemed sensible that Members who had the benefit of more time
on the Fire Authority should devised the constitution.
The Chair asked if any other Members wished to speak.
Cllr Garner asked for more clarification about the changes to Committee structures
which may be anticipated or required. He felt that the Panels had to be set up as
they currently were.
The Chair replied that it was anticipated that Members would want to make changes
to the organisation of Committees and Panels, and that Panels could be changed as
long as any subsequent arrangements were lawful.
Cllr Garner asked if a Panel had to contain three people of different political
persuasions. The Chair replied that the disciplinary process made some specific
requirements in terms of the legality of the process and that it would not be helpful to
discuss the detail of the Committee structure at the present time.
Cllr Garner felt that Members expressing reservations about the draft single
constitution in advance were falling into a trap. He stated that those who had
reservations and expressed them, but were not on the CRWG, would find that their
complaints could be easily ignored. Cllr Garner stated that it would be more effective
if Members voiced their concerns at a full Fire Authority meeting.
Cllr Davis spoke to acknowledge the amount of work carried out by Cllr Pomfret and
her colleagues on the CRWG, he also wanted to acknowledge the legitimate
concerns of Cllr Shelford. Cllr Davis felt that it was necessary to have a constitution
in some shape or form in order to be able to change and adjust it and felt that
adopting the approach recommended by Cllr Garner would mean that the Fire
Authority would keep revisiting the same discussions. He asked that the Fire
Authority voted, made a decision and moved on and therefore moved that the draft
single constitution was accepted, if necessary with a condition of review to be carried
out in chunks, as suggested by Cllr Shelford.
Cllr Jackson seconded the approach outlined by Cllr Davis.
Cllr Morris expressed concern that the draft single constitution had not been
considered by the Committee Chairs of the Fire Authority. Therefore, she asked that
the committee chairs should each be asked for their feedback prior to the next Fire
Authority meeting, this would enable any necessary adjustments to be made to the
draft single constitution and accepted by the Fire Authority. She explained that this
would mean that further feedback had been sought throughout the Fire Authority and
that the plan of handing a single constitution to the new Fire Authority appointed after
the forthcoming May elections would stay on course.
Cllr Jackson stated that he would be happy to support Cllr Morris’s proposal. He
pointed out that the current Fire Authority had until March to agree the single
constitution and agreed that input from the committees of the Fire Authority would be
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helpful. He asked that the single constitution was submitted to all the Committees for
consideration and then brought back to the Fire Authority at its March meeting.
Cllr Shelford was not happy to approve a draft document, feeling that any single
constitution approved subject to further change or review, would be regarded as a fait
au compli. Cllr Pomfret asked Members to remember that the draft single
constitution was based on existing documents and standing orders. In response to a
question from the Chair, Cllr Shelford agreed that he would be happy to note the
draft. The Chair asked Committee Chairs to ensure that a review of the draft single
constitution was included on the agendas of their respective committees during
January and February.
Cllr Lake asked if it would be possible for the draft single constitution to be presented
with each section clearly separated (i.e. started on a new page and indexed) as
suggested by Cllr Shelford. This was agreed, together with any proposed changes to
existing documents being clearly shown in the text.
Cllr Butters commented that the pulling together of the draft single constitution had
been a huge task. The intention of the CRWG had not been to lay down the law to
other Members of the Fire Authority, in fact the maximum contribution of as many
Members as possible was sought. He hoped that many Members would now
contribute their comments in preparation for the March meeting of the Fire Authority.
RESOLVED unanimously:

56.

1)

To note the draft single constitution as presented by the Constitutional
Review Working Group.

2)

To request all Committees of the Fire Authority to consider the draft single
constitution during their meetings in January and February 2019.

3)

To request all Committee Chairs to provide the feedback of their
Committees

4)

That the Fire Authority should reconsider the draft single constitution at its
March meeting, having received feedback from Committee Chairs. This
should be in a format showing each section within the constitution properly
separated and any proposed changes/additions to existing documents
clearly shown.

DRAFT SERVICE PLAN 2019 – 22
The CFO presented the draft Service Plan for 2019 - 22 to Members, making the
following points:
•

The Draft Service Plan had taken many months of careful work, and its
focus was how the Fire Authority planned to keep people in Avon safe.

•

Appendix 1 contained the Service Plan Road Map, with which had
commenced a year ago with the organisation’s plan for dealing with
investigations, preparing for the HMICFRS inspection and the Fire
Authority’s Action Plan for improvement.

•

The Service Plan had two key areas of focus:
1) Making Communities Safer by matching resources to risk in
communities under the headings of Preventing, Protecting, Responding
and Resilience.
2) Making the Service Stronger by improving the service and investing in
staff.
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•

Appendix 2 contained the draft Service Plan. This was a 47 page document
which examined the service and the risks in detail. Graphical presentation
and plain English had been used to ensure the information was accessible.

•

To underpin the draft Service Plan a series of pieces of work and documents
have been completed which have focussed on risk.

•

Members had participated in the development of objectives in a number of
workshops and were thanked for their help. An outcome had been the
establishment of a project team to investigate the option of moving to a riskbased response standard. Subsequently key areas were identified for
inclusion in the Fire Authority’s new Service Plan 2019/22 to 2012/22:
1) Review the current response standards, which are based on population
density and geography.
2) Review the current response to automatic fire alarms.

•

The objective was to match resource to risk and the proposal was to move
to a set of response standards based on risk as follows:
1) Critical
Fire and where life is at risk.
A target 8 minute average response time.
2) Non-critical
Not a primary fire in a property (for example this could be an automatic
fire alarm or a grass fire).
A target 12 minute average response time.
3) Advice
Non-emergency assistance and guidance.
A target 60 minute average response time.

The CFO then asked Members to note the report entitled “Automatic Fire Alarms:
The case for change”. This report set out the business case for a changed approach
to the Fire Authority’s response to Automatic Fire Alarms. The CFO explained that at
present all Automatic Fire Alarms were responded to by the Fire Authority, although
98% of these were false alarms. Further, he stated that it was incumbent on the Fire
Authority to seek to match resources to risk and this indicated that a different
approach was necessary. It was therefore proposed that a response should always
be applied to higher risk premises (for example, where there was a sleeping risk),
and that no response should be made to premises presenting little or low risk. In
addition it was proposed that:
•

Alarms would be call challenged regardless of risk, except for care homes
which would continue to see a response without call filtering.

•

Sleeping and high risk properties only would receive a response to an
automatic fire alarm.

•

The weight of attack would be reduced to one fire engine only.

The CFO stated that by matching resources to risk in this way, the level of road risk
would be reduced, the number of mobilisations would be reduced and more
resources would be available for the important work of the Fire Authority in the areas
of community work and training.
Referring to the options analysis contained in the report, the CFO stated that some
other Fire Authorities do not make any response to automatic fire alarms, and this
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policy would make the greatest reduction in call-outs (98% reduction) in the Fire
Authority area. He explained that Option 2 (Sleeping and High Risk response only)
would ensure a reduction of 31% but pose less risk, and that this was the approach
recommended to the Fire Authority.
In conclusion, the CFO stated that he commended the report to the Fire Authority
and would welcome feedback on the proposals. The proposals would be put to the
public in an eight-week consultation in which the Fire Authority would present the
proposals via a carefully considered communications plan and presentation. If the
proposal was approved, then the proposals would become effective from 1 April
2019.
The Chair thanked the CFO for the report, acknowledging the amount of work which
had gone into the document and associated background work. The Chair stated that
in the light of HMICFRS findings the report was timely.
Cllr Jackson added his thanks, stating that the report was easier to read and to
understand than in the past. Cllr Jackson said that on page 44 of the draft Service
Plan it was stated that the Fire Authority had saved £14.5m, however he felt it would
be more accurate to say that the budget of the Fire Authority had been reduced by
£14.5m. With regard to the proposed response standard changes, Cllr Jackson did
not agree with the proposal going to consultation that the response standards should
be focused on the time of arrival of the first appliance, he stated that this was
effectively a reduction in the weight of attack.
The CFO reminded Members that by changing the response standards it was
expected that the Fire Authority would have to respond to 1354 fewer calls, freeing
up 1833 fire engine hours and 7332 firefighter hours.
Cllr Jackson responded that it would be helpful to place more emphasis on statistics
such as these in the draft Service Plan. Cllr Jackson went on to say that he:
•

Was opposed to the use of average times in monitoring service standards as
he felt they often hid inefficiencies, for example several calls many
responded to within 8 minutes, effectively masking a problem situation
where a call was not responded to until 45 minutes had elapsed.

•

Felt that the response standard was watered down by not timing the arrival
of the second appliance.

•

Would prefer it if the average was based on the arrival of the second
appliance.

•

Understood that where there were only four firefighters in attendance, they
were not allowed to enter a house fire, therefore the arrival of a second
appliance was necessary to provide a sufficient weight of attack to effect a
house-fire rescue.

•

Was concerned that in the situation outlined above, firefighters may put
themselves at risk by entering premises before the arrival of a second
appliance.

•

Was concerned about jeopardising safety by changing the response
standards.

•

Believed that Fire Authority Members did not understand the significance of
the need to time the arrival of the second appliance.

•

Trusted the staff and managers of the Fire Authority but was concerned that
the consultation exercise would make the proposed change in service
standards look easy when it was not.
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The CFO stated that HMICFRS was moving towards average response time
standards. Cllr Jackson replied that there were no national standards in place and
that the response standards adopted by the Fire Authority were a local decision.
The CFO replied that the proposal was to meet the response standard in 95% of
cases, and that average responses across Fire Authorities were used more and more
often. He was aware that views about the proposals differed and encouraged
everyone to feed in their comments to the consultation process. In reply Cllr Jackson
reiterated his point that there were no national standards and that it was up to each
Fire Authority to set its own standards. He was not happy to see the standards
watered down by removal of the consideration of the arrival of the second pump. He
also continued to be unhappy with the use of average response times.
The Chair asked if Cllr Jackson would be happier with an average figure if it was
reported alongside standard deviations from the mean arrival time. Cllr Jackson
agreed that this would be preferable as it would enable poor arrival times to be
identified.
Cllr Butters expressed alarm that the photograph on page 89 of the draft Service
Plan showed a homogenous group of firefighters. The CFO stated that this would be
changed prior to publication.
Cllr Butters explained that in the past he had managed a residential management
training centre which had a sleeping risk. He stated that he was horrified to see so
many false automatic fire alarms and asked what was going wrong with these
systems. The CFO replied that many were old systems. Cllr Butters said that in
Herefordshire he believed that establishments were “allowed” up to eight false alarms
per annum and asked what the Fire Authority could do to reduce the number of false
alarms; specifically he asked if the Fire Authority could issue fines to establishments
with a prolific problem in this area.
The Assistant Chief Fire Officer (Service Delivery) (ACFO SD) reported that false
alarm trends were monitored in commercial buildings and if a problem was identified
then a letter would be written or a visit made. He stated that often an effective
change was to replace a smoke detector with a heat detector. Other work was
ongoing with the Fire Industries Association and also in monitoring structural and
managerial changes in buildings. Cllr Butters suggested that this further information
about false automatic fire alarms and associated work should be included in the draft
Service Plan. The ACFO (SD) said that the Technical Fire Safety Team would
continue to send letters and make visits to appropriate premises.
Cllr Morris thanked the CFO for keeping her safe for the price of 10p per day which
she regarded as excellent value for money, she then asked for further information
about the channels for consultation which would be used. Information was provided
about the multi-channel engagement strategy which would be used involving: survey
monkey, distribution of hard copies of the draft Service Plan (including in foreign
languages if necessary), presentations in public venues and unitary authority
neighbourhood forums / community engagement forums.
Cllr Garner expressed astonishment that the use of standard deviations was being
proposed. He stated that the priority was to get to the target as soon as possible and
that how this was measured made no difference.
Cllr Shelford apologised that he had omitted to thank Cllrs Pomfret and Butters along
with Officers of the Fire Authority for their excellent work on the constitution. He felt
this was a worthwhile and good piece of work.
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Cllr Shelford asked for more information about the response time standards, making
the following points:
•

The metrics were helpful to aid understanding of the subject matter.

•

Detail of the response standards used by other organisations would be
helpful.

•

He would like to know why, for example, 8 minutes had been proposed as the
response standard rather than 10 minutes. He wondered what kind of
difference a two minute change would make, further would 10 minute
response standard but with the right level of attack be better?

•

The correct level of attack was clearly different in different circumstances, for
example a person trapped in a vehicle could be rescued by one appliance
with appropriate cutting tools and expertise, in contrast, an incident at Hinkley
Point power station could require a response from Fire Authorities across the
whole of the South-West of England.

•

It was difficult to find a means of measuring the correct weight of attack
across multiple incidents.

•

He agreed with Cllr Jackson that the correct level of service could not
necessarily be established by measuring the arrival time of the first appliance,
and asked if the proposed method had been proposed because it was simple
and if therefore more work needed to be done.

The CFO replied that simplicity was helpful, the proposal was that a straightforward
metric should be used and it was felt that this would be more easily understood by all
the Fire Authority’s stakeholders. Members were also informed that an animation
would be available during the consultation to explain the proposals to the public in an
accessible format.
The ACFO (SD) responded to Cllr Shelford’s questions regarding target times by
explaining that research undertaken by the Department of Communities and Local
Government (DCLG) indicated that a 10 minute response time gave survivability of
close to 0% for anyone in a building on fire, however an eight minute response time
provided an exponential rise in the chance of survival. He stated that the casualty
loading (eg numbers of people who were frail or had a disability) of a building was a
significant factor in survivability.
Cllr Shelford queried whether the two minute difference in arrival time on scene (the
difference between eight and 10 minutes) was sufficient. The ACFO (SD) replied
that operational practices could make an immediate difference to the rate of survival,
such as applying hoses to the exterior of a building, further that the rapid deployment
of the first appliance would affect the rescue of any trapped people.
Cllr Davis was pleased to hear the details of the consultation exercise, he said that
most members of the public have no idea about the significance of the arrival of one
or two appliances and it was necessary to explain to people what the Fire Authority
was doing to keep people safe and how it was proposing to change the response
standard.
The CFO thanked Cllr Davis for his comments and expressed regret that the
animation had not been ready in time for the Fire Authority meeting; however he was
confident that the animation would provide a reliable simplified message to talk the
viewer through the rationale behind the proposals.

Page 013

The Chair asked if Members wished to make any comments on the
recommendations. Cllr Jackson proposed that the recommendations in the report
should be approved, Cllr Shelford seconded the proposal.
RESOLVED unanimously to:
1) Approve the draft Service Plan 2019 – 2022 for public consultation.
2) Approve the Consultation Strategy for the Service Plan 2019 – 2022.
57.

DRAFT BUDGET 2019/20
The Treasurer introduced the report, apologising that the report for the draft budget
had not been available to be despatched with the main agenda pack and had been
delivered separately to Members. He explained that the draft budget had been put
together under difficult circumstances as the Interim Treasurer was on sick leave.
The rest of the team had worked hard to collate the report. The Treasurer drew the
following matters to Members’ attention:
•

Members would not be asked to make any decisions about the setting of
council tax until the February meeting of the Fire Authority, however it was
necessary to agree the draft budget so that consultation with the business
community could go ahead. In turn, this would ensure that Members had
the responses of the business community available to them in February.

•

The referendum limit was set at 3%, therefore the first option presented was
an increase of 2.99% to ensure that a referendum was not triggered. The
second option presented was an increase of 1.99%. The Fire Authority is
asked to consider whether if it would want any alternative options to be
presented to the budget meeting in February.

•

The Fire Authority had benefitted from a four-year funding deal covering the
period 2016/17 to 2019/20. Therefore the draft budget presented was for
the fourth year of the four-year funding period.

•

The 2020 settlement figure was £15.76m, in line with the four-year plan. As
part of this settlement there would be further reductions in the formula grant
of £396,000 in 2019/20 over 2018/19.

•

Uncertainties lay ahead for the Fire Authority and therefore a risk analysis
had been carried out to identify potential problems, which included Brexit
and interest rates amongst other factors.

•

It had previously been assumed that settlements from 2020/21 onwards
would be static, however that was now seen as an optimistic position. The
Government spending review had protected grants to the NHS and for social
care. This effectively meant that the situation was likely to be worse for
other government departments. The Fire Authority would not know the
figures for 2020/21 onwards until late 2019.

•

With regard to a referendum, flexibility had been recently allowed by
government for the police. This was why Avon and Somerset Constabulary
had been able to increase council tax by £12 last year and now by £24 this
year. If Avon and Somerset Constabulary are to take advantage of the £24
increase in 2019/20 then this would represent a 12% increase in council tax,
however this option was not available to the Fire Authority and the limit was
3%. If the Fire Authority elected to conduct a referendum to increase council
tax above 3% then it would have to bear the cost of holding a referendum,
and should consider that the public would be not likely to vote for an
increase in any case.
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•

For the year 2019/20 the Fire Authority must identify savings of £880,000, of
this £500,000 had already been identified. A firefighter pay rise of 3% had
been assumed in the budget.

•

With regard to pensions, the new Firefighters Pension Scheme 2015 had
been introduced to achieve savings. The announcement in September 2018
confirmed that employers’ contributions would increase from an average of
17% to an average of 30% from April 2019. HM Treasury had indicated that
some additional funding would be provided to mitigate most of this increase
in the first year, but with no commitment beyond that time. It was therefore
necessary to acknowledge the risk to the Fire Authority budget presented by
the pension changes and therefore the Medium Term Financial Plan (MTFP)
forecasts had assumed that this grant would cease from 2020/21.

•

The analysis of savings indicated a funding gap of £2.6m over the MTFP if
Option 1 (2.99% increase to council tax) was selected. If the Fire Authority
agreed Option 2 (1.99% increase in council tax) then the forecast funding
gap would increase to £2.8m.

•

The business rate retention system of funding of local authorities meant that
the block grant system was being phased out and that local authorities
would, in the future, be more reliant on their local tax base. This brought a
level of risk to funding which had not previously been experienced. For
example if a big business (and significant business rates contributor) left the
local authority area a drop in income would be experienced by the local
authority. A level of government protection had been indicated but it was not
guaranteed for how long protection arrangements could be in place.

•

Reserves had been earmarked for identified specific issues, and the
Austerity Reserve could be used to facilitate changes that would result in
reduced expenditure in the future. Reserves had been reduced and should
now only be used if strictly necessary.

Members were asked if they had any questions.
Cllr Shelford thanked the Treasurer for the report and said that it was important that
the Fire Authority planned for all the potential financial problems which it faced. He
stated that Brexit planning needed more work and noted that 4% of the budget still
had to be found. He also noted that pensions were a major issue for the Fire
Authority. He also acknowledged that the demise of the block grant from central
government, and the move to the business rate retention system, could mean that if
businesses struggled with Brexit then there could be a loss of funds to the Fire
Authority. In summary, he stated that the Fire Authority should plan for the worst
possible scenarios to ensure the best possible outcome for the Avon area.
The CFO responded that the potential impact of Brexit was being examined
nationally by the National Fire Chief’s Council (NFCC) and by the Fire Authority’s
own finance team.
In response to a further question from Cllr Shelford, the Finance Manager stated that
a Brexit report was not yet available as the team had been concentrating on budget
preparation. Consideration of Brexit matters would be undertaken in the new year.
The Chair suggested that a paper on Brexit should be prepared for the Extraordinary
Meeting of the Fire Authority to be held on 31 January 2019. Cllr Shelford agreed
that this would be helpful and asked that the paper should consider the first and
second years of Brexit. The Treasurer agreed to prepare the report.
Cllr Butters endorsed the concerns of Cllr Shelford, agreeing that the number of
uncertainties facing the funding situation of the Fire Authority was concerning.
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Cllr Garner proposed that the recommendations in the report were accepted, this was
seconded by Cllr Butters.
RESOLVED unanimously to:

58.

1)

Approve the approach and the current assumptions being used to develop
the 2019/20 budget and note the financial issues contained within the report
and agreed to its release for consultation.

2)

Note the need to agree a budget and set the Council Tax for 2019/20 after
giving further consideration to the issues raised in this report, responses to
consultation, result of representations and any further information that is
forthcoming. Note that a further report will be presented to members at the
meeting on 13 February 2019.

3)

Maintain the level of working balance at £1.5m (approximately 3% of the
proposed 2019/20 budget).

4)

Note the projected level of reserves and the relatively low level of Usable
Revenue Reserves compared to other Fire and Rescue Authorities (FRAs).

5)

Note the current position in terms of the development of the MTFP as set out
in paragraph 3.40 of the report, the forecast level of savings target contained
within it and the identified financial risks.

EMERGENCY SERVICES MOBILE COMMUNICATION PROGRAMME (ESMCP) –
PROGRESS REPORT
The ACFO (SD) presented the report written to advise Members of the current status
of the ESMCP. He explained that:
•

ESMCP was a government programme to deliver a modern communications
system of the national emergency services which, in part, was intended to
replace the existing FireLink communications system provided by Airwave for
over 12 years.

•

ESMCP would deliver a secure and resilient mobile broadband capability for
the use of emergency services across the country. The programme was
centrally funded as run by the Home Office. The resultant system would be
called the Emergency Services Network (ESN) and aimed to be better,
smarter and cheaper than Airwave.

•

The increasing demand by users for broadband data (in addition to voice
technologies) could not be met by Airwave technologies.

•

Airwave FireLink was expensive compared to other European public safety
systems.

•

The ESMCP had been reset with the appointment of a new programme
director, replanning and revision to the business case. The full business case
would be released in the new year.

•

Airwave had been expected to cease by the end of 2019, but this expectation
had been reset to 2022 with a further one-year contractual extension until 31
December 2023.

•

A formal letter setting out the concerns of the NFCC regarding the costs and
delays of the new system had been sent to the Home Office.

•

The ESMCP had been included on the national and local risk register.

•

The Fire Authority planned to migrate to ESN when all products had been
proven by others, this would be after August 2020.
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The Chair said that he was disappointed to hear of the delays to ESMCP, and
suggested that a representative from the National Programme Board should be
invited to speak to the Fire Authority.
Cllr Garner asked if there was a real risk that the product would never work. The
ACFO (SD) responded by saying that if the programme failed the backstop
arrangement with Airwave would ensure provision of a service. He acknowledged
this was a risk for all emergency services.
Cllr Garner then asked for confirmation that the new system was working in earlystage pilots. The ACFO (SD) said that there was coverage provided by EE and
testing was taking place to ensure that this coverage was adequate. The next stage
of development would be the development of products to use on ESN, this element
would take place in the future.
Cllr Garner asked if ESN was similar to the old system, but using a different
frequency. The Emergency Services do have some protection and priority when it
comes to their essential communications networks. The new ESN will be a new
system for the country.
Cllr Pomfret asked if safeguards against network failure had been built into the
system and was informed that ESN diverts to other networks as a safeguard, it was
confirmed that the intention was that network problems which affected mobile phones
should not impact the emergency services’ use of ESN.
It was proposed by Cllr Jackson and seconded by Cllr Pomfret that the
recommendations in the report should be accepted by the Fire Authority.
RESOLVED unanimously to:

59.

1)

Note the report and the attached appendices.

2)

Invite a representative from the National Programme Board to attend the
Fire Authority’s February meeting to discuss the Programme further.

FORWARD PLAN
The revised Forward Plan for the Municipal Year 2018/19 was presented to the Fire
Authority.
It was proposed by Cllr Jackson and seconded by Cllr Shelford that the
recommendations in the report should be approved by the Fire Authority.
RESOLVED unanimously to approve the revised Forward Plan 2018/19.

60.

REPORT FROM THE MEMBER DEVELOPMENT WORKING GROUP – MINUTES
The report, which included a set of principles for minute taking of the Fire Authority
and its Committees, was presented to the Fire Authority.
It was proposed by Cllr Shelford and seconded by Cllr Morris that the
recommendations in the report should be approved by the Fire Authority.
RESOLVED unanimously to:
1)

Approve the Minute Taking Principles recommended by the Member
Development Working Group.
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2)

61.

Agree that draft minutes of the Fire Authority and its Committees would be
published within 28 days after the meeting.

SCHEDULE OF MEETING DATES 2019/20
The report presented to Members proposed a schedule of meetings for the Municipal
Year 2019/20.
It was proposed by Cllr Garner and seconded by Cllr Windows that the
recommendations in the report should be approved by the Fire Authority.
RESOLVED with none against, and one abstention, to approve the Schedule of
Meetings for the Municipal Year 2019/20.

62.

HMICFRS – INSPECTION REPORT
The Chair suggested that consideration of the HMICFRS report which had very
recently been received by Members, should be deferred until February.
The CFO stated that this stage he had no further comments to add, and that the
report spoke for itself.
Cllr Shelford noted that the Extraordinary Meeting of the Fire Authority in January
already had a fairly full agenda, but asked if it would be appropriate to bring forward
consideration of the inspection report to January.
The Chair was happy to support this suggestion if the CFO felt there was sufficient
resource to make this practical. The CFO stated that he would investigate but
agreed in principle. He further commented that much progress had been made
within the Fire Authority since the inspection.
Cllr Windows stated that he had been unable to read the report as it had not been
possible to access it on his Bristol City Council iPad. Cllr Jackson had experienced
similar problems, although Cllr Lake (also from BCC) stated that she had been able
to read the report. Cllr Shelford offered assistance to Cllr Windows but Cllr Jackson
said he would deal with this and speak to BCC Democratic Services as necessary.
RESOLVED to consider the HMICFRS inspection report in January 2019.

63.

SERVICE DELIVERY – RISK REDUCTION UPDATE
The ACFO (SD) introduced the report, highlighting the following points:
•

A number of large scale deliveries have been made to SGS College and
Weston College during the road safety campaign period.

•

The new Safeguarding process went live on 1 November 2018. Operational
personnel have given positive feedback and the changes also answer a
concern raised by the HMICFRS report as actions are now reviewed once a
referral had been made.

•

Community Safety Workers have completed autism training, which would
particularly assist during Home Fire Safety Visits to relevant members of the
community.

•

Staff have been working with partner agencies regarding issues over stands
at the Bristol Rovers ground, the focus of attention had been means of
escape.
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•

Work would begin shortly on the vehicle wrapping project; vehicles would be
wrapped to display important safety messages.

RESOLVED to note the report.
64.

FIRES AND OTHER INCIDENTS
The ACFO (SD) introduced the report which summarised recent fires and incidents.
There was also a summary of the proactive work undertaken by the Corporate
Communications Team.
The ACFO (SD) particularly drew Members’ attention to the fire at the Tropicana on
23 November 2018, where eight appliances attended after a fire broke out at a food
outlet. 120 people were evacuated and one female was taken to hospital after
smoke inhalation.
Cllr Butters stated that he was very concerned about the deliberate fire which had
affected 10 buses in a bus depot. Cllr Butters reported that further drones had been
spotted at Gatwick Airport and was concerned that the drone incident may give
terrorists ideas.
The ACFO (SD) replied that with regard to the bus depot fire, the Fire Authority was
working with the police. With regard to drones, the military had been called in to
assist the police at Gatwick Airport, further he stated that safety at Bristol Airport was
shared with the other members of the Local Resilience Forum. Members were
reminded that in 2017 the Local Resilience Forum members had worked together to
resolve the problems caused by an aircraft skidding off the runway.
RESOLVED to note the report.

65.

DATE OF NEXT MEETING – Wednesday 13 February 2019 at 7pm (The Station,
Bridewell, Bristol).

66.

EXCLUSION OF THE PRESS AND PUBLIC
To resolve that the public be excluded from the meeting during the following items of
business on the grounds that they contained exempt information pursuant to
Schedule 12A, Part I of the Local Government Act 1972 and that in accordance with
Schedule 12A, Part II, paragraph 10 of the Local Government Act 1972 the public
interest in maintaining the exemption outweighs the public interest in disclosing the
information.
The Vice Chair of the Fire Authority assumed the Chair temporarily whilst the Chair
and CFO were interviewed by the BBC.

67.

CONFIDENTIAL MINUTES OF THE EXTRAORDINARY MEETING OF AVON FIRE
AUTHORITY HELD ON 13 NOVEMBER 2018
RESOLVED unanimously that the confidential minutes of the Fire Authority held on
13 November 2018 should be signed by the Chair as an accurate record of the
meeting.

68.

AVONMOUTH FIRE STATION REDEVELOPMENT – PROGRESS REPORT
The Deputy Director of Corporate Services introduced the report and then handed
over to the staff working on the redevelopment project to give more detailed
information to Members.
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RESOLVED unanimously to:

69.

1)

Note the contents of the report and current position of the project.

2)

Acknowledge that a final report would be presented to the Fire Authority in
March 2019 regarding the award of the construction contract at a fixed
budget.

AUDITORS’ DUTIES AND LIABILITIES – INITIAL LEGAL ADVICE
The report, prepared by the Clerk, was presented to the Fire Authority by the Legal
Representative.
RESOLVED unanimously to take the further steps agreed during the meeting.

Meeting closed at 4:45pm.

…………………………………..
Chair
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7.1

AVON FIRE AUTHORITY
EMPLOYMENT COMMITTEE
8 NOVEMBER 2018

PRESENT: Councillors Davies (C), Davies (D), Garner (left at 11.15am), Hale
(Chair), Jackson, Pomfret, Scott, Windows and Wilton.
The meeting started at 10:00 am.
1.

APOLOGIES FOR ABSENCE
There were no apologies, all Members of the Committee were present.

2.

EMERGENCY EVACUATION PROCEDURE
The Chair drew attention to the emergency evacuation procedures.

3.

DECLARATION OF INTERESTS
The Chair drew attention to the Code of Conduct set out in the Agenda.
The Deputy Monitoring Officer (DMO) advised that a number of Members
were mentioned in the report presented as Item 12 on the agenda. Members
were therefore advised that they may wish to declare an interest. Cllr Garner
and Cllr Jackson declared such an interest. Cllr Garner also advised that he
would leave the meeting by 11.30am as he had a private appointment. The
Chief Executive / Chief Fire Officer (CFO) stated that he would request
officers to leave the meeting prior to the consideration of Item 12 for
confidentiality reasons.

4.

CHAIR’S BUSINESS
The Chair asked that in future, Members of the Fire Authority should treat
each other with respect and should not go outside the Fire Authority to
register dissatisfaction with each other. He stated that personal attacks help
no-one.

5.

MINUTES OF THE EXTRAORDINARY MEETING OF THE EMPLOYMENT
COMMITTEE HELD ON 17 APRIL 2018.
RESOLVED that the minutes be approved as a true record and signed by the
Chair.

6.

PUBLIC ACCESS - None

7.

ANNUAL REVIEW OF EMPLOYMENT CASES 2017/18
The Senior Human Resources Officer (SHRO) presented the annual review of
formal discipline and grievance cases for 2017/18, making the following key
points:
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•

11 grievances had been registered. Four females had raised a
grievance out of a total female workforce of 118; seven males had
submitted a grievance out of a total male workforce of 709. The
primary reason for grievances raised by females was alleged bullying
or harassment, or inappropriate conduct.

•

Evidence from the Cultural Survey indicated that some employees
believed the management was too robust and quick to escalate matters
to formal processes, whilst others believed that sanctions were too
minor and therefore the culture and behaviours of some staff had not
unchanged.

•

With regard to disciplinary cases, there were 16 in this period, 15 of
which were male and one female. This equates to 1.9% of the
workforce. It was stated that some cases are not yet fully resolved,
and therefore some outcomes cannot be reported.

•

In 2015/16 there had been eight grievances and 17 disciplinary
investigations.

•

Members were informed that the report was different to that presented
to Her Majesty's Inspectorate of Constabulary and Fire & Rescue
Services (HMICFRS) as that organisation required different timescales
and headings.

Members were asked for feedback about the report content and style.
Cllr Scott was concerned about a grievance in which he had been involved. A
complaint of bullying had been made, however, a management decision had
been made to deal with the matter via an alternative route. Subsequently, this
meant that the employee was denied the option of an appeal as that was only
available through the grievance process. Cllr Scott stated that he had raised
this matter previously with the Deputy Chief Fire Officer (DCFO) and the
current Monitoring Officer (MO).
Cllr Jackson noted that one person subject to the disciplinary process had
retired during the process and asked for further clarification. He was informed
that under this circumstance the disciplinary procedure stops. In response to
further questions from Cllrs Hale and Wilton, it was confirmed that it was not
possible to prevent a resignation during the disciplinary process, and that if
criminal behaviour was involved or suspected then the police would be
informed. The SHRO stated that it was not possible to take employment
action against a person who was no longer employed by the organisation.
Cllr Garner asked if Members were employees, and it was confirmed that they
were not, although they are subject to tax as are employees.
Cllr Jackson asked which person would have responsibility for dismissal
within the Fire Authority. It was confirmed that for Principal and Statutory
Officers that responsibility would rest with an Employment Committee Panel,
for more junior staff the responsibility rested with the CFO, and could be
delegated by that officer to other members of staff.
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Cllr Jackson asked for more information about the appeal process and was
informed that an appeal against disciplinary action can be made.
Cllr Wilton stated that it was difficult to know if the number of cases was good
or bad; although his instinct was that there were a lot of cases for a relatively
small organisation. He stated that it would be helpful in the future if trends in
numbers of cases were included in the annual report.
The CFO acknowledged that trend analysis would be helpful to Members.
The Chair noted that it was possible that the number of cases could rise when
an organisation developed a more open management style.
In response to further questions from the SHRO, Members agreed that the
current written form of the report was acceptable, with the addition of trend
analysis.
RESOLVED to accept the report and request that, in future, trend analysis is
included.
8.

RE-EMPLOYMENT / RE-ENGAGEMENT POLICY – REVIEW
The SHRO introduced the report, reminding Members that the Fire Authority
had previously discussed the Fire and Rescue National Framework for
England (2018) and the associated implications for re-engagement / reemployment.
It was stated that re-employment would apply where a full time Firefighter left
the organisation and was subsequently re-employed as a Retained Duty
System (RDS) Firefighter. This meant that the Fire Authority could retain the
skills and investment in training of a Firefighter and also assisted in
recruitment when some positions were hard to fill (such as RDS Firefighters in
specific geographical areas).
It was explained that re-engagement was defined as taking place when
someone had left the organisation and was subsequently taken back into the
same role on the same pay / conditions.
Cllr Scott expressed reservations. He was concerned that re-employment
and re-engagement would slow up the Fire Authority’s ability to reduce the
dominance of a white, male workforce.
The SHRO stated that just two Firefighters had retired and then been reappointed as RDS Firefighters. This was a very small proportion of the total
workforce and had enabled the Fire Authority to recruit to vacancies in
locations which are very difficult to recruit to. It was emphasised that reemployment is always after a gap in service and into a role with a different
contract and terms and conditions of employment.
Cllr Wilton stated that he did not disagree with the more pragmatic element of
recruiting ex-Firefighters into RDS Firefighter roles in areas where it was very
difficult to recruit RDS Firefighters. In addition, he stated:
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•

That the decision of the Fire Authority to approve the guiding principles
was not unanimous. He had been at the meeting and had not agreed
with, or voted for, the policy.

•

That he wanted clarification about the re-engagement policy as it
applied to Principal Officers.

•

That all other matters being equal, the policy should give preference to
fresh applicants. This would help avoid a stagnant workforce.

Cllr Jackson replied that re-engagement was not to be considered or
approved for Principal Officers unless it was exceptional and in the interests
of public safety. All re-engagements were to be on a fixed term contract of up
to 6 months with no extension.
In response to questions from Cllr Wilton and Cllr Hale, Cllr Pomfret noted
that the re-appointment of retired operational personnel was stated in the
policy to be “the exception and not the norm and will be subject to a business
case in line with the National Framework expectations.”
Cllr Jackson and Cllr Wilton agreed that the policy and processes were
complicated.
The CFO explained that the National Framework Document was aiming to
stop senior people retiring and being reappointed, it was unfortunate that it
had affected all staff in the Fire Authority. The reason for the Re-employment
and Re-engagement Policy was to provide clarity and to enable continuity of
business and retention of skills. Where a full time Firefighter left the Fire
Authority, and in due course was re-appointed as an RDS Firefighter, this
would help to keep a truck on the run. A competition mechanism would
enable the Fire Authority to continue to improve the diversity in the workforce.
The CFO was concerned that whilst it asked other local employers to show
flexibility and allow RDS Firefighters to be released from their substantive
roles for Firefighter duties it had until recently not displayed much flexibility
itself. He did not feel this was a sustainable position. The CFO also stated
that:
•

Re-engagement would be focused on public safety and would be for a
maximum of 6 months. So far there had been no re-engagements and
they would remain exceptional.

•

Re-employment would occur more often, but always with conditions.
So far there had been two re-employments, in both cases the reemployments had enabled the Fire Authority to retain the skills of two
retired Firefighters by offering them RDS Firefighter contracts in
geographical areas in which it had historically been very difficult to
recruit.

Cllr Jackson stated that he understood Cllr Scott’s reservations about
reinforcing the white, male workforce by re-employing retired staff, however
he recalled that from his own time as a Firefighter, that despite significant
efforts, it had been very difficult to increase the diversity of RDS staff. This
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was in great part due to the fact that RDS Firefighters were required in areas
which were predominantly occupied by white residents. He also stated that
there had been efforts in the past to recruit more women into the RDS staff,
this had proved problematic as potential recruits were not able to provide RDS
cover whilst also acting as sole carer for children. Cllr Jackson stated that
although he didn’t like it, he had been forced to accept that the RDS would be
predominantly white and male.
Cllr Hale noted that the efforts to improve diversity had been gradually
working in full time Firefighter recruitment. In response, the CFO stated that
support was provided to such applicants.
Cllr Wilton agreed with the thrust of the policy, but had doubts about the
wording agreed. For example, he felt that references to “different role maps”
were unhelpful and confusing. He was concerned that the Fire Authority
should bear in mind its recent difficult history and previous criticisms and
asked that there should be better definitions of what was and was not
acceptable with regard to re-engagement and re-employment. Cllr Wilton
accepted that the Fire Authority had a duty to display operational readiness,
and agreed with Cllr Jackson’s points about the likely demographic
composition of RDS Firefighters.
Cllr Jackson stated that he was entirely opposed to re-engagement.
The CFO reminded Members that the definitions and the policy had been
agreed by the Fire Authority. The policy had been drafted to attempt to bring
clarity to this potentially complex situation. He felt that the clarity was already
included in the document.
Cllr Scott noted that neither a move to a different workplace, nor a move from
full time hours to part time hours were considered to be substantially different
roles.
The CFO suggest that a further point could be added at 6d) to specify that a
change of hours was not a substantially different role.
Cllr Jackson did not believe this was a good idea.
information in Paragraph 6 contradicted itself.

Cllr Wilton felt that

Cllr Scott stated that it was not possible to ban people from applying for jobs
with the Fire Authority.
In response to questions from Cllr Hale about the practicalities of reemployment the SHRO stated that a retired Firefighter could commence as a
RDS Firefighter one month and one day after retiring, but could begin the
application process prior to retirement.
Cllr Davies (D) noted that at a recent parade of RDS recruits there had been
greater diversity amongst recruits than previously. He also stated that
although increasing diversity was important to the Fire Authority, the primary
purpose of the organisation was to keep people safe. It concerned him that
Fire Stations such as Paulton were sometimes off-the-run due to the lack of
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RDS Firefighters and felt that the public would not be pleased if it believed
that suitable staff were being rejected as RDS Firefighters. He supported the
re-employment policy when it made it easier for ex-Firefighters to be
welcomed back to the service.
The Chair noted that this matter had been referred to the Committee by the
Fire Authority. He asked Members if they had significant concerns about the
policy which warranted the re-drafting of the policy.
Cllr Wilton agreed with Cllr Davies (D) that a balanced approach should be
adopted. He believed that the policy was trying to balance the needs of the
service with the requirement to prevent Firefighters taking their pensions and
returning to the same job, and supported that objective. However, he felt that
there were ambiguities around matters referred to in the policy, such as role
maps, job descriptions and hours.
The SHRO stated that if a person’s hours were changed then their contract
was changed, as set down in the National Framework. Cllr Jackson
suggested that this should be set down clearly in the policy.
The CFO stated that it was important that the Fire Authority did not
disadvantage former employees who might apply for roles with the Fire
Authority.
Cllr Scott stated that in his view the Fire Authority was trying to work around a
deficiency of the pension scheme rules, and it seemed to him that the pension
scheme rules should be changed to prevent someone retiring and then
returning to work and rejoining the pension schemes. He noted that many
other pension schemes would not allow this.
The Chair suggested that an appendix to the Re-employment / Reengagement Policy should be added to provide clarity on the matters which
Members had mentioned in the debate.
RESOLVED that an appendix be added to the Re-employment / Reengagement Policy to provide further clarity.
9.

PROPOSED NEW OFFICER EMPLOYMENT PROCEDURE RULES
The DMO introduced the report, explaining that the Constitutional Review
Working Group (CRWG) had been working to produce a single overarching
constitution for the Authority. As part of this process, a set of rules had been
developed, to clearly indicate the arrangements for Member involvement with
employment-related decision making. The Committee was asked to discuss
the draft Officer Employment Procedure Rules in order to assist the CRWG in
further defining the above rules.
Cllr Wilton made a number of points, he:
•

Had concerns about the draft rules which he had already set down in
writing.
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•

Did not like the level of detail included in the rules and he did not like
the way in which power was being continually eroded from the Fire
Authority. Specifically he did not approve of Fire Authority decisions
being taken by Committees of the Fire Authority.

•

Apologised for any upset caused by his written submission to
Basecamp. Cllr Wilton stated that he had not known about the
existence of the CRWG.

•

Noted that he had voted for the resolution passed on 18 March 2016
which empowered the MO to develop proposals for a single
constitution.

•

Stated that prior to the last Fire Authority meeting he had not known
that Employment Committee Panels existed, and felt that there was no
explicit information which indicated that Employment Committee
Panels would take major decisions.

•

Had concerns about the current MO.

•

Did not believe that panels or working groups should develop
proposals which the whole Fire Authority should determine.

•

Recalled a report submitted to the only Audit, Governance and Ethics
Committee meeting he had attended. In this report Cllr Wilton recalled
that a report had been submitted saying that Value for Money was
excellent, however a few weeks later the inspector’s report indicated
that the organisation was poorly run.

•

Disapproved of the draft rules where he felt they restricted possible
disciplinary action.

Cllr Pomfret responded, saying that:
•

The MO had asked at a full Fire Authority meeting for Members to
volunteer to participate in the CRWG, with a view to developing a
single constitution. When a draft constitution had been agreed it would
be debated by the full Fire Authority, it would not be pushed through
the Committee without the agreement of the full Fire Authority.

•

South Gloucestershire Council had recently reviewed its constitution
using a working group, which had eventually passed its work to the full
Council for debate. The Fire Authority was using a normal process to
develop the constitution and she felt that the process was a good one.

Cllr Garner apologised that he would have to leave the meeting in the
following few minutes. Before leaving he made the following points:
•

He had noted that when interviewing for the CFO role, Members had
approached the matter from different directions and often had a
different approach to scoring.

•

In the future regarding appointments, he would prefer that Members
received training for interviewing and scoring to ensure that all involved
were proceeding in the same way.

Cllr Wilton stated that he disapproved of the Fire Authority’s method of
working, as he felt that Panels and Working Groups made all the decisions
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and then passed them to the full Fire Authority for cursory discussion and
automatic ratification. He said that it was not clear what an Employment
Committee Panel meant, and not clear that effectively decisions were
delegated to just three people. Cllr Wilton stated that some Members had
severely limited time to offer the Fire Authority, and that only those who were
retired could take on various roles on Working Groups and Panels.
Cllr Pomfret stated that she disagreed, she worked a 70 hour week and made
the time to ensure she participated in the committees and working groups of
the Fire Authority. She suggested that Cllr Wilton should allow those who
were able to commit the time to be able to make suggestions to the Fire
Authority’s other Members.
Cllr Scott noted that there was an important difference between the
Employment Committee and Employment Committee Panels. The Committee
was a standing committee of the Fire Authority, whilst Panels were not
standing committees, but pulled together as and when necessary.
The Chair noted that the Employment Committee had nine Members, with a
quorum of four Members, whereas an Employment Panel had three Members.
He also stated the following:
•

The Employment Committee must meet at least once in the Municipal
Year, and at other times as required.

•

The minutes of the Employment Committee are submitted to the Fire
Authority.

•

An annual report, summarising the work of Employment Committee
Panels, is presented to the Employment Committee.

•

The lead officer of the Employment Committee is the DCFO

The CFO recapped the Terms of Reference of the Employment Committee
and Employment Committee Panels, stating that a Panel would be called
where there was a suspension or disciplinary hearing for the CFO, DCFO,
Clerk or Treasurer. The CFO reminded the meeting that Members could
amend the Terms of Reference if they wished to do so.
Cllr Scott stated that he had been involved in two Panels, in connection with
the suspension of the previous CFO and the current DCFO. He had
substituted for Cllr Jackson on one of these panels, for the DCFO suspension
hearing he had been a Panel member. Although he had requested updates
they had not been received and then he had discovered that he had been
removed from the Panel and Cllr Jackson had attended instead. He was
confident that he should have stayed on the Panel and noted that Panel
membership was ad hoc and not standing.
The Chair apologised to Cllr Scott and took responsibility for the situation
outlined. He confirmed that Cllr Scott should have remained on the Panel.
Cllr Davies (D) agreed with Cllr Pomfret’s statements about the CRWG. He
noted that there had been four meetings of the CRWG, and stated that during
the meetings there had been line by line analysis of the Standing Orders and
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draft constitution. He felt such a level of detailed analysis would not be
practical with a full meeting of the Fire Authority and its 20 Members. He
stated that the personal accusations which had been made towards him,
indicating that the draft single constitution would sail through with no
resistance from the other 19 Members of the Fire Authority were fanciful. He
felt strongly that there was no evidence that the work of the CRWG had been
ineffective. Further, he stated that it had been disingenuous to suggest that
Members would have no opportunity to contribute to the single constitution as
there would be plenty of chances for input before the single constitution was
finalised.
Cllr Davies (D) went on to comment on the Fire Authority’s disciplinary and
suspension process, stating that it was important to follow the Advisory,
Conciliation and Arbitration Service (ACAS) guidelines. He was of the view
that this meant that if the full Fire Authority was involved in the investigation
that there would be no Members who could sit on the Panel (as all would have
been tainted by involvement at an earlier stage). However, the current
processes meant that three Members investigated the matter under
consideration, and those three people are then not involved in subsequent
hearings, but that there were sufficient other members to determine the
matter, and any appeal.
Cllr Wilton asked if the written response he had made regarding the single
constitution and intended solely for Members had been published on
Basecamp. It was confirmed that this was the case. Cllr Wilton apologised
for this, and stated that this had not been his intention.
The Chair stated that if Cllr Wilton continued to act as he was doing towards
the Chair of the Fire Authority, then the Chair would regard it as bullying and
report the matter to the MO.
Cllr Wilton stated that his apology was genuine. He had replied without
understanding that the reply would go on to Basecamp, and had not checked
the distribution list. He had not intended that all on Basecamp would receive
his message. He agreed that differences of opinion amongst Members
should not be shared with Officers of the Fire Authority.
Cllr Wilton stated that although Cllr Davies’ (D) comments had sounded good,
he felt that mission creep had accelerated to mission gallop. Cllr Wilton
stated that, in the light of the Home Office enquiries, it was important to
ensure that Members’ contributions were attributable.
The Chair and Cllr Windows asked that Cllr Wilton’s contributions should be
made through the Chair rather than directed personally at Cllr Davies (D).
Cllr Wilton stated that the current situation, where an Employment Committee
Panel sees everything, and the other Members of the Fire Authority see
nothing, was not satisfactory. He had made written requests for more
information about suspensions and had not even been informed about Terms
of Reference. Cllr Wilton wanted to specifically focus on the appointment of
the CFO. Although he was satisfied with the outcome of the CFO selection
process, he objected to the way in which most Members had not known any
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information about the applicants. He noted with concern that £4,800 plus VAT
had been paid to a former CFO who had been involved in the selection
process. He stated that he felt that it was a cornerstone of democracy that
Officers should report to elected Members and it was essential that serious
matters regarding Statutory or Principal Officers, serious misconduct or
criminal behaviour and constitutional reform should be considered by the full
Fire Authority.
The Chair stated that he was concerned that Cllr Wilton’s suggestions could
lead to a situation where the Fire Authority could be struggling to find people
without serious knowledge of a particular case to consider a disciplinary
matter further and to make decisions as part of an Employment Committee
Panel.
The Chair asked for confirmation that in Cllr Wilton’s own Unitary Authority,
North Somerset Council, the Scrutiny Committees worked in a similar way,
undertaking detailed work on behalf of the full Unitary Authority. This was
confirmed.
The Chair stated that the proposals for changes to the employment
procedures that were to taken to the Fire Authority were intended to make the
operation of the Fire Authority similar to other Local Authorities. The
suggestions of Cllr Wilton would probably mean that Members had to be at
the Fire Authority on a near daily basis to make decisions. The committees of
the Fire Authority were a practical measure to deal with the work which
needed to be undertaken.
Cllr Pomfret asked what would happen if all Members sat on the Panel and
were involved in or aware of the contents of investigations. The Chair stated
that he believed it would then be necessary to buy in others to make
disciplinary or grievance decisions. Cllr Pomfret commented that this would
not be a good outcome.
Cllr Scott stated that Panels need to be small, he was satisfied with this
aspect of the process because there was also an appeal process which had
to involve a fresh set of Members. He felt that whilst confidentiality had to be
maintained, it was important that lessons were learned and were reported
back to the Fire Authority. It was important to remember that there had been
a government-initiated review of the Fire Authority and it was vital to learn
lessons from events which had taken place.
Cllr Scott noted from his own involvement in employment cases elsewhere,
that settlements invariably have a confidentiality agreement. He was
concerned that if the full Fire Authority was involved then breaches of
confidentiality would become more likely. He stated that in his view
settlements should not be happening within the Fire Authority, instead a full
process should be followed, including if necessary referral to an Employment
Tribunal. He noted that one of the few Muslims within the authority had taken
the Fire Authority to an Employment Tribunal. He preferred Employment
Tribunals to settlements as Employment Tribunals provided a public forum
and lessons were delivered back to the employer.
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The Chair asked Members to consider the draft Officer Employment
Procedure Rules presented in the agenda pack.
The DMO was concerned about some wording in paragraph 1.1, namely: “All
applications forms … will ask candidates whether or not they are related to a
Member or an Officer”. He suggested that the word “related” required more
definition. In response to a comment from Cllr Wilton, the SHRO said that it
was necessary to be careful with the definition, and that close personal
relationships as well as sexual relationships should be included. Cllr Jackson
agreed, he would want to see school friends included in the definition.
The DMO also suggested that in paragraph 2.1 the phrase “as defined”
should be added to “Principal or Statutory Officer”.
The CFO stated that when a CFO was appointed it was usual for the outgoing
CFO to act as technical advisor to the Fire Authority for the appointment of the
incoming CFO. This was not included in the current draft paragraph 2.2. Cllr
Davies (D) noted that it was good practice to include a technical advisor in the
recruitment of a new CFO.
Cllr Wilton said that the debate was becoming polarised and stated his
objections to the formulation of the draft Officer Employment Procedure
Rules. The Chair said that it was necessary for the Fire Authority to look
forward and asked Cllr Wilton to be concise in his comments.
Cllr Wilton also made the following comments:
•

He objected to the assumption that the constitution required line by line
analysis and that the only alternative was no scrutiny at all, and felt that
there were other options.

•

Although there may be complexities regarding the issue, he should
have known who the candidates were for the CFO post and had some
input into the selection process.

•

The Fire Authority was ‘missing the wood for the trees’.

•

He noted that the MO had been criticised and action had been taken
against him.

The Chair said that if Cllr Wilton wished to progress his complaint against the
MO he should email the DMO to make a formal complaint.
Cllr Wilton said that the Committee should look at the actual situation of the
Fire Authority.
Cllr Pomfret objected to Cllr Wilton’s assumption that the CRWG had not been
involved in the drafting of the Officer Employment Procedure Rules and other
aspects of the single constitution. She stated that the CRWG had looked at
the constitutions of four other Fire and Rescue Authorities (FRAs), and had
carefully examined the Fire Authority’s own Standing Orders in order to draw
up the draft document. She made the point that the contents of the draft
single constitution, and the rules presented to the Committee today were
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already set down in Standing Orders. The Committee’s task today was to
tweak them, rather than to review every aspect.
The DMO stated that although the MO had been the primary author of the
draft Officer Employment Procedure Rules he had been acting on the
instruction of Members, and even if he were to attempt to advance his own
interests then both the Committee and the Fire Authority would be able to root
out any matters with which they were dissatisfied.
Cllr Wilton stated that the reliance on the due diligence of Members was not
acceptable. There remained a danger that the draft document would be
rubber stamped. He was concerned that the document did not cover the
situation if a senior manager or officer were sleeping with each other.
The DMO stated that if all Members wanted to know about the identity or
applications of all applicants for senior posts then it would be possible for that
to happen whilst maintaining confidentiality.
Cllr Wilton stated that he had opinions about the MO and was then asked by
the Chair to stop making personal comments. Cllr Wilton stated that the
Section 5 report, which was due to be considered at another meeting, had so
many redactions that it was not readable. The Chair did not want this matter
discussed further as it was to be dealt with at another time, and stated that, in
any event the report had been redacted to maintain confidentiality.
Members agreed that the seeking of technical advice for the appointment of a
CFO should be included in paragraph 2.2, and that a suitable external
technical advisor should be engaged as recommended by the National Fire
Chiefs Council (NFCC) if no suitable internal technical advisor was available.
Members were asked to consider further paragraphs of the draft Officer
Employment Procedure Rules.
The DMO suggested that paragraph 2.4 should be amended to read
“The Employment Committee shall approve…”.
Cllr Wilton stated that he was unhappy that with the proposal that only a small
subset of the Fire Authority’s Members should participate in the selection
process for a new CFO. He said that the appointment of a new CFO was a
major decision and should be open to the whole Fire Authority.
Cllr Davies (D) noted that at North Somerset Council a recent appointment to
the Head of Paid Service has been decided by a small group of Members and
then validated by the full UA. He stated that the same process was
suggested for the Fire Authority.
Cllr Wilton said that the first time he had known that the new CFO was to be
appointed was when an email was received announcing the name of the
successful candidate. The Chair responded that the current holder of the
CFO position had been fully aware that his appointment was subject to the
approval of the full Fire Authority and noted that the Committee’s Terms of
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Reference stated that it had responsibility for the recruitment and appointment
of senior officers.
Cllr Scott said that as the Terms of Reference included responsibility for the
appointment of senior officers, then it was not true that an appointment had to
be validated by the full Fire Authority.
Cllr Wilton suggested that appointments to Statutory Officers and to posts at
Assistant Chief Fire Officer (ACFO) and above should be approved by the full
Fire Authority.
Members agreed that paragraph 2.9 should be amended to read as follows:
“The Committee shall appoint to the post based solely on merit. A decision of
the Committee may be amended by the full Fire Authority.”
Cllr Wilton stated that he was completely unhappy with all aspects of
paragraph 4 which was concerned with disciplinary action, and repeated that
all decisions of materiality should be brought to the Fire Authority.
The Chair asked Cllr Wilton to explain how he would propose that the Fire
Authority should go through a disciplinary process if all Members were
involved at the beginning of the process.
Cllr Wilton objected to the polarised debate. He stated that he had not
proposed an all or nothing approach, but wanted decisions of materiality
brought back to the centre.
The Chair explained that the current arrangements are that an Employment
Committee Panel would make a recommendation to the full Fire Authority.
Furthermore, he reminded Cllr Wilton that suspension was a neutral act with
no presumption of guilt. In his view it was not possible for all Members to be
involved in the full disciplinary process and he foresaw that if all Members
were involved at the investigation stage then it would be necessary for the
Fire Authority to buy in the services of a fresh set of independent people to
consider each of the first, second and third stages of the disciplinary process.
This would be necessary because if all Members of the Fire Authority were
aware of the detail of the allegations and investigation, then it would not be
possible for them to consider the matter with neutrality. This would
contravene ACAS guidelines. The Chair asked Cllr Wilton to explain how his
alternative proposal would work.
Cllr Wilton stated that he could not do so as he felt dragooned. He would like
to see more Members involved in disciplinary matters relating to senior
employees. Cllr Jackson stated that previously Cllr Wilton had called for all
Members to be involved in disciplinary matters of senior staff.
Cllr Wilton said that he wanted the broader inclusion of Members in these
matters. He was concerned that unelected experts were involved on
Employment Committee Panels both on the Panels themselves and through
advice given by Human Resources (HR).
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The DMO stated that he had previously been involved in the suspension of a
CFO elsewhere, this was a delicate matter and had needed to be dealt with
quickly. In his experience, involving the full body of Members was not
practical, but involving a small group of Members in such matters facilitated
an effective speedy resolution, but with an element of democratic
representation in the process. He advised that involving the full Fire Authority
would be a difficult and impractical step to take.
Cllr Wilton said that he respected the advice of the DMO but could not accept
that Members should be omitted from important decisions.
Cllr Scott asked what circumstances would apply to the involvement of an
independent person as set out in paragraph 4.2. He knew that ACAS advised
that anyone involved at the investigation stage of a disciplinary process
should not make recommendations to those who considered the report, this
was to ensure that the focus of investigators remained on fact finding and that
they were not side tracked into finding facts to support their preferred
outcome.
The CFO stated that an independent person would be appointed to assist a
Panel with an investigation.
Cllr Wilton was concerned about the selection process for the Independent
Person recently appointed as he had had no involvement in the selection
process or had awareness of the applicants. He noted that £40,000 had been
spent by the Fire Authority investigating complaints against himself, Cllr
Shelford and Cllr Hale.
Cllr Pomfret stated that the new Independent Person was a magistrate and
would therefore have a good understanding of due process.
Cllr Scott queried why the Independent Person would make a report.
The DMO suggested that it would be helpful if the criteria for suspension were
expanded in paragraph 4.1. He advised that it should be made clear that
suspension was a neutral act and did not presume the outcome of the
investigation. It was stated that a better definition of the criteria for
suspension would mean that the process worked better.
Cllr Wilton stated that the Fire Authority was making amendments to the
constitution, it was therefore not logical to involve an unknown Independent
Person. Cllr Pomfret pointed out that Cllr Wilton could have chosen to be
involved in the appointment process of the Independent Person as others had
done.
Cllr Wilton stated that Members were elected. An Independent Person was
appointed. He did not approve of Members outsourcing decisions to
appointed people.
The DMO advised that in England, as he understood the situation, it was
regarded as good practice to call upon an independent person to investigate
issues regarding senior officers. These arrangements were suggested due to
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political sensitivities, and the need to demonstrate impartiality, however it was
not a statutory requirement to call upon an independent person in this way.
The SHRO gave further advice that the purpose of the involvement of an
independent person in the disciplinary process was to enable Members to
gain technical legal advice to ensure that any action taken was within the law.
Cllr Scott pointed out that there were two types of “independent person”, one
appointed to join a disciplinary panel and the other a legal requirement. The
SHRO agreed and suggested that Members should think of the disciplinary
process using an independent investigator whilst the Independent Person was
a statutory appointment (the latter being an appointee required to consider
allegations concerning Members’ conduct under the Localism Act 2011).
Cllr Wilton stated that Dr Morris, who had provided an independent report to
the Fire Authority on a matter, had made a binding decision. The SHRO
stated that this was not the case, the independent person had presented a
report to the Committee and it was the Committee which had decided what
action to take.
The DMO confirmed that the independent person mentioned in paragraph 4.2
was solely for Panel purposes, this was not the same individual appointed as
the Fire Authority’s Independent Person regarding Code of Conduct
complaints against members. He suggested that this paragraph needed
fleshing out to add clarity.
Cllr Wilton stated his main objection was to the Fire Authority ceding authority
to appointed persons.
The DMO advised that the independent person appointed to assist by the
Panel would only investigate and review employment matters and issue a
report. Ultimately, it would be for Members to determine appropriate actions.
The Chair stated that Members who had received Dr Morris’s report would not
have been able to hear the further stages of the disciplinary process. He was
clear that there should be demarcation and no overlap between with
investigatory stage and the later stages.
Cllr Jackson noted that a minimum of nine Members were necessary on the
Employment Committee to ensure that there were three separate groups of
three Members available to potentially hear the three stages of the disciplinary
process. At the end of that process, if there was further dispute then the
matter would have to be brought before an Employment Tribunal.
Cllr Scott asked that the wording of paragraph 4.2 should be changed to: “in
accordance with an investigation report made by an independent person”.
With regard to paragraph 5, the DMO suggested that it would be helpful to
separate the processes for suspension, disciplinary action and dismissal.
Cllr Wilton objected, saying that the draft Officer Employment Procedure
Rules were not finished. He was not happy with the polarised debate and
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stated that it would be best to find the middle ground, it was necessary to offer
a degree of transparency to the whole Fire Authority in these matters.
The Chair asked if Members wished to ask the CRWG to reconsider the draft
document and then resubmit it to the Committee. Cllr Davies (D) said that
would create a practical problem as the CRWG was meeting again on the
following day with a view to completing the draft constitution in readiness for
the Fire Authority’s December meeting. He also noted that the next
Committee meeting was not scheduled until March 2019.
The Chair said that it would be possible to call an extraordinary committee
meeting if necessary, and that he would like to try to enable the constitution to
go to the Fire Authority's December meeting, but accepted that the
constitution may get pushed along to the New Year.
The DMO suggested that Members could continue their deliberations of the
draft document, with a view to informing the CRWG of their opinions.
Cllr Wilton reiterated his deep concerns that the current MO had had input into
a disciplinary process which could affect himself. Cllr Wilton stated that he
would prefer that the DMO take on this matter to assist with transparency.
The DMO said this was flattering, and he was happy to help with this process.
Furthermore, as an employee of the Fire Authority, there was nothing
improper in himself, nor the MO having an input to a disciplinary process
which could affect themselves, provided the ultimate decision was made by
Members, preferably aided by independent advice.
The Chair asked Cllr Wilton to avoid making the discussion personal. Cllr
Wilton said that he was not doing so, and the matter was not to do with
personal opinions, he stated that he was concerned with the institution. The
Chair disagreed that this was the case.
The DMO said that he would be happy to work jointly with the MO, and HR/
external advisers if requested to do so.
Cllr Scott said that he was uncomfortable about the schedule for the revised
constitution. If the constitution was pushed on to the March agenda of the
Fire Authority meeting, then it would bring in constitutional change for the new
Fire Authority which would be elected in May 2019. He was not happy with
current Members agreeing a new constitution which new Members would
have to deal with, new Members would also have limited understanding of the
reasons for the changes.
The DMO understood this concern, but pointed out that the alternative was
that the Fire Authority would be forced to continue to work with a system
which was not fit for purpose. He would recommend that Members go ahead
with recommending changes to the CRWG and should ask the CRWG to
return an adjusted draft document to the Committee for consideration. He
would hope that the Committee could ask for changes to be made and the
document returned to it for approval, before passing it to the CRWG who in
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turn could present their recommendations for a new constitution to the full Fire
Authority in the New Year.
RESOLVED to instruct the DMO and the Head of HR to make changes as
discussed to the draft Officer Employment Procedure Rules and resubmit
them to the Committee for reconsideration.
10.

DATE OF NEXT MEETING – Thursday 7 March 2018 (10.30 am) at Nailsea
Fire Station

11.

EXCLUSION OF PRESS AND PUBLIC
RESOLVED that the public be excluded from the meeting during the following
items of business on the grounds that they contained exempt information
pursuant to Schedule 12A, Part I of the Local Government Act 1972 and that
in accordance with Schedule 12A, Part II, paragraph 10 of the Local
Government Act 1972 the public interest in maintaining the exemption
outweighs the public interest in disclosing the information.

12.

APPOINTMENT PROCESS REVIEW
The DMO introduced the report which had arisen following Cllr Shelford’s
request that the MO should address a series of issues arising from a previous
appointment.
RESOLVED by those present, with one voting against, one abstention and all
others voting in favour, to accept the recommendations set out in the report,
namely:
1) That in interviews for senior officers the Monitoring Officer, Head of HR
and the CFO (or their representatives) remain in all interviews.
2) That model answers and score evaluation matrices are used in all
interviews (as above) and retained in accordance with the Fire
Authority’s document retention policy.
3) That the Fire Authority should consider what information regarding
applicants for senior posts could be shared with all Fire Authority
Members in the interest of openness, whilst being mindful of the need
to process and deal with personal information lawfully.

The meeting closed at 12:57 pm.

…………………………………….
Chair
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7.2

AVON FIRE AUTHORITY

DIVERSITY, INCLUSION, COHESION AND EQUALITY COMMITTEE
6 DECEMBER 2018
PRESENT: Councillors Butters (arrived at 10.54am), Davies (D) Johnson, Lake
(Chair) and Pomfret.
The meeting commenced at 10.35am
9.

APOLOGIES FOR ABSENCE
Apologies for absence were received from Councillor Johnson.
Members noted that Councillor Butters would be arriving late. The Committee
agreed to defer all formal business until the meeting was quorate.

10.

EMERGENCY EVACUATION PROCEDURES
The Chair drew attention to the emergency evacuation procedures as set out
in the agenda.

11.

DECLARATION OF INTERESTS
There were no declarations of interest.

12.

CHAIR’S BUSINESS
The Chair, Councillor Lake, queried whether the Fire Authority had signed up
to Bristol City Council’s Equalities Charter and was advised that the
organisation was due to commit during the next week.
The Chair went on to advise that a service had taken place at the Lord
Mayor’s Chapel in Bristol on 2 December 2018 to celebrate St Barbara, who
was the patron saint of the Fire Service, at which there had been good
representation from the Fire Authority.
Finally, the Chair notified the Committee that a firefighter of African heritage
had attended the National Service of Remembrance in London.

13.

MINUTES OF THE MEETING OF THE INCLUSION AND DIVERSITY
COMMITTEE HELD ON 28 JUNE 2018
The minutes were approved as an accurate record of the meeting.

14.

PUBLIC ACCESS
Members received a public forum statement from Mr Kevin Geraghty setting
out concerns regarding the Committee (see Appendix 1). In particular, Mr
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Geraghty queried whether the Terms of Reference for the investigation being
conducted by Katherine Newton, Barrister, would be published and the
Assistant Chief Fire Officer (Service Delivery Support) (ACFO (SDS))
confirmed that there were confidentiality matters to consider but when the
investigation had been concluded the Committee would have the opportunity
to review the outcomes. He also queried what action the Committee would
take as a result of his public forum statement.
The Chair replied by clarifying that the Committee had prioritised a cultural
review of the organisation to consider issues and was in the process of
assessing the findings and agreeing appropriate actions. She advised that it
would take time to introduce a cultural shift and develop cohesion in the
organisation, although positive developments were being introduced which
appeared to be working well.
15.

DIVERSITY, INCLUSION, COHESION AND EQUALITY – UPDATE
The Committee received an update from the Inclusion and Diversity Manager
on key work streams in relation to their area of responsibility. He commented
as follows:
•

The outcomes of the Cultural Review of the Fire Authority were being
considered.

•

A Diversity, Inclusion, Cohesion and Equality Officer had recently
been appointed, which had increased the capacity of the team.

•

Considerable efforts were being made to increase diversity within the
new cohort of firefighters that would be appointed in May 2019.
Activities included an open day at Headquarters as well as events in
the community, with one of the main ones taking place at City
Academy in Bristol.

•

Relationships were being established with local schools to promote
the work of the organisation as well as future career opportunities.

•

Debriefs had been conducted following the St Paul’s Carnival and
Bristol Pride events that had taken place in Bristol in summer 2018.
Planning was underway for major events in 2019.

•

Stand Against Racism and Equality (SARI) had provided cultural
awareness tours for employees which had been well received. In
addition, ‘light touch’ equalities training was being conducted and a
comprehensive programme was being planned, which would be
provided to all new and existing staff.

•

We are working with many community groups such as Dhek Bal (an
organisation providing services for the South Asian community) and
the Older People’s Forum to help improve understanding around
equalities issues.

•

Progress was being made around uniforms to ensure they are fit for
purpose and meet the needs of both male and female members of
staff.

•

A jointly funded co-ordinators post was being created in order to
launch a Strategic Plan.
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•

Steps were being taken to better support and develop existing staff.
Three candidates had been put forward for Bristol City Council’s
Stepping Up Programme which aimed to support future Black and
Minority Ethnic (BME), women and disabled leaders.

•

Collaboration was underway with Avon and Somerset Constabulary
and the Disabled Police Association to look at ways to improve
opportunities for disabled employees.

•

We are one of many organisations working together to review refugee
accommodation.

Following the introduction, Cllr Davies advised that he had attended the open
day at the City Academy and the number and range of people who were
interested in finding out additional information about the organisation had
been very positive. He had also attended an event at Greenbank Mosque
regarding tackling islamophobia and it was agreed that the speakers be
invited to conduct a similar exercise within the organisation.
Cllr Pomfret referred to the Questions and Answer activity that had taken
place on Face Book as part of the recent recruitment drive, noting that
participation levels had been high.
The Chair advised that she had been unable to attend the Open Day at City
Academy but had received very good feedback from attendees, particularly
members of the Somalian community.
RESOLVED to note the report
16.

CULTURAL CHANGE – DELIVERY PLAN PRESENTATION
The Inclusion and Diversity Manager provided a presentation setting out the
Cultural Change Delivery Plan which is appended to these minutes at
Appendix 2.
Following the presentation, a comment was made on the new procedure for
dealing with trauma, known as TRiM. Officers confirmed that a risk
management approach based on scientific research would be taken with the
aim of preventing staff exposed to traumatic events from developing mental
health issues. The process ensured that affected staff were monitored at key
points, including after 72 hours and then again after a month. It was
acknowledged that the number of cases of Post-Traumatic Stress Disorder
(PTSD) could appear to increase in the short term, but if so this would be
because cases were being identified in a more effective way.
A further comment was made that there had been little comment made about
the Employment Tribunal case involving Mrs Arshed during the presentation.
The Diversity and Inclusion Manager responded by confirming that the
findings would be taken into account when developing the Diversity, Inclusion,
Cohesion and Equalities Strategy.
Cllr Butters then went on to comment on the potential use of psychometric
testing which could help with creating ‘balanced’ teams. The Diversity and

Page 040

Inclusion Manager and the ACFO (SDS) advised that Insight profiling was
used with senior managers, which would be rolled out to middle managers
and supervisors. He added that whilst it could be useful to understand
working styles, ultimately it was down to senior managers to work effectively
with colleagues.
Cllr Davies commented that the presentation had been positive and he
welcomed the progress that was being made, especially regarding TRiM. He
went on to raise concerns about the culture of the organisation which could be
difficult to change, noting that there had been a focus on management rather
than leadership and difficult conversations may be needed if staff were
unwilling to adapt their style. He queried the policy around uniforms and was
advised that only firefighters generally wore them, following the request of
employees, although this was something that could be re-visited in the future.
Cllr Pomfret added that uniforms could be an effective way of ensuring that
people felt included, as evidenced in schools.
The Chair commented that increasing diversity brought wholly positive
outcomes and it was important to capture the trends of young people to
ensure they were attracted to the organisation in the future. She advised that
other organisations were taking innovative approaches to educating staff
about the value of diversity and the organisation could learn from their
examples. The Diversity and Inclusion Manager confirmed they were seeking
best practice from elsewhere.
Cllr Pomfret went on to mention the Staff Engagement Forum, requesting
clarification regarding the membership. The Diversity and Inclusion Manager
confirmed it consisted of volunteers and efforts were being made to recruit
other staff (which was becoming easier now there was increased
understanding that the Forum was driving change). The membership was
mostly from support staff although one or two firefighters had recently become
involved.
Cllr Butters was interested in prevalent styles of management in the
organisation since there was an element of ‘command and control’ involved in
fighting fires and he assumed this could transfer to day to day activities. The
ACFO (SDS) replied that managers aimed to be as inclusive and consultative
as possible when circumstances required it but a very different approach was
needed when dealing with emergency situations. The Diversity and Inclusion
Manager added that the organisation had previously placed a high value on
operational, front line experience when selecting staff for promotion but in
future interpersonal skills would also be a factor.
The discussion concluded with Cllrs Butters and Pomfret commenting that
they were reassured by the progress that was being made to improve
diversity.
RESOLVED to note the report.
17.

HUMAN RESOURCES – UPDATE
The (ACFO (SDS) introduced the item commenting as follows:
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•

Recruitment had been one of the main focuses for the organisation
recently and 16 new fire fighters would be starting in May 2019.
Preparation had been underway for 3 months and as part of this
proactive action was being taken to raise the profile of the
organisation, including targeting community leaders and using local
radio (BCFM) for promotional activity. The event at City Academy
outlined above had been attended by over 200 people and included a
mini conference about the Fire Service and ‘fringe’ events around
different aspects of the recruitment process.

•

It was known that many women dropped out of the firefighter
recruitment process due to the strength test, so a fitness blog had
been launched by a female staff member. Also, fitness workshops had
been operating at local stations.

•

Virtual application ‘buddies’ had been introduced in order to provide
guidance.

•

The recruitment process had been launched on 16 November 2018.
In the first instance, applicants had completed an Expression of
Interest and Eligibility Questionnaire seeking basic information such
as post code and age (823 applicants - 10% BME, 15% female, 8%
LGBT and 12% disabled). Online tests followed to assess behaviour
and judgement, and 459 applicants had passed both stages. The
breakdown of candidates from underrepresented groups had so far
remained stable throughout. Ability tests would take place on 10
December with interviews in early 2019. Finally, the practical and
physical tests would take place, which had been moved to the end of
the process to give candidates longer to prepare and also prevent
fitness levels declining through the relatively long recruitment process.

Cllr Davies queried about obstacles to people joining the fire service and was
advised that 6 in 10 new recruits knew an existing employee so it was partly
about promoting the opportunities more effectively.
Following a query from Cllr Pomfret, the Committee was advised that the
average age of a firefighter was 44. She also queried policies around age and
officers confirmed that there was no restriction and a 52 year old fire fighter
had recently been recruited elsewhere.
RESOLVED to note the report.
18.

DATE OF NEXT MEETING – Thursday 14 March 2019 (10.30am) at Bath
Fire Station
The meeting closed at 12.17pm.

…………………………………
Chair
Appendix 1 – Public Access Statement – Mr Kevin Geraghty
Appendix 2 – Cultural Change Delivery Plan Presentation
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Appendix 1
Public Access Statement – Mr Kevin Geraghty
I and others are concerned that the reservations outlined in the Home Office
Statutory Report about this Committee may indeed come to pass. To quote
paragraph 174:
The Authority agreed to set up an Equalities Sub-Committee to, amongst other
things, ‘keep under review the Fire Authority’s compliance with its duties under the
Equalities Act 2010 and make recommendations to the Employment Committee
and/or the CFO as necessary.’ It is too early to say whether this new committee will
have any particular impact, but without a review of HR practices, and a programme
for cultural change, it is unlikely to deliver the changes that the employees of the
Authority have the right to expect.
I am concerned that no real cultural change is taking place. This was brought home
to me during our previous meeting when evidence was raised of Islamaphobia at
AFRS. No discussion took place at any stage in the meeting, and certainly no
recommendations were made to the Employment Committee, the CFO or anybody
else.
I am further concerned at the future response of the Committee to the in depth
investigation being carried out by Barrister Katherine Newton. This is to report
following her gathering of evidence. I would request that you put the Terms of
Reference into the public domain in order to make the DICE committee's work more
transparent, a point made with regard to written reports by Councillor Scott at the last
meeting. A copy is below.
The record of the Fire Authority in dealing with these issues is of course very poor.
We have seen a vote of confidence passed in favour of a previous CFO following a
Tribunal finding of two counts of victimisation by him against the only serving Moslem
member of staff at the time. We have also seen the promotion of the presently
suspended Deputy Chief Fire Officer following on from the extensive criticism of her
in the same Tribunal report. I await to see if the DICE committee will follow in the
same footsteps following Ms Newton's report, or take some real action - rather than
waiting for more government intervention in the form of an upcoming inspection.
The recent report from the 'Glass Lift' organisation underline this point. This shows
that the bullies who helped drive Mrs Arshed from her post after 28 years service are
still active in the organisation. SARI and the Bristol Law Centre in their joint
statement in reaction to the Government Report had said that a completely fresh
leadership team was crucial to implement the necessary changes in the Service and
called for anyone linked to criticisms made in the report to be held to account. Let us
look for example Paragraph 161 of the Government Inspectors Report which details
Mrs Arshed's experience of bullying.
"A report following a ‘Wellworker’ interview (the Authority’s system to record
accidents or issues likely to cause stress), ‘…was more aligned to a disciplinary
process than a process designed to support an individual who has reported work
related stress."
I see in the Agenda today that we have as item 8: Cultural Change: Delivery Plan
Presentation. I have not seen this document but I can guarantee it will be full of fine
words and noble sentiments, but will certainly not recommend any disciplinary
investigations to be started. The bullies can feel safe in their positions and career
progression. Business as usual at Avon Fire.
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Appendix 2
Cultural Change Delivery Plan Presentation
Click slide to access.

The cultural
review – a
plan for the
future
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7.3

AVON FIRE AUTHORITY
AUDIT, GOVERNANCE & ETHICS COMMITTEE
7 DECEMBER 2018
PRESENT: Councillors Butters, Goggin (Chair), and Shelford.
The meeting was inquorate but proceeded to discuss the agenda.
The meeting started at 10.30am
1.

APOLOGIES FOR ABSENCE
Apologies had been received from Cllrs Davies (D), and Morris. Cllr Williams
was not present.
The Temporary Treasurer appointed on a short-term basis until March 2019 was
introduced to Members.
The Independent Person (Member Complaints) was introduced to Members.

2.

EMERGENCY EVACUATION PROCEDURES – The Chair explained the
emergency evacuation procedures as set out in the Agenda.

3.

DECLARATION OF INTERESTS – The Chair drew attention to the requirements
of the Code of Conduct as set out in the Agenda.

4.

CHAIR’S BUSINESS
The Chair notified Members that due to staffing issues within the Corporate
Services Directorate the Statement of Assurance would not be presented to
today’s meeting of the Committee for approval as planned. The Statement will
be prepared for approval in March 2019 to meet the statutory deadline.

5.

MINUTES OF THE MEETING OF THE AUDIT, GOVERNANCE AND ETHICS
COMMITTEE HELD ON
5.1 Adjourned Ordinary Meeting of 27 July 2018 held on 21 September
2018
5.2 Ordinary Meeting held on 21 September 2018
As the meeting was not quorate the approval of the minutes was deferred.
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Cllr Butters asked for clarification about the membership of the Committee, he
also asked if Cllr Morris was still a member of the Committee and stated that Cllr
Williams had not been present at the last two meetings of the Committee or sent
apologies.
It was confirmed that Cllr Morris continued to be a Member of the Committee and
had sent apologies that she could not attend for personal reasons. Cllr Williams
had confirmed by email that he would be attending the meeting, although he had
not yet arrived it was hoped that he would do so.
Cllr Butters noted that if insufficient Members attended Committee meetings, then
no decisions could be made and that this was unsatisfactory.
The Clerk confirmed that the Member Attendance Policy may help ensure that
Unitary Authorities appoint Members who are able to attend Fire Authority
meetings. He confirmed he would look into the issue with respect to Cllr
Williams.
6.

PUBLIC ACCESS – None.

7.

PROCUREMENT OF FINANCIAL SERVICES CONTRACT
The Procurement and Supplies Manager (PSM) introduced the report which had
been prepared in response to a concern expressed by Cllr Morris.
The PSM set out the background to the contract and procurement process.
Explaining that:
•

Bristol City Council (BCC) had been providing Financial Services to the
Fire Authority since 1996, when the Fire Authority was established. Prior
to 2017, the Financial Services contract was last subject to a competitive
tendering exercise in 2010. At that time a 5 year contract had been
offered (with the option for the Fire Authority to extend the contract for 2
years) and was awarded to BCC with effect from 1 April 2011. This
contract covered Payroll and Allowances, Budgeting and Accounting,
Treasury Management, Internal Audit, Insurance and Risk Management,
Creditors and General Revenue Services.

•

A new contract was tendered for Financial Services in 2017, with the new
contract to commence on 1 April 2018. As part of the procurement
process, a review of the package of financial services to be provided
through the new contract was undertaken to ensure that the Fire Authority
adopted the most appropriate and advantageous model.

•

Through the review it was decided that the provision of Internal Audit and
Insurance and Risk Management services should be undertaken as part of
separate tender exercises. Soft-market testing had indicated that these

Page 046

services could be obtained at better value for money from specialist
suppliers under individual contracts.
•

It should be noted that at this time a national joint contract for insurance
was being put in place by the National Fire Chiefs Council (NFCC) in
2017, and the Fire Authority’s intention was to join this contract and benefit
from volume discounts.

•

This left the Financial Services contract with the supply of Payroll and
Allowances, Budgeting and Accounting, Treasury Management, Creditors
and General Revenue Services to the Fire Authority. The soft-market
testing indicated that separation of these services would not result in
better value for money for the Fire Authority.

•

The overall term of 5 years gave an estimated contract value of £1.2m.
This was in excess of the Official Journal of European Union (OJEU)
threshold and therefore it was necessary to follow a formal OJEU tender
process under the Regulations.

•

The Financial Services contract was to provide a number of differing
services, but together these did not provide a fully managed Financial
Services contract.

•

The PSM explained that this was not typical in the market where the
majority of suppliers offered two types of solution: 1) a fully-managed
outsourced service, or 2) a computer finance system only (with all other
services delivered by the customer’s employees).

•

Both the standard options brought with them different advantages and
disadvantages and the Fire Authority needed time to consider which way
to proceed in the future. It was recommended that serious consideration
should be given to changing the model used by the Fire Authority as the
current model is unattractive to most of the market, and therefore few bids
are received.

•

When tendering an “Open Market” process had been selected due to the
low number of bids anticipated.

•

There had been no problems experienced with BCC as supplier but there
had been a lack of data available from BCC to assist with monitoring.

•

It had been decided that bids would be assessed on criteria which were
weighted as follows: quality of services (40%) and price, costs and
affordability (60%).

•

Initial interest had been received from a number of parties, but ultimately
there was only one bid received and opened on 26 October 2017. This
bid was submitted by BCC and was successful.

The Chair noted that the Fire Authority continued to operate with a hybrid model
which would be unattractive to future bidders; he asked what the Fire Authority
was doing to change this situation.
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The PSM stated that there was a work programme for major procurement work
packages and the Financial Services contract was flagged for action in the next
six months. Consideration would be given to changing the model of delivery of
Financial Services for the Fire Authority. Careful consideration would be given to
managing the process and communicating with staff.
The Internal Auditor asked if the Financial Services contract had been discussed
with the Police with a view to sharing services or offering a joint tender. In
response it was indicated that this had not happened in the past but was
expected to take place in the future. The Avon and Somerset Constabulary had
been anticipating joining a multi-force Financial Services contract but that had not
taken place and the Police were therefore presently running their own Financial
Services.
Cllr Butters asked if Brexit would have any impact on the OJEU Regulations and
tender process in the future. The PSM answered no as the Regulations were set
down in British legislation (although based on European Union (EU) Regulations)
and therefore the current framework would remain in force until or unless there
was a change in British legislation.
Cllr Butters asked for further clarification, he wanted to know if the government
had indicated any ambition to move away from the OJEU process which involved
tenders being advertised across Europe. The PSM stated that the technical
guidance provided by the government indicated that OJEU would be replaced by
a parallel process called the British Journal. It was anticipated that this would
operate in the same way as OJEU meaning that a British version of the same
system would be in operation. It was expected that tenders would be advertised
in such a way that any entity could apply, with no preference given to British,
European or American suppliers.
Cllr Shelford was concerned about the quality of the recommendations given in
the report, saying that more detail was required. He was particularly concerned
about the lack of cost-benefit analysis provided to enable Members to consider
the benefits and disadvantages of each of the two Financial Services models. In
reply, the Clerk stated that Members had free rein to make any recommendations
they felt appropriate.
Cllr Shelford was also concerned that the opportunity to collaborate with the
Police had been missed, and felt that South Gloucestershire Council (SGC) or
Bath and North-East Somerset Council (BANES) may have been interested in
tendering for the contract.
The PSM stated that neither SGC nor BANES had expressed an interest in
tendering, and that he did not know why this was the case. He stated that the
report had not presented a full analysis of the procurement process as it was a
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briefing paper about a decision which had already been made. Members were
reminded that the contract was already in operation. The Clerk agreed, stating
that the full Fire Authority had made the Financial Services contract decision in
2017.
Cllr Shelford noted the responses given and asked Officers to consider the
decision making process going forward. He asked if consideration had been
given to working with the Police previously. The PSM stated that he had not
found any evidence of this (and it was prior to his appointment with the Fire
Authority). The Internal Auditor contributed that the Police had intended to
collaborate with other Police services but that this plan had fallen through late in
the day; the Police had therefore decided to provide their own Financial Services.
The Assistant Chief Fire Officer (Service Delivery Support) (ACFO (SDS)) stated
that the Fire Authority’s Financial Services were tied to BCC, and that although it
would take some time to de-couple from BCC there would be an opportunity to
do so in the future. The purpose of the three-year Financial Services contract
was to provide a period to consider alternative delivery models.
The PSM stated that a full cost-benefit analysis of different models had not yet
taken place, but was planned.
Cllr Shelford apologised for not initially understanding the purpose of the report,
which was to update Members on the last Financial Services procurement
process rather than to ask Members to make a decision about Financial Services
going forward.
The Chair commented that it was good to have a period in which to conduct
preparatory work for the provision of Financial Services within the Fire Authority
in the future.
The Internal Auditor commented that changing the delivery of Financial Services
was a complex matter and should be given early consideration. She felt that
three years to prepare for changing a model of delivery was adequate.
The PSM agreed that such a change would be a major piece of work and
assured Members that Procurement had a plan to work through a number of
major issues for the Fire Authority, of which Financial Services was one key
element.
The Chair asked if the Committee could assist with this work, and the PSM
replied that he would be in a better place to answer this after the Senior
Management Team (SMT) had considered the matter further. The Internal
Auditor stated that her company had a specialist in Financial Services contracts
who could also help.
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Cllr Butters noted that the scale of the tender document for the Financial Services
contract was huge and indigestible. He therefore felt potential bidders had not
responded as they had been put off by the amount of documentation. The PSM
responded that any OJEU tender document was always big, and that one of the
reasons for soft-market testing is to find out which providers may be interested in
bidding for the work in advance. He noted that the tender itself did have to be
very detailed, but it was not sensible to make it more complicated than
necessary.
The Chair asked the PSM to report back to the Committee in March about the
future Financial Services contract for the Fire Authority.
The ACFO (SDS) suggested that Members would find it helpful to receive a
briefing about the Senior Leadership Team’s decisions about a procurement plan
and value for money for Financial Services.
The PSM asked if the Chair wanted to know about the full work plan for
Procurement Services, or only the Financial Services aspects of the plan. It was
confirmed that the Chair wanted to know about the full work plan for Procurement
Services.
Cllr Shelford stated that the cost-benefit analysis was required as soon as
possible, and certainly by March, for the Financial Services contract. The PSM
stated that this should be produced for every contract, and that in the case of the
Financial Services contract it would be a complex piece of work. The PSM stated
that he would review the schedule of work and report back to the Committee.
The Temporary Interim Treasurer (Treasurer) gave Members information about
the Financial Services contract he had been involved with at the Somerset and
Devon Fire Authority. He stated that the Fire Authority needed to consider what
options it was willing to consider. Somerset and Devon Fire Authority had initially
wasted time on a potential collaboration with Devon and Cornwall Constabulary.
Ultimately this plan had had to be shelved and the Treasurer felt that it was
important that the political appetite for shared services was honestly assessed at
a very early stage when considering new models of service delivery. The
Treasurer’s instinct was that if it was not possible to deliver a shared service
model with the Avon and Somerset Constabulary it would still be possible to find
a better model than the one being currently used.
RECOMMENDED to:
1) Receive a report from the Procurement and Supplies Manager in March
detailing the work plan for the Procurement department.
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2) Receive a report from the ACFO (SDS) regarding the Senior Leadership
Team’s decisions about a service plan and value for money with regard to
the Financial Services contract.
8.

2018 / 2019 AUDIT PLAN
Ian Howes from Deloitte, the Fire Authority’s new external auditor was introduced
to the Committee.
The External Auditor introduced the Audit Plan report to the Committee, making
the following points:
•

The audit would be focussed on key topics of importance.

•

A materiality level of £2.66m had been set. This was based on 4% of
total expenditure.

•

Misstatements found in excess of £0.13m would be reported and
misstatements below this threshold would be reported if they are
considered to be material.

•

Significant risks were deemed to be in the following areas and these
were therefore the areas where the external auditors expected to spend
the most time:
1. Property valuations
2. Completeness and cut-off of expenditure
3. Management override of controls
4. Value for money.

•

It was stated that in an organisation like the Fire Authority, where the
revenue is stable, managers were more likely to play with expenditure
figures than with income figures.

•

Members’ attention was particularly drawn to the appendices setting out
the responsibilities of the external auditors and the Fire Authority
respectively, and to the recent results of the External Auditor’s own audit.

Cllr Shelford referred to the Audit Plan page entitled “Helping you fulfil your
responsibilities” and asked the External Auditor if this was a standard general list.
It was confirmed that this was this case, although the list had been tailored
slightly for a public sector organisation.
Cllr Butters asked for more information about the “Quality and Independence”
statement. In reply the External Auditor explained that Deloitte had a number of
member firms, all operated independently of the Fire Authority. Cllr Butters noted
that it was difficult to ascertain that there were no links between organisations.
The External Auditor agreed, stating that it was routine practice to require
auditing staff to keep up-to-date records of all organisations with which they, or
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close members of their families, had a link. Where appropriate, auditing staff
were removed from the team and replaced with unconnected staff.
Cllr Butters asked if this was fool proof and the auditor replied that he felt it was,
although he accepted that some auditing staff may fail to register all their
interests. He stated that it was well understood that audit firms needed to be
independent and supply independent staff. Overall, he felt that a failure in the
system was usually connected to a failure to follow the process rather than an
attempt to compromise the independence of the audit.
Cllr Butters asked about the impact of Brexit on the audit. He had heard recently
that Savilles had reported a 40% reduction in buyer interest and had warned that
property prices could fall by as much as 30%.
The External Auditor replied that the changing property market was producing
challenges for a number of clients. Overall he felt it was likely that there would
be a drop in property values and it was likely that clients would have to revisit
valuations if that proved to be the case. This would be straightforward in most
cases as valuers use indices to adjust property values from one year to the next
and through market fluctuations.
The External Auditor commented that in the case of the audit of the Fire
Authority, there was the advantage that the audit would be completed after the
financial year end and therefore there would be an opportunity to change the
valuations in the accounts with the benefit of hindsight. The External Auditors
would insist that changes were applied where a valuation had fallen by greater
than the level of materiality, but where a fall in valuation was less than the level of
materiality a change to the accounts would be only advised.
RECOMMENDED to note the Audit Plan.
9.

INTERNAL AUDIT REPORTS
The Temporary Treasurer introduced the latest reports of the internal auditors,
RSM UK, undertaken as part of the 2018/19 Internal Audit Plan.
The Internal Auditor explained that they had examined the Fire Authority’s
controls and looked in detail at payroll payments, journals, appliance and
insurance claims.
Cllr Shelford asked what was meant by “journals”. It was explained that these
were movements of money which were not connected to payments or invoices,
for example they would be made when an invoice had been paid out of the
incorrect budget to reflect the true position. The Finance Manager explained that
many journals were made after each payroll run to ensure that all the various
deductions were held in the correct places in the accounts.
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The Internal Auditor summarised that overall the conclusion of the internal audit
was partly negative. It had been noted that the oversight of financial controls was
not optimal. It was suggested that the controls should be improved, to ensure
that the Fire Authority could take sufficient assurance from the work undertaken
by BCC. The Internal Auditor stated that it was important that there was
appropriate monitoring and oversight from an outsourced, but key service.
The key findings of the report were presented to Members:
•

The service levels agreed with BCC have not been updated since 2011. A
recently updated draft version had not exploited the opportunity to improve
the levels of monitoring and oversight. It was therefore concluded that the
Fire Authority could further exploit the opportunity to improve levels of
service delivered as well as reporting and assurance over the accuracy of
payroll and financial data.

•

Changes made to employee bank account details were not subject to any
approval or review. There was an increasing risk of fraud in this area for
all employers and therefore greater assurance over the legitimacy of
changes was necessary.

•

Journals created and posted by the Fire Authority were not subject to
segregation of duties. With a small team it would be impractical for all
journals to be created and posted by independent roles, however there
should be improved good practice in this area to examine frequently used
codes and high value journals.

Appliances and other vehicles which were returned from repair or service by a
third party were not subject to condition checks either before the vehicle is
handed over or when it was returned. This could leave the Fire Authority unable
to accurately account for damages caused either before or after the work was
undertaken and could result in financial loss.
Cllr Shelford asked if there were protocol checks in place to ensure that people
being paid really existed and really worked for the Fire Authority. The Finance
Manager explained that FireWatch logged details of individuals and was checked
by both Human Resources (HR) and Payroll. The two departments ensure that
everyone being paid was known to both HR and payroll. The Finance Manager
believed this check took place monthly.
The ACFO (SDS) agreed that both records of posts and people were checked,
this ensured that other changes, affecting leavers and new entrants, were also
correctly made.
Cllr Shelford commented that some employees may be regraded on completion
of a qualification, and asked how the qualification would be confirmed. The
Finance Manager replied that regrades were usually as a result of a new post
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with greater seniority and responsibility, rather than as the result of additional
qualifications, however if qualifications were key to a regrade, then evidence
would be required. The ACFO (SDS) agreed, stating that evidence of a
qualification would be required by HR and passed to Finance with an effective
date, to ensure pay was appropriately adjusted. He also noted that many staff
benefited from automatic Hay grading pay rises, in these cases there were
panels which were chaired by HR to review such pay increases.
Cllr Shelford commented that he was keen to make sure that there was not a
single point of failure where a fake person could be created on the system and
then paid, or where an individual could benefit from a fake promotion or pay rise.
The Deputy Director of Corporate Services stated that pay rises arising from
promotion, qualifications or changed duties would all require evidence to be
submitted to a panel. The panel would assess the evidence and determine if a
pay rise should be applied.
The Internal Auditor stated that they had examined the potential for fraud within
the payroll system and that an exception report from BCC was required.
The Finance Manager noted that one of her team, who was not part of payroll,
went through the payroll changes each month. She further confirmed that if this
individual was sick, then someone else would do the same work.
The Internal Auditor stated that they had carried out testing on increases in pay.
All tests were satisfactory, with the exception of the process for changing bank
account details. Cllr Butters asked if the change to this process had now taken
place, it was confirmed by the Finance Manager and the Clerk that this change
had not yet taken place.
The Internal Auditor commented that she had worked with another organisation
which had identified that payments were being made to a casual member of staff
whose bank account details had been changed to enable money to be
fraudulently acquired by a permanent member of staff. This matter had only
come to light when a P60 was sent to the casual member of staff.
The External Auditor stated that he had not identified a true ghost on a payroll for
25 years. The Finance Manager informed Members that BCC would be
introducing a new payroll system in March 2019, this would enable self-service
changes to staff details.
Cllr Butters asked about verification that pensioners were still alive for payment
purposes. The Chair asked for clarification of the process for the next meeting.
The Internal Auditor stated that given the size of the Finance team it was not
practical to have two people involved in each journal entry, however month-end
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checks would be advisable to detect any errors. She was concerned that a
vehicle returning from repair had not been checked.
The External Auditor stated that as part of the audit they would examine the
journals report looking particularly at entries placed at strange times of the day or
week, and entries with high or repeated values.
Cllr Shelford asked for more information about the vehicle insurance
arrangements of the Fire Authority. The Finance Manager confirmed that Zurich
were the Fire Authority’s insurer, arranged through BCC.
Cllr Shelford asked how the Fire Authority was working to ensure best value. He
noted that the ladder had kept breaking on the Turntable Ladder appliance, and
that it had come to light that inspections had not been carried out correctly.
The PSM recapped the following information regarding insurance to Members:
•

The Fire Authority had intended to join a mutual arrangement for
insurance through FRIC.

•

It had become apparent that the Fire Authority was tied to Zurich through
a policy agreed by BCC.

•

Therefore best value was not currently being obtained.

•

There had been clear communication to BCC to ensure that this situation
did not arise again.

•

The intention was to join FRIC in 2020 and at that point the Fire Authority
would anticipate achieving best value.

•

With regard to vehicle inspections, appropriate action had been taken to
ensure that inspections were correctly conducted.

The ACFO (SDS) stated that Members had received a full report from the Interim
Treasurer, about insurance at a Fire Authority meeting and that it was not
possible to leave the insurance agreement with Zurich.
Cllr Shelford stated that the auditors needed to be aware of the insurance issues.
The PSM stated that the actions of BCC had not helped the Fire Authority. The
Chair asked if it was the intention of the Fire Authority to join FRIC after 2020 and
was informed that this was the intention at present, however it was
acknowledged that at that point in time there could be better options available,
therefore the market would be assessed again when appropriate.
The Finance Manager stated that it would have been necessary to forfeit a sum
equivalent to 100% of the premium in order to be released from the agreement
with Zurich. It had not therefore made financial sense to change to a different
insurer.
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The ACFO (SDS) gave further information about a problem which had occurred
with the checking process when a vehicle was returned to the fleet after repair.
Unfortunately, the vehicle had not been checked and was put back on the run. A
fault was subsequently found but it was not certain whether it was a fault which
had occurred as the result of the service as there had been no audit of the
vehicle on its return to service.
The Internal Auditor stated that she hoped fresh eyes looking at the processes of
the Fire Authority would provide helpful information to improve management
processes. Looking ahead, during the course of the rest of the Financial Year,
internal auditors would be examining IT security, contract management,
collaboration and HR; they would conclude with a general follow up report.
The Finance Manager stated that the encryption tool for encrypting bank account
details when sending to payroll was working once again, and the Deputy Director
of Corporate Services (DDCS) stated that whilst the encryption tool had not been
working, a work-around system involving passwords had been used, she
informed Members that such data was sent only approximately 10 times each
month
RECOMMENDED to note the report.
10.

CORPORATE RISK REGISTER – UPDATE
The ACFO (SDS) introduced the report and the updated Corporate Risk Register,
particularly drawing Members’ attention to the following areas:
CRR2 – Fire Safety
•

The Risk Rating had increased in this area due to staff vacancies which
had arisen as a result of retirements and promotions.

•

The team of 12 was therefore now carrying 50% vacancy.

•

Staff had been offered overtime to complete a backlog of consultations
under Building Regulations.

•

Two FTE Green Book roles had been advertised and 0.5 FTE appointed
as a result.

•

These are very specialist roles.

•

The Chief Fire Officer / Chief Executive (CFO) had informed Her
Majesty's Inspectorate of Constabulary and Fire and Rescue Services
(HMICFRS) of detailed proposals to increase Technical Fire Safety by an
additional 12 staff over the next 15 months.

•

Staff may be transferred into Technical Fire Safety to boost their skills
and increase the resource available in this department.
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CRR4 – People, Capacity, Capacity and Representation
•

Mitigation actions are in progress, although these were limited by HR
resources.

•

A review of attendance management policy and processes was planned,
along with a review of the On-Call recruitment and selection processes.

•

Significant HR resource will be required to support the wholetime
recruitment campaign.

CRR8 – Financial Capacity
•

A draft Service Level Agreement (SLA) had been developed and was
being reviewed.

•

The Reinvesting for the Future Programme was in progress.

•

The long term asset management project had commenced.

•

An initial baseline risk report had been produced. The Integrated Risk
Management Plan (IRMP) was being developed.

Cllr Shelford asked for the Internal Auditor to be involved in assessing the key
risks.
Cllr Butters noted that the risk numbers did not run sequentially, and asked
where Risk 7 was. It was explained that some risks had been removed where
there was duplication. The Chair requested that any missing risk numbers
should be added back into the report, but then labelled “Not Used” to avoid future
confusion.
Cllr Butters asked how to calibrate the risk score. He wanted to know what the
risk total was. The Finance Manager stated that a maximum risk score was 25.
Cllr Shelford suggested that a single page introduction to risk at the beginning of
the Corporate Risk Register would be useful, and noted that the Fire Authority
risk document is good.
The Clerk stated that a legend or matrix was included in other reports and it
would be no problem to add a similar page into the Corporate Risk Register.
RECOMMENDED to note the report.
11.

COUNCILLOR ITEM
The Chair informed Members that Cllr Davies (D), who unfortunately had not
been able to attend the meeting, had planned to propose a motion with regard to
establishing a Fleet Management Working Group (FMWG).
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The Chair and Cllr Shelford stated that they supported the establishment of such
a working group. Cllr Butters was content that a working group should be
established.
The ACFO (SDS) stated that a FMWG would provide the Fire Authority with an
opportunity to review fleet services. He was pleased to report the Fire Authority
had secured resources to conduct a professional peer review of services. The
review would take place during the first quarter of 2019 and would:
•

Analyse the structure of fleet management in the Fire Authority and make
recommendations to improve efficiency.

•

Take place prior to the replacement of the current fleet engineer (who
would retire at the end of 2018).

•

Liaise with the Police and other Fire Authorities to gather as much learning
as possible about obtaining best value for money for the Fire Authority.

The Internal Auditor asked for confirmation about the role of Members on the
FMWG, she was concerned that Members should be scrutinising the decisions of
the organisation not managing processes.
In response, the Clerk confirmed that the Chair of the Fire Authority envisaged
that the FMWG would be involved in analysing processes rather than making
purchasing decisions. In response to a question from the Chair, the Clerk also
confirmed that a number of Members would be involved in the FMWG.
Cllr Shelford stated that tying down procurement processes should be a priority
of the FMWG, and that it was important that collaboration with other
organisations was included in the Terms of Reference of the working group.
Cllr Shelford asked when the Terms of Reference would be available. The Clerk
replied, saying that it depended on the diary commitments of relevant parties. He
hoped the Terms of Reference would be available early in the New Year, and at
the latest would be reported to the March meeting of the Committee.
Cllr Shelford requested that the draft Terms of Reference should be made
available by the Clerk at the next meeting of the Committee.
RECOMMENDED to note the intention to create Fleet Management Working
Group.
12.

DATE OF NEXT MEETING – FRIDAY 8 MARCH 2019 (10.30am) AT TEMPLE
FIRE STATION
Cllr Shelford asked for an update on the LGA investigation into issues raised by
Ms Gwynne and asked that the External Auditor liaised with her on the issues the
auditor was to look at.
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13.

EXCLUSION OF THE PRESS AND PUBLIC
RESOLVED that the public be excluded from the meeting during the following
items of business on the grounds that they contained exempt information
pursuant to Schedule 12A, Part I of the Local Government Act 1972 and that in
accordance with Schedule 12A, Part II, paragraph 10 of the Local Government
Act 1972 the public interest in maintaining the exemption outweighs the public
interest in disclosing the information.

14.

IT CONTRACT – IMPLEMENTATION AND PROGRESS
The PSM delivered a verbal update about the implementation of the new IT
contract to Members.
RECOMMENDED to note the verbal report.

15.

AUDITOR’S DUTIES AND LIABILITIES – INITIAL LEGAL ADVICE
The Clerk presented a report providing initial legal advice on the previous
External Auditor’s duties and liabilities in ensuring that the Fire Authority had
proper arrangements in place for securing value for money.
RECOMMENDED to ask the Clerk to place the item on the agenda for the Fire
Authority’s December 2018 meeting.

The meeting closed at 1.05pm.

……………………………
Chair
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AVON FIRE AUTHORITY

9

MEETING:

Fire Authority

MEETING DATE:

13 February 2019

REPORT OF:

Temporary Interim Treasurer
Chief Fire Officer / Chief Executive

SUBJECT:

Revenue Budget and Council Tax Levels for 2019/20,
Medium Term Financial Plan 2019-2023 and Capital
Programme 2019-2023

1.

SUMMARY
This report outlines the latest budget position following consultation.
Members are asked to consider the contents of this report and agree a
budget and Council Tax precept for 2019/20 and note the Medium Term
Financial Plan (MTFP). The report sets out 2 options:
•

Option 1 – An increase in Council Tax of 2.99% (from £71.35 in
2018/19 to £73.48 in 2019/20 for a Band D Property) in line with
the Governments latest announced referendum limit.

•

Option 2 – An increase in Council Tax of 2.00% (from £71.35 in
2018/19 to £72.77 in 2019/20 for a Band D Property) in line with
the Governments previously announced referendum limit agreed
by Members in principle.

The report also includes a revised Capital Programme for the period
2019/20 to 2022/23 for consideration and approval.
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2.

RECOMMENDATIONS
The Fire Authority is asked to:
a) Consider the information contained in this report and note the high
level of unidentified savings for future years i.e. 2020 to 2023 as
forecast by the revised Medium Term Financial Plan.
b) Agree a Revenue Budget and Band “D” Council Tax level for
2019/20.
c) Agree the Capital Programme set out in Appendix 5.
d) Make the statutory determinations which are set out in Appendix 1,
based upon the 2 options contained in this report. A summary of
these determinations and the 2 Council Tax Options are shown
overleaf:
Summary of Statutory Calculations 2019/20
Option 1

Option 2

£'000

£'000

Gross Expenditure
Less : Income
Net Revenue Budget before use of reserves
Use of Reserves
Net Budget Requirement
Less: Share of locally retained Business Rates
Government Support
Share of Collection Fund Net Surpluses
Amount met by Council Tax

48,622
-4,900
43,722
-650
43,072
-4,632
-11,072
-246
27,122

48,622
-4,900
43,722
-914
42,808
-4,632
-11,072
-246
26,858

Band D Council Tax

£73.48

£72.77

e) Agree that the Fire Authority’s basic amount of Council Tax (i.e.
precept per Band D property) for 2019/20 is increased to:
1) Option 1 - £73.48, an increase of £2.13 (2.99%) equivalent to
four pence per week.
2) Option 2 - £72.77, an increase of £1.42 (2%) equivalent to less
than three pence per week
f)

Agree that precepts be issued to the Unitary Authorities in the
Avon Fire Authority area in proportion to the tax base determined
by them and detailed in the table below:
Precepts 2019/20

Unitary Authority
Bath & North East Somerset
Bristol
North Somerset
South Gloucestershire
Total

Tax Base
65,687.52
129,426.00
79,371.80
94,611.00
369,096.32

Option 1

Option 2

Precept
£

Precept
£

4,826,940.01
9,510,658.00
5,832,506.95
6,952,334.65
27,122,439.59

4,780,299.73
9,418,761.33
5,776,150.39
6,885,157.76
26,860,369.20

g) Note the amount of Council Tax for 2019/20 for properties in each
tax band is:
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Amount per Council Tax Band
Option 1
Value

Band
Band A
Band B
Band C
Band D
Band E
Band F
Band G
Band H

£48.99
£57.15
£65.32
£73.48
£89.81
£106.14
£122.47
£146.97

Option 2
Value
£48.52
£56.60
£64.69
£72.77
£88.94
£105.11
£121.29
£145.55

h) Instruct the Treasurer to forward precept details to the Unitary
Authorities as the billing authorities.
i)

Approve the charging structure set out in Appendices 8 and 9 with
effect from 1 April 2019. That the charges be levied in full in all
cases but power be delegated to the Chief Fire Officer / Chief
Executive to remit the whole or part of the charge if, in all the
circumstances, he considers it appropriate to do so in any case.

3.

BACKGROUND

3.1.

At the meeting of the Fire Authority on 20 December 2018, Members
considered a draft budget and Medium Term Financial Plan (MTFP) in
relation to both Revenue and Capital Budgets.

3.2.

The draft revenue budget for 2019/20 identified a standstill budget, before
the use of reserves, of £43.697m incorporating identified savings of
£0.529m. The draft report also identified the need to achieve additional
savings and/or use of reserves of £0.356mm and was accompanied with
paragraphs setting out the strategic issues and financial risks.

3.3.

When the 4 year settlement offer for the period 2016/17 to 2019/20 was
agreed with Central Government Members also agreed in principle to
increase Council Tax by 2% per annum. This was in line with referendum
limit that Central Government had indicated would be in place during this
four year period.

3.4.

Members agreed to release the December report for precept consultation
purposes.
Consultation

3.5.

3.6.

As agreed, the report was made available to:
•

Unitary Authorities

•

Local MPs

•

Business West

•

The public via the Fire Authority’s website, the Fire Authority’s
intranet and at Community Safety Centres

There have been no responses.
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The Main Changes since the December Meeting
3.7.

Since the December meeting the Fire Authority has received notification
from the Unitary Authorities of the following changes to previous estimates
of council tax and business rates. The net impact of these changes is to
increase the amount of funding available in 2019/20 by an amount of
£305,000. This additional funding has had the effect of reducing the
savings requirement reported in paragraph 3.2 by this amount. The
information received indicates that:
•

The Unitary Authorities have now confirmed the Council Tax
base for 2019/20 as 369,096, compared to the December
estimate of 368,419, an increase of 677.

•

The Fire Authority’s share of the Unitary Authorities net collection
funds surpluses/deficits is expected to be a surplus of £246,055
compared to the previous estimate of £244,721, an increase of
£1,334.

•

The Fire Authority’s share of locally retained business rates is
expected to be £4,631,693 compared to the previously reported
£4,546,235, an increase of £85,458.

•

The amount of Section 31 grant received from the government to
compensate for the cumulative impact on Locally Retained
Business Rates of the various policy changes to the business
rates multiplier e.g. small businesses exemptions, has been
announced as £484,877 compared to the previously estimated
£351,949, an increase of £132,928.

•

The Authority’s share of the City Region deal has been increased
to £202,516 as compared to the previous estimate of £168,244,
an increase of £34,272.

Local Government Finance Settlement
3.8.

The provisional Local Government Finance Settlement for 2019/20 was
announced on 13 December 2018.

3.9.

This announcement confirmed the formula grant settlement figure for the
Fire Authority to be £15.766m in 2019/20, representing a reduction of
£0.396m over 2018/19 (-2.45%). This figure is in line with expectations as
reported in the four year settlement and included in the MTFP. An analysis
of the changes in government funding for 2019/20 is shown below:
Summary in Changes in Formula Funding
2018/19
£'m
16.162

2019/20
£'m
15.766

Variation
%
-2.45%

Less Locally Retained Business rates
assessment

-4.609

-4.695

1.86%

Funding received from Central Government

11.553

11.071

-4.17%

Government Funding Assessment
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3.10. The announcement also confirmed that the council tax referendum limit to
be applied to Fire And Rescue Authorities (FRAs) is to be 3% for 2019/20,
the same as in 2018/19.
3.11. It is difficult to make accurate assumptions of grant settlements beyond
2019/20. The Government is planning its next Spending Review to be
completed during 2019 which will inform spending targets for government
departments beyond 2019/20. For planning purposes it would be
extremely helpful for local government bodies to receive a multi-year
settlement similar to the four-year settlement period we are currently in.
However, it is possible that the Government reverts back to a single year
settlement for 2020/21 particularly given the added complexities of moving
from the current 50% business rates retention system to a 75% system
from 2020/21.
3.12. For MTFP planning purposes it has been assumed that funding
settlements for 2020/21 to 2022/23 will remain static at 2019/20 figures.
This represents a change from our previous assumption that 2020/21
would see an increase in our funding settlement figure of 1%. A 1%
reduction in funding settlement for the Fire Authority represents a cash
reduction of £158,000.
3.13. The consultation period relating to the provisional local government
settlement ended on 10 January 2019. A response from the Fire Authority
to this consultation was submitted to the Ministry for Housing,
Communities and Local Government and can be found at Appendix 2.
3.14. The key points highlighted in this response were:
•

Generally opposed to Council Tax referendum principles as
bureaucratic and undemocratic – elected members are best placed to
determine what would be an acceptable increase in Council Tax.

•

If Council Tax referendum principles are to continue then FRAs
should be given additional flexibilities around the increase in Council
Tax in line with those afforded to Shire District Councils – flexibility to
increase council tax by less than 3% or up to and including £5,
whichever is the higher, also supported by National Fire Chiefs
Council (NFCC).

3.15. The final local government finance settlement was announced on the 29th
January 2019 with no change from the provisional settlement. Therefore
the council tax referendum principle to be applied in to fire and rescue
authorities in 2019/20 remains at 3%.
Council Tax
3.16. The four Unitary Authorities have confirmed their tax bases and the Fire
Authority’s share of the surplus/deficits on their collection funds resulting
from Council Tax and these are set out below:
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Council Tax
Taxbase

Unitary Authority

2018-19
64,346.64
125,798.00
78,003.50
92,631.00
360,779.14

Bath & North East Somerset
Bristol
North Somerset
South Gloucestershire
Total

2019-20
65,687.52
129,426.00
79,371.80
94,611.00
369,096.32

Collection Fund
Surplus /
(Deficit)
Variance
%
£
2.08%
2.88%
1.75%
2.14%
2.31%

37,000
83,000
27,820
87,717
235,537

3.17. The increase in the tax base reflects an increased number of properties in
the area of Avon which in itself generates additional precept to the Fire
Authority without any increase in the level of Band D Council Tax. This
increase in base from 360,779.14 to 369,096.32 generates additional
precept to the Fire Authority of £0.593m in 2019/20.
3.18. The Fire Authority’s share of the net surplus on the Collection Funds of
£235,537 produces a “one-off” saving to the Fire Authority for 2019/20.
The figures have been updated from the December report to include the
latest information from the Unitary Authorities.
3.19. Total precept to be received in 2019/20 will depend on the decision of the
Authority as to the level of Band D Council Tax. This report contains 2
options:
•

Option 1 - £73.48, an increase of £2.13 (2.99%) over 2018/19
equivalent to four pence per week.

•

Option 2 - £72.77, an increase of £1.42 (2%) over 2018/19
equivalent to
less than three pence per week.

3.20. In terms of comparison with other FRAs, for the current year 2018/19 our
Band D Council Tax of £71.35 represents the 12th lowest level. Council
Tax levels range from £100.35 to £58.84 with an average of £75.40.
A
comparative analysis of 2018/19 Council Tax levels is included as
Appendix 3.
Locally Retained Business Rates
3.21. Details of the Fire Authority’s share of locally retained business rates,
payable under the 50% Business Rates Retention Scheme are shown
below together with the Fire Authority’s share of the surplus / deficits on
their collection funds resulting from locally retained business rates:
Locally Retained Business Rates
Collection Fund
Unitary Authority
Bath & North East Somerset
Bristol
North Somerset
South Gloucestershire
Total

2018-19
£
658,287
2,100,007
596,129
1,303,851
4,658,274
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2019-20
£
654,538
2,109,995
567,394
1,299,766
4,631,693

Variance
%
-0.57%
0.48%
-4.82%
-0.31%
-0.57%

Surplus / (Deficit)
£
-2,915
10,764
-7,573
10,242
10,518

3.22. In addition to the above, an amount of £484,877 is to be received in
2019/20 from Central Government to provide compensation for the
cumulative impact on Locally Retained Business Rates of the various
government policy changes to the business rates multiplier that have been
introduced e.g. small business exemption. This amount is to be paid by
way of a Section 31 grant which means that it cannot be assumed that it
will continue in the future, and is therefore to be treated as revenue income
as opposed to mainstream government funding.
Budget Development
3.23. The budget for 2019/20, presented to Members at their December
meeting, has now been updated for the changes identified above and is
set out in the table below:
Development of the 2019/20 Draft Budget
Core Budget 2018/19 (Restated)
- add back use of reserves 2018/19
Base Budget 2018/19
Pay and Prices
- Pay awards
- Energy inflation
- Other inflation
Commitments
- Capital Financing
- Other
Transformation and Change savings
- Employees
- Other
2019/20 Revenue Budget Requirement before use of
reserves
Use of Reserves
Full details - Appendix D
Additonal use of reserves to fund shortfall
2019/20 Revenue Budget Requirement after use of
reserves
Funding
- Locally Retained Business Rates
- Central Government Support
- Collection Fund (surplus) \ deficit
Amount required from Council Tax payers after use
of Reserves
Assumed tax base
Council Tax
Council Tax Increase
Budget Increase (excluding use of reserves)

Option 1
£'000
41,843
813
42,656

Option 2
£'000
41,843
813
42,656

869
11
146

869
11
146

-303
701

-303
701

-92
-267

-92
-267

43,721

43,721

-650
0

-650
-264

43,071

42,807

-4,632
-11,072
-246

-4,632
-11,072
-246

27,121

26,857

369,096
£73.48
2.99%
2.50%

369,096
£72.77
2.00%
2.50%

3.24. As indicated the above table, on the basis that Option 1, an increase in
council tax of 2.99%, is agreed then a balanced budget is presented.
Should the decision be taken to agree Option 2, an increase of 2%, then it
will be necessary to utilise an additional £264,000 from reserves in
2019/20 to set a balanced budget.
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Main Assumptions
3.25. The following main assumptions have been included in the Budget and
MTFP.
Pay and Prices
3.26. Pay awards are based on a 3.0% increase for Uniformed and a 2.0%
increase for Support Staff.
3.27. Inflation – general inflation is calculated on an increase of 2.0%.
Commitments
3.28. Capital Financing – a reduction in capital financing charges (-£503,000) as
a result of debt repayment during 2019/20, and reinstatement of the
annual revenue contribution to capital spending (+£200,000).
3.29. Other – the increase reflects the following main items:
•

Earmarked Reserves:
o The reversal of budgeted one-off items of expenditure funded
from reserves in 2017/18 – -£813,000.
o Internal Improvement Programme - the cost associated with
the Transformation Programme will be met from the
earmarked reserve specifically set up for this purpose. At this
stage an amount of £271,000 has been included within the
budget for 2019/20 with a corresponding transfer from the Best
Value Improvement Reserve.
o Impact of the marketing and communication to support the
community safety campaign - £28,000.
o Impact of the previously agreed appointment of a physical
training instructor for a two year period - £35,000.
o Impact of the agreed critical premises health and safety works
- £100,000.
o Impact of the emergency services communication system
upgrade – funded by Central Government grant - £216,000.

•

Impact of the increase in Firefighters Pension Scheme
contributions, partly offset by a Central Government contribution of
£2.035m - the net cost being £247,000.

•

Impact of the increase in cost of the service charge for the HQ site
at Portishead - £45,000.

•

Impact of new technical fire safety posts - £352,000.

•

Impact of changes to support staffing costs - £330,000.

•

Impact of changes to planned and response repairs - £111,000.

•

Impact of various other minor changes - £13,000.

•

Income:
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o The sale of the Temple Back site in June 2018 resulted in
deferred income of £8m. This is subject to interest of 2%
above base rate, which has been estimated to be £220,000
for 2019/20.
o The income from the City Region Deal is expected to be
£40,000 higher in 2019/20.
o Information from the Unitary Authorities indicates that Section
31 grant in respect of compensation for the cumulative
impact of the various policy changes made by Central
Government to the business rates multiplier will increase by
£137,000.
Savings
3.30. At this stage the main savings that have been identified are as follows:
•

Premises - Efficiency savings of £89,000 primarily as a result of
the relocation of the HQ site to Portishead.

•

Supplies and services – legal fees on investigations £67,000.

•

Supplies and services – computing costs as a result of the new
contract - £48,000.

•

Supplies and services – subscriptions and conferences - £36,000.

•

Other including provision - £119,000.

3.31. The development of the draft budget for 2019/20 identifies that after
allowing for identified pressures and cost reductions the amount of funding
required from Council Tax and the use of Reserves is £27.771m.
3.32. Appendix 4 provides a subjective analysis of the 2019/20 budget based
upon Option 1.
Sources of Funding – 2019/20
3.33. The sources of funding for the 2019/20 budget, based on Option 1, totals
£48.6m. An analysis is shown in the following chart:
2019/20 - Where the money will come from
- option 1
Specific
Government
Collection Grants
8%
Fund

Other Fees &
Reserves
Charges
1%
2%

Surpluses
1%

Council Tax
payers
56%
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Formula
Funding
10%

Business
Rates - Top
up Grant
12%

Business Rates Locally Retained
10%

Expenditure 2019/20
3.34. The following chart shows a summary of where the money will be spent in
2019/20:
2019/20 - Where the money will be spent
Cost of Borrowing Other Costs
0%
and Capital funding
3%

Supplies and
Services
11%

Transport
4%
Premises
5%

Employees
77%

Medium Term Financial Plan
3.35. The draft Medium Term Financial Plan (MTFP) presented to the Fire
Authority in December has been revised to reflect the impact of changes
identified within this report. An updated summary of the latest MTFP, for
both Options 1 and 2, are shown in the following tables:
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Option 1
Medium Term Financial Plan - Option 2 (Council Increase of 2.99% )
Budget
2019/20

2020/21

2021/22

£'000

£'000

£'000

Council Tax Increase Target

2022/23
£'000

2.99%

1.99%

1.99%

1.99%

Base budget
Effect of pay and price increases, cost
of capital

42,656

43,721

44,084

44,847

1,026

927

904

925

Current base budget

43,682

44,648

44,988

45,772

398

1,585

583

0

Add Pressures / growth
Less Identified savings
Initial Budget
Additional required savings
Budget before use of reserves
Reserves
Net Budget
Less

(359)

(162)

(6)

(6)

43,721

46,071

45,565

45,766

0

(1,987)

(718)

91

43,721

44,084

44,847

45,857

(650)

(280)

(30)

0

43,071

43,804

44,817

45,857

Locally retained business rates

(4,632)

(4,682)

(4,734)

(4,786)

Government Support
Add \ Less effect of Collection Fund deficits \
(surpluses)
Net amount chargeable to Council Tax
Payers

(11,072)

(11,072)

(11,072)

(11,072)

(246)

0

0

0

27,122

28,051

29,015

29,973

£73.48

£74.95

£76.44

£77.97

2.50%

0.83%

1.73%

2.25%

Key Financial Assumptions

2019/20

2020/21

2021/22

Other Inflation
Use of Reserves
Estimated Council Tax base
Net Collection Fund Positions
Government Support

£'000
2.00%
(650)
369,096
(246)
(2.45%)

£'000
2.00%
(280)
374,282
0
0.00%

£'000
2.00%
(30)
379,551
0
0.00%

£'000
2.00%
0
384,406
0
0.00%

2019/20
£'000

2020/21
£'000

2021/22
£'000

2022/23
£'000

Balance 1 April
Utilised during year

4,267
(650)

3,617
(280)

3,337
(30)

3,337
0

Balance 31 March

3,617

3,337

3,307

3,337

Band D Council Tax
Budget Increase\ (decrease) (excl use of reserves)

2016/17

Earmarked Reserves (Excl Working Balance)
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Option 2
Medium Term Financial Plan - Option 2 (Council Increase of 2.00% )
Budget
2019/20

2020/21

2021/22

2022/23

£'000

£'000

£'000

£'000

2.00%

1.99%

1.99%

1.99%

Base budget
Effect of pay and price increases, cost
of capital

42,656

43,457

43,808

43,184

1,026

927

904

925

Current base budget

43,682

44,384

44,712

44,109

Council Tax Increase Target

Add Pressures / growth
Less Identified savings
Initial Budget
Additional required savings
Budget before use of reserves
Reserves
Net Budget
Less Locally retained business rates

398

1,585

583

0

(359)

(162)

(1,431)

(6)

43,721

45,807

43,864

44,103

(264)

(1,999)

(680)

79

43,457

43,808

43,184

44,182

(650)

(280)

(30)

0

42,807

43,528

43,154

44,182

(4,632)

(4,682)

(4,734)

(4,786)

(11,072)

(11,072)

(11,072)

(11,072)

(246)

0

0

0

26,860

27,774

28,727

29,673

£72.77

£74.22

£75.70

£77.21

1.88%

0.81%

(1.42%)

2.31%

Key Financial Assumptions

2019/20

2020/21

2021/22

2022/23

Other Inflation
Use of Reserves
Estimated Council Tax base
Net Collection Fund Positions
Government Support

£'000
2.00%
(650)
369,096
246
(2.45%)

£'000
2.00%
(280)
374,282
0
0.00%

£'000
2.00%
-30
379,551
0
0.00%

£'000
2.00%
0
384,406
0
0.00%

2019/20
£'000

2020/21
£'000

2021/22
£'000

2022/23
£'000

Balance 1 April
Utilised during year

4,267
(650)

3,617
(280)

3,337
(30)

3,307
0

Balance 31 March

3,617

3,337

3,307

3,307

Government Support
Add \ Less effect of Collection Fund deficits \
(surpluses)
Net amount chargeable to Council Tax
Payers
Band D Council Tax
Budget Increase\ (decrease) (excl use of reserves)

Earmarked Reserves (Excl Working Balance)
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Funding Gap
3.36. At this stage, as is illustrated in the following graph, the MTFP forecasts a
funding gap of £2.6m by 2022/23 under Option 1. Should the decision be
taken to agree to Option 2%, then the gap increases to £2.9m by 2022/23.

3.37. It should be emphasised that the MTFP forecasts are based upon a
number of key assumptions, each of which causes a level of volatility to
financial planning. The main uncertainty relates to future levels of
Government funding beyond 2019/20 as the current agreed four year
Government funding settlement ends in 2019/20. The Government has
announced that a fair funding review will determine new baseline
funding allocations for local authorities by delivering an up-to-date
assessment of their relative needs and resources, using the best
available evidence. The fair funding review will be linked to the
Government’s proposal that local authorities retain 75% of business
rates from 2020/21. At this stage there is a high degree of uncertainty
over what impact these changes will have from 2020/21. For planning
purposes the MTFP has assumed that Government funding beyond
2019/20 will remain static at 2019/20 levels.
3.38. A further significant uncertainty relates to future funding of additional
employer costs to the Firefighter Pension Scheme, following HM
Treasury changes to the discount rate for unfunded public sector pensions
(including fire) on 6 September 2018. This, combined with the earlier
announcement at Budget 2016, has the effect of increasing the employer
contributions (to include ill-health costs) from 17.6% to 30.2% from April
2019.
3.39. The Government Actuary’s Department has estimated that the additional
cost to the Fire Sector as a result will be around £107m per year.
However, HM Treasury has indicated that additional funding will be
provided to public sector bodies in 2019/20 in order to mitigate most of this
increase, with the sector paying only the additional costs announced at
Budget 2016 (a reduction in the discount rate from 3% to 2.8%). This
means that the Fire Sector will pay only £10m of the additional costs in
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2019/20, with the remaining £97m being provided via a grant under s31
Local Government.
3.40. The 2019/20 base budget therefore includes Section 31 grant income of
£2.035m to cover 90% of the additional pension cost to the Fire Authority
in 2019/20. A Section 31 grant means that there is no government
commitment beyond 2019/20. The Government has indicated that future
funding of this cost will need to be considered alongside the Spending
Review in 2019. Consequently the MTFP forecasts have made the
assumption that this grant will cease from 2020.
Savings
3.41. An analysis of the timing of forecast savings requirements is provided
below.
Analysis of Savings 2019/20 - 2022/23
Area
Employees
Premises
Transport
Supplies and Services
Other Costs
Unidentified savings
Savings on Expenditure
Income
Total Net Savings

2019/20
£'000

2020/21
£'000

-92
-89
0
-178
0
0
-359
0
-359

0
0
0
-17
-145
-1,987
-2,149
0
-2,149

2021/22
£'000
0
0
0
-6
0
-718
-724
0
-724

2022/23
£'000
0
0
0
-6
0
91
85
0
85

Total
£'000
-92
-89
0
-207
-145
-2,614
-3,147
0
-3,147

Link to the Fire Authority’s Goals and Objectives
3.42. The ongoing real terms reductions in future funding has provided a
significant financial challenge to the Fire Authority. Whilst the financial
challenge is a dominant driver for change, it remains important that the
Fire Authority’s future strategies continue to be service-led. This has been
the basis upon which the Fire Authority has developed its financial
planning arrangements over previous years. The consequences of the
existing budget and MTFP will need to be integrated into the Fire
Authority’s new Service Plan and other strategic documents.
Capital Programme
3.43. The proposed capital programme for 2019/20 to 2022/23 is shown in
Appendix 5. Members will recall that the current Capital Programme, as
approved at the budget meeting on 9 February 2018 and adjusted in-year
for slippage from 2017/18 did not include the anticipated capital receipt
from the disposal of the former HQ site at Temple Back. The disposal has
now been competed in June 2018.
3.44. As previously agreed by Members, of the net receipt of £17.856m an
amount of £14m is to be utilised to fund the reinvestment in three sites at
Avonmouth, Bath and Weston, and the residue of £3.856m to be used to
reduce future prudential borrowing requirements. The total receipt will be
transferred to an earmarked Capital Receipts Reserve which will be
Page 073

utilised to fund these projects once the final business cases have been
approved. In addition, it is anticipated that during the period of the Capital
Programme a further capital receipt will be received in relation to the
current site at Weston, but at this stage no figure has been included.
3.45. The proposed programme now includes these new investment projects
based upon latest estimates. The programme will require adjustment as
and when final business cases are approved by the Fire Authority and
more accurate figures are available.
3.46. The table below provides a summary of the proposed Capital Programme,
including a comparison against the current approved programme. This
indicates that whilst the total programme 2018 to 2023 increases from
£13.1m to £26.9m, the utilisation of the Capital Receipt Reserve means
that the need to increase prudential borrowing to finance this
programme is forecast to reduce from £11.7m to £8.2m.
PROPOSED Capital Programme 2018 to 2023
Investment Area

2018/19

2019/20

2020/21

2021/22

2022/23

TOTAL

Estates

£m
0.4

£m
3.5

£m
5.7

£m
5.8

£m
2.0

£m
17.4

Fleet and equipment

0.5

1.5

1.5

1.5

1.5

6.5

IT

0.4

0.8

0.8

0.8

0.2

3.0

Total

1.3

5.8

8.0

8.1

3.7

26.9

1.3

5.6

7.8

3.2

0.2

0.2

0.2

0.2

0.8

4.7

3.5

8.2

Funded by
Capital Receipts
Revenue Contribution to capital
Prudential Code
Total

17.9

1.3

5.8

8.0

8.1

3.7

26.9

2018/19

2019/20

2020/21

2021/22

2022/23

TOTAL

Estates

£m
0.4

£m
1.3

£m
0.5

£m
0.5

£m
0.5

£m
3.2

Fleet and equipment

0.5

3.5

1.5

1.5

1.5

8.5

IT

0.5

0.2

0.2

0.2

0.2

1.3

Total

1.4

5.0

2.2

2.2

2.2

13.0

0.4

0.1
0.2

0.2

0.2

0.2

0.8

APPROVED Capital Programme 2018 to 2023
Investment Area

Funded by
Capital Receipts
Revenue Contribution to capital

0.5

Prudential Code

1.0

4.7

2.0

2.0

2.0

11.7

Total

1.4

5.0

2.2

2.2

2.2

13.0

Estates
3.47. As reported above the programme now includes three new investment
sites at Avonmouth, Weston and Bath at a total revised cost of £14.2m
3.48. Also included in the proposed programme is a new project relating to
major refurbishment works at Bedminster Station. Following the critical
failure of timber floor joists in the quiet room/dormitory block and
subsequent removal of the floor and all internals, it is now necessary to
provide funding to reinstate this accommodation. The recovery of our costs
is currently being discussed with the original Design and Build Contractor
and a settlement is being sought. We are aiming to resolve this matter in
the next financial year.
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3.49. A number of other major refurbishment works at Bedminster have been put
on hold whilst this is resolved, including a new roof for the main building,
yard and drainage works, heating system, electrical installations and
improved office accommodation for risk reduction staff and internal
refurbishment and decoration. It is now proposed that this backlog work is
included in a single combined scheme.
3.50. The cost of the Bedminster refurbishment is estimated at £1.5m over the
next three years. This cost is partly offset by a reduction of £1m in the
General Estates programme over the same three years reflecting the fact
that the main focus of the Property Services Manager and his team will be
to deliver the major projects above.
Fleet and IT
3.51. As reported to the last meeting of the General Purposes Committee on 17
January, as part of the 2018/19 Revenue and Capital Monitoring Report,
there will be significant slippage against the Fleet capital budget in
2018/19, currently estimated to be £1.8m. There are a number of reasons
for this slippage, primarily the need to identify a new supplier of fire
appliances and the lengthy procurement process to identify a new
supplier, the completion of the ongoing review of our Fleet Replacement
Programme alongside the review of our IRMP, and a lengthy absence of
the Fleet Manager during 2018 to progress these projects.
3.52. In light of this position the £1.8m slippage will not be required by Fleet in
2019/20, as the department will not have capacity to deliver this backlog in
addition to normal projects and workloads. For 2019/20 therefore the Fleet
Programme includes just the normal annual allocation of £1.4m to fund
next year’s Replacement Programme.
3.53. It is proposed that the £1.8m slippage referred to in paragraph 3.51 above
is carried forward into the revised Capital Programme and ring-fenced to
support our plans to invest in digital technologies as part of our aim to
transform the Service to a smarter way of working through digital solutions.
This investment supports Key Objective 5 - Improving our Service as
included in the Draft Service Plan 2019 – 2022. This funding is initially
allocated over the next three years at £600,000 per year, but will be
subject to timing changes as this project develops.
3.54. The revenue budget and MTFP includes the impact of this proposed
Capital Programme for 2019/20. The Revenue Budget includes provision
for £1.474m of capital financing charges, representing a reduction of
£0.303m over 2018/19 as result of debt repayment during 2018.
3.55. The affordability of the overall programme for the years 2019/20 to
2022/23, including the impact to the Prudential Indicators is further
considered elsewhere on the agenda at Item 10 “Treasury Management
and Capital Programme” report.
Review of Charges
3.56. Section 19 of the Fire and Rescue Services Act 2004 provides the
Secretary of State with the power, by Order, to set out the services for
which a charge may be made and the persons who may be subject to the
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charge. The section allows the Secretary of State to authorise a charge to
be imposed upon, or recovered from, a person other that the recipient of
the service.
3.57. The Schedule to the Fire and Rescue Services (England) Order 2004 sets
out the services for which a charge may currently be made and the
persons who may be charged.
3.58. Where the Fire Authority is able to make a charge, it has to decide whether
it wishes to do so, and, if it does, it must set the amount of the charge.
The Fire Authority has the power to charge different amounts in different
circumstances or to charge nothing at all.
3.59. In setting the charges the Fire Authority is required to secure that, taking
one financial year with another, its income from charges does not exceed
the cost to the Fire Authority of taking the action for which the charges are
imposed. The Fire Authority is therefore not able to fix charges with the
objective of making a profit.
3.60. A revised schedule of charges, to be applied from April 2019, is included at
Appendices 8 and 9.
Section 25 Report
3.61. It is a legal requirement under Section 25 of the Local Government Act
2003 that the person appointed as the “Chief Finance Officer” to the
Authority reports on the robustness and the adequacy of the level of
reserves. The Act requires the Fire Authority to have regard to the report in
making its decisions.
Robustness of the 2019-20 Revenue Budget
3.62. The net revenue budget requirement for 2019-20 has been assessed as
£43.072m (Option 1 in this report). In arriving at this figure a detailed
assessment has been made of the risks associated with each of the
budget headings and the adequacy in terms of supporting the goals and
objectives of the Fire Authority as included in the Service Plan.
3.63. It should be emphasised that these assessments are being made for a
period up to 31 March 2020, in which time external factors, that are outside
of the control of the Fire Authority, may arise which will cause additional
expenditure to be incurred. The most significant example of this is the
increase in employer pension costs following the GAD Valuation and the
unknown funding shortfall as a result. Other budgets, such as fuel are
affected by market forces that often lead to fluctuations in price that are
difficult to predict. A risk analysis has been undertaken which identifies the
risks and appropriate mitigations and this is included as Appendix 6.
3.64. Whilst there is only a legal requirement to set a budget requirement for the
forthcoming financial year, MTFP provides forecasts to be made of
indicative budget requirements over a four year period covering the years
2019-20 to 2022-23. These forecasts include only prudent assumptions in
relation future pay awards and prices increases, which will need to be
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reviewed in light of pay settlements and movement in the Consumer Prices
Index.
3.65. The estimates and budget contained within this and previous reports are
based on sound financial principles and robust data collection and as such
the Treasurer believes they can be relied upon to set the Fire Authority’s
precept for 2019/20.
3.66. The Fire Authority has a good track record of delivering required efficiency
savings. The MTFP includes unidentified savings of £2.6m by 2022/23
based upon Option 1 increasing to £2.9m based upon Option 2. This
presents a significant challenge that will need to be addressed within the
new Service Plan and risk mapping exercises. The level of savings that
are required to be achieved under either option will undoubtedly impact on
front line services going forward.
Adequacy of the Level of Reserves
3.67. Total Reserve balances as at 31 March 2019 are estimated to be £7.380m
made up of General Reserve (uncommitted) of £1.5m and Earmarked
Reserves (committed) of £5.880m. This level is anticipated to decrease by
the end of the current financial year due to planned expenditure against
earmarked reserves.
3.68. The agreed General Reserve balance of £1.5m represents 3.5% of the Net
Revenue Budget, equivalent to 12 days of Service spending. Whilst the
Fire Authority has previously agreed to maintain a minimum level of £1.5m
this will need to be reviewed annually as part of the Reserves Strategy to
assess its adequacy in light of changing circumstances e.g. impact of
Brexit.
3.69. It is pleasing that the Fire Authority has not experienced the need to call on
general reserve balances in the last five years to fund emergency
spending. However, the importance of holding adequate levels of general
reserves has been highlighted on a number of occasions in recent times,
the impact of flooding and the problems experienced by the global financial
markets.
3.70. An analysis of the estimated reserves and the purpose for which they are
held is shown in Appendix 7.
3.71. The Authority’s Reserves Strategy is reviewed annually, most recently in
June
2018,
and
is
available
on
the
Authority
website
at www.avonfire.gov.uk.
3.72. It is the Treasurer’s view that the budget proposed is sufficiently robust for
2019/20 and that Managers are committed to taking the necessary action
to deliver the budget.
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4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
The Budget for 2019/20 and MTFP sets out the financial environment the
Fire Authority faces for the next four years. Government funding
projections, level of funding from council tax payers and local businesses
together with inflation and financial pressures are reviewed to produce a
balanced budget and identify savings. It identifies how available resources
should be allocated to meet the corporate priorities of the Fire Authority,
including those identified within the Service Plan, and to mitigate corporate
risk identified in the Risk Register.

4.2.

Financial Implications
The Budget for 2019/20 is part of an ongoing plan to deliver a sustainable
budget within the confines of the restrictions placed upon the Fire Authority
by Central Government in terms of reducing levels of grant and nondomestic rates redistributed by the Government. The financial implications
are significant and are laid out in this report.

4.3.

Legal Implications
a) The Fire Authority is required by statute to set a legal budget.
b) Members of the Fire Authority have a statutory duty to secure the
services of a suitably equipped and properly trained fire and rescue
service which meets efficiently all normal requirements of the area.
c) There is also a range of related duties, including a duty to secure
efficient arrangements for giving advice on fire prevention, restricting
the spread of fires, means of escape; and ensuring adequate supplies
of water for firefighting.
d) Apart from their duties specifically related to fires, Members have
important responsibilities as employers, particularly under the Health
and Safety at Work Act and need to bear in mind the ability of the
Health and Safety Executive to ensure compliance through the issue
of compliance notices.
e) Failure to make adequate provision for health and safety through
proper training, maintenance of premises, maintenance of vehicles,
provision of suitable protective clothing and equipment etc. may also
have legal and financial implications through increased levels of claims
and, ultimately, insurance premiums.
f)

Members need also to consider the robustness of the estimates
included in the budget and the adequacy of the reserves for which the
budget provides.

g) The final decision on the level of the Fire Authority’s budget, and
responsibility for its adequacy, rests on the Members of the Fire
Authority. In arriving at their decision Members should have regard to
all relevant factors, including the views of consultees, the interests of
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Council taxpayers and the possibility of capping but Members’ first
obligation is to meet the statutory duties referred to above.
h) The proposed charges comply with the Fire and Rescue Services Act
2004.
4.4.

Equality & Diversity Implications
a) Under Equality Legislation, the Fire Authority has a legal duty to pay
‘due regard’ to the need to eliminate discrimination and promote
equality. The duties do not prevent difficult decisions being made, but
from a financial perspective it stresses the need to ensure that
financial decisions are made in a fair, transparent and accountable
way, considering the needs and rights of different members of the
community and staff.
b) This is achieved through robustly assessing the impact that changes to
policies, procedures and practices could have on different equality
groups. The assessment should be proportionate to the decision being
made and its relevance to the Fire Authority’s functions and its impact.

4.5.

Corporate Risk Assessment
The budget options set out in the report are demanding. Corporate Risk
21 identifies a range of financial scenarios that could lead to the worsening
of the financial situation. The most significant of these have been identified
and costed and contained within the December report. Whilst savings
options have been identified it is imperative that they are thoroughly
researched and implemented to avoid an overspend situation and
increased use of reserves.

4.6.

Environmental/Sustainability Implications
The budget contains resources to support ongoing environmental and
sustainability work. It recognises that investment in this area can produce
substantial savings.

4.7.

Health & Safety Implications
None directly although repair and maintenance budgets will be carefully
prioritised.

4.8.

Crime & Disorder Implications
None.

4.9.

Data Protection Implications
None.

5.

BACKGROUND PAPERS
Held within the Finance department

Page 079

6.

7.

APPENDICES
1.

Revenue Budget Statutory Calculations

2.

Authority response to the consultation document relating to the
2019/20 Provisional Local Government Finance Settlement

3.

Band D Council Tax Levels 2018/19

4.

2019/20 Detail Budget Analysis

5.

Proposed Capital Programme 2019/20 to 2022/23

6.

Financial Risk Identification and Management Action

7.

Reserves Balances as at 31 March 2019 and Adequacy Analysis

8.

Review of Charges 2019/20 – Detail of Services

9.

Review of Charges – Charging Rates 2019/20

REPORT CONTACT
Kevin Woodward, Temporary Interim Treasurer.
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Appendix 1
Statutory Calculations
OPTION 1
Avon Fire Authority - Budget 2019/20 - Statutory Calculations
That the following amounts be now calculated by the Fire Authority for the year 2019/20 in accordance with section 43 of the Local Government
Finance Act 1992 (as amended)
43 (2)

The aggregate of:
(a)

(b)

43 (3)

The expenditure the Fire Authority estimates it will incur in the year in performing its functions and will
charge to a revenue account for the year, other than expenditure which it estimates will be so incurred in
pursuance of regulations under section 99(3) of the 1988 Act;
Such allowance as the Fire Authority estimates will be appropriate for contingencies in relation to
expenditure to be charged or credited to a revenue account for the year;

£0

(c)

The financial reserves which the Fire Authority estimates it will be appropriate to raise in the year for
meeting its estimated future expenditure; and

£0

(d)

Such financial reserves as are sufficient to meet so much of the amount estimated by the Fire Authority
to be a revenue account deficit for any earlier financial year as has not already been provided for.

£0

The aggregate of:
(a)

The sums which the Fire Authority estimates will be payable to it for the year and in respect of which
amounts will be credited to a revenue account for the year, other than sums which it estimates will be so
payable
(i)
(ii)
(iii)

(b)

43 (4)

£48,621,725

£4,900,165

in respect of redistributed non-domestic rates, revenue support grant, additional grant, relevant
special grant or police grant;
in respect of any precept issued by it; or
in pursuance of regulations under section 99(3) of the 1988 Act; and

the amount of the financial reserves which the authority estimates that it will use in order to provide for
the items mentioned in paragraphs (a) and (b) of subsection (2) above

If the aggregate calculated under subsection (2) above exceeds that calculated under subsection (3) above, the
Fire Authority must calculate the amount equal to the difference; and the amount so calculated shall be its
budget requirement for the year.

£649,751

43,071,809

That the following amount be now calculated by the Fire Authority for the year 2019/20 in accordance with section 44 of the
Local Government Finance Act 1992 (as amended) as its basic amount of Council Tax
R

less

P

T

The amount calculated by the Fire Authority under section 43 (4) above as its Council Tax requirement for
the year

£43,071,809

The aggregate of the sums which the Fire Authority estimates will be payable to it for the year in respect
of redistributed non-domestic rates, revenue support grant, additional grant , relevant special grant or
police grant;

£15,949,369

The aggregate of the amounts calculated by the billing authorities to which the Fire Authority issues
precepts (“the billing authorities concerned”) as their council tax bases for the year for their areas and are
notified by them to the authority within the prescribed period.

369,096.32

Basic Amount of Council Tax

£73.48

That the following amounts be now calculated by the Fire Authority for the year 2019/20 in accordance with section 47 of the Local Government
Finance Act 1992 as the amounts of Council Tax for the different valuation bands
Council Tax for the different valuation bands:
Band A
Band B
Band C
Band D

£48.99
£57.15
£65.32
£73.48

Band E
Band F
Band G
Band H

£89.81
£106.14
£122.47
£146.96

That the following amounts be now calculated by the Fire Authority for the year 2019/20 in accordance with section 48 of the Local Government
Finance Act 1992 as the amounts payable by each billing authority
Unitary Authority
Bath & North East Somerset
Bristol
North Somerset
South Gloucestershire
Total

Tax Base
65,687.52
129,426.00
79,371.80
94,611.00
369,096.32
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£
4,826,718.97
9,510,222.48
5,832,239.86
6,952,016.28
27,121,197.59

OPTION 2
Avon Fire Authority - Budget 2019/20 - Statutory Calculations
That the following amounts be now calculated by the Fire Authority for the year 2019/20 in accordance with section 43 of the Local Government
Finance Act 1992 (as amended)
43 (2)

43 (3)

The aggregate of:
(a)

The expenditure the Fire Authority estimates it will incur in the year in performing its functions and will
charge to a revenue account for the year, other than expenditure which it estimates will be so incurred in
pursuance of regulations under section 99(3) of the 1988 Act;

(b)

Such allowance as the Fire Authority estimates will be appropriate for contingencies in relation to
expenditure to be charged or credited to a revenue account for the year;

£0

(c)

The financial reserves which the Fire Authority estimates it will be appropriate to raise in the year for
meeting its estimated future expenditure; and

£0

(d)

Such financial reserves as are sufficient to meet so much of the amount estimated by the Fire Authority
to be a revenue account deficit for any earlier financial year as has not already been provided for.

£0

The aggregate of:
(a)

The sums which the Fire Authority estimates will be payable to it for the year and in respect of which
amounts will be credited to a revenue account for the year, other than sums which it estimates will be so
payable
(i)
(ii)
(iii)

(b)

43 (4)

£48,621,725

£4,900,165

in respect of redistributed non-domestic rates, revenue support grant, additional grant, relevant
special grant or police grant;
in respect of any precept issued by it; or
in pursuance of regulations under section 99(3) of the 1988 Act; and

the amount of the financial reserves which the authority estimates that it will use in order to provide for
the items mentioned in paragraphs (a) and (b) of subsection (2) above

If the aggregate calculated under subsection (2) above exceeds that calculated under subsection (3) above, the
Fire Authority must calculate the amount equal to the difference; and the amount so calculated shall be its
budget requirement for the year.

£913,102

42,808,458

That the following amount be now calculated by the Fire Authority for the year 2019/20 in accordance with section 44 of the
Local Government Finance Act 1992 (as amended) as its basic amount of Council Tax
R

less

P

T

The amount calculated by the Fire Authority under section 43 (4) above as its Council Tax requirement for
the year

£42,808,458

The aggregate of the sums which the Fire Authority estimates will be payable to it for the year in respect
of redistributed non-domestic rates, revenue support grant, additional grant , relevant special grant or
police grant;

£15,949,369

The aggregate of the amounts calculated by the billing authorities to which the Fire Authority issues
precepts (“the billing authorities concerned”) as their council tax bases for the year for their areas and are
notified by them to the authority within the prescribed period.

369,096.32

Basic Amount of Council Tax

£72.77

That the following amounts be now calculated by the Fire Authority for the year 2019/20 in accordance with section 47 of the Local Government
Finance Act 1992 as the amounts of Council Tax for the different valuation bands
Council Tax for the different valuation bands:
Band A
Band B
Band C
Band D

£48.51
£56.60
£64.68
£72.77

Band E
Band F
Band G
Band H

£88.94
£105.11
£121.28
£145.54

That the following amounts be now calculated by the Fire Authority for the year 2019/20 in accordance with section 48 of the Local Government
Finance Act 1992 as the amounts payable by each billing authority
Unitary Authority
Bath & North East Somerset
Bristol
North Somerset
South Gloucestershire
Total

Tax Base
65,687.52
129,426.00
79,371.80
94,611.00
369,096.32
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£
4,780,080.83
9,418,330.02
5,775,885.89
6,884,842.47
26,859,139.21

Appendix 2
Authority Response to the Provisional 2019/20 Local Government Finance
Settlement Consultation
Our Reference:
Your Reference:
Local Government Finance Settlement Team
Ministry of Housing, Communities and Local Government
2nd Floor, Fry Building
2 Marsham Street
London SW1P 4DF
10th January 2019
Dear Sir/Madam,
Provisional Local Government Finance Settlement 2019-20

I am writing on behalf of Avon Fire Authority in response to the above
consultation document.

The response provided only addresses those questions which have a direct
impact on Avon Fire Authority as a stand-alone Fire and Rescue Service.

Yours sincerely

Kevin Woodward
Temporary Treasurer
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AVON FIRE AUTHORITY - RESPONSE TO THE PROVISIONAL
LOCAL GOVERNMENT FINANCE SETTLEMENT 2019-2020
Question 1: Do you agree with the methodology for allocating Revenue
Support Grant in 2019-20?
Avon Fire Authority accepted the Government’s four-year offer as set out in 201617 which has greatly assisted financial planning over the medium term and
agrees that certainty over funding provided by the multi-year settlement should
continue. The current four-year offer extends to 2019-20 and Avon Fire Authority
would welcome a degree of certainty beyond 2020 to enable such forward
planning to continue.

Question 2: Do you agree with the Government’s proposed approach to
allocating £410 million un-ringfenced funding for adult and children’s social
care according to the existing Adult Social Care Relative Needs Formula? Do
you agree with the New Homes Bonus allocations mechanism set out
above?
No comment.

Question 3: Do you agree with the Government’s proposal to fund the New
Homes Bonus in 2019-20 with the planned £900 million from Revenue Support
Grant, with any additional funding being secured from departmental budgets?
Do you agree that the approach should be based on data collected by the
Planning Inspectorate? If you disagree, what other data could be used?
No comment.
Question 4: Do you agree with the Government’s proposed approach to
paying £81 million Rural Services Delivery Grant in 2019-20 to the upper
quartile of local authorities based on the super-sparsity indicator?
Whilst this Authority is not a recipient of this grant it is our view that the impact of
rural sparsity should be included as part of the mainstream relative needs
formula, rather than being separated out as a Section 31 grant.

Question 5: The Government intends to distribute £180m of the levy account
surplus. Do you agree with the proposal to make this distribution on the basis
of each authority’s 2013-14 Settlement Funding Assessment?
Yes this proposal would seem sensible to deal with the surplus in 2019-20.
However given that in past years there have been deficits which have required
distribution, an alternative approach for future business rates systems might be
for annual levy account surpluses/deficits to be pooled and funded centrally by
the government.
Question 6: What are your views on the council tax referendum principles
proposed by the Government for 2019-20?
Avon Fire Authority is generally opposed to the application of council tax
referendum principles as they are bureaucratic and undemocratic. It is
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considered that locally elected members are best placed to determine what would
be an acceptable increase in council tax for the local communities that they
represent.
The actual costs associated with holding a referendum effectively means that this
is not a viable option. To hold a referendum is estimated to cost between £1m
and £2m depending on timing and other factors, i.e. other Local Authority
requirements. These costs alone would require an increase in council tax of
between 4% and 8%.
We are also disappointed that the referendum principles have been applied
inconsistently across principal authorities which make it difficult to understand
how this principle is being applied fairly and equitable. For example police and
crime commissioners (PCC’s) allowed to increase up to a cash figure of £24, and
shire district councils up to £5 or 3%, whichever is the higher.
Whilst this additional flexibility is welcome for those authority groups, it is very
disappointing that the Fire Sector has not been given additional flexibility over
and above a 3% increase, despite the case being made by the Sector in previous
consultation responses.
We ask that the Department reconsider the council tax referendum principles
proposed for 2019-20 with a view to, at the very least, allowing the Fire Sector to
increase council tax by up to a cash sum of £5, i.e. equivalent to principle to be
applied to shire district councils.
Question 7: What are your views on the Government’s approach to tariffs and
top-ups in 2019-20?
We agree with the proposed approach.
Question 8: Do you have any comments on the impact of the 2019-20 local
government finance settlement on those who share a protected characteristic,
and on the draft equality statement published alongside this consultation
document? Please provide supporting evidence.
No comment.
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Appendix 3
Fire Authority Band D Council Tax Levels 2018/19
£110.00

£100.00

£90.00

£80.00

£70.00

£60.00

£50.00

100.53
97.34
95.59
91.00
84.01

81.90
79.94
77.51
76.56
75.51
75.48
75.18
74.74
73.53
72.70
71.35
71.01
70.38
69.20
68.76
67.46
65.74
64.71
64.36
62.72
62.70
58.84
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Average Band D Equivalent Council Tax 2018-19

82.51

Appendix 4
2019/20 Budget Analysis (based on Option 1)

Detail Analysis

Employees
Premises
Transport
Supplies and Services
Other Costs
Unidentified savings
Total Expenditure
Income
Budget before use of reserves
Reserves
Net Budget

Base
Budget
£000

Other
Inflation Pressures Savings
£000
£000
£000

33,107
2,158
1,794
5,589
2,331
0
44,979
-2,324
42,655
-813
41,842
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869
50
36
107
11
0
1,073
-47
1,026
0
1,026

3,377
257
3
107
-817
0
2,927
-2,529
398
163
561

-91
-89
0
-178
0
0
-358
0
-358
0
-358

2019/20
Budget
£000
37,262
2,376
1,833
5,625
1,525
0
48,621
-4,900
43,721
-650
43,071

Appendix 5

Capital Programme 2019/20 – 2022/23

Estimated Capital Programme 2019/20 to 2022/23
(including slippage)
Investment Area

2019/20

2020/21

2021/22

2022/23

£'000

£'000

£'000

£'000

Estates - General

356

300

300

Estates - Bedminster Refurbishment

200

600

700

Estates - Investing for the Future

2,960

4,750

4,800

1,440

Fleet

1,410

1,410

1,410

1,410

90

90

90

90

800

800

800

200

5,816

7,950

8,100

3,740

0

0

0

0

5,616

7,750

3,191

0

200

200

200

200

0

0

4,709

3,540

5,816

7,950

8,100

3,740

Operational Equipment
IT and Digital Technology
Total

600

Funded by
Grant
Capital Receipts
Revenue Contribution to capital
Prudential Code
Total
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Appendix 6
Financial Risk Identification and Management
Financial Risk Identification and Management
Item

Mitigation

Higher than budgeted pay awards
Increase in employer pension
contributions
Higher than budgeted ill health payments
Legislation e.g. NI, Apprenticeship Levy
Reduction in Government formula
funding
Localisation of Council Tax Support Impact on Council Tax base not off-set
by Government Grant

Reserves and balances, vacancy and recruitment
management
Reserves and Balances and changes in
Government funding
Ill health reserve, increase in pension operating
cost budget. Increase in fitness training and use of
medical intervention Fund. Occupational Health
Early identification and prioritisation of budgets
Use of reserves, IRMP and MTFP
Unitary Authority Council Tax discount schemes,
Reserves and balances

Business Rate Retention scheme

Government safety net, Reserves and balances,
MTFP, timely modelling.

Council Tax Collection rates

Reserves and balances , MTFP

Increased contribution to JTC sinking
fund

Accounting treatment, utilisation of JTC, regular
monitoring of the fund position.

USAR funding incorporated into
Revenue Support Grant

Consultation, lobbying

Costs associated with maintaining
control resilience, changes to control
infrastructure.

Reserves, use of regional funding, control staffing

Costs associated with asset
management exceed capital funding.
Changes to capital grant allocation
mechanism

Reserves, prudential borrowing, robust bidding
processes

Lack of Government Capital Funding
Identified savings not achieved

Additional Prudential borrowing now built into the
budget
Reserves and Balances. Budget working group
and SMB monitoring

Major / sustained incident

Bellwin Scheme, reserves

ICT demands

Investment in resilience, reserves
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Appendix 7
Reserves Adequacy Analysis
Reserve

Purpose

Pension / Budget Pressure Reserve
PPE / ICP
To fund fluctuations in PPE costs
Replacement
following introduction of the
Reserve
Intergated Clothing project.
Control Resilience
To provide supplementary support
Reserve
for implementation of control
resilience programme
Premises / H&S
To fund critical Premises / H&S
Reserve critical works
works
Pension Reserve
Legal Fees Reserve
Community Safety
Reserve

Marketing &
Communications
Reserve
Auxillary Reserve
Capital Financing

Operational Fitness
Reserve

Document
Management
System Reserve
ESMCP Reserve

To fund fluctuations in ill health
retirements
Finance unexpected Legal Costs
To fund commitments to
commissioning services from the
voluntary sector and safety
campaigns
To support community safety
advertising campaigns and
initiatives.
To provide training and equipment
for auxiliary staff
To support funding of the future
Capital Progamme as a result of
reductions in Capital Grant and any
variations in expenditure.
To develop and implement fitness
assessment and delivery
programme including the
recruitment of a Physical training
instructor
To implement Corporate wide
document and email management
system to improve administration
and information security
Government grant to fund the new
Emergency Services Mobile
Communications Programme

Likelihood Impact

Equality and
Inclusivity Reserve
Improvement Reserve

Medical Intervention
Invest to Save Reserve

To fund additional cost of repair
works arising from increased
inspections
To fund medical interventions to
assist employees to return to work
To support implementation of new
procedures / ways of working

Earmarked Reserves
PFI Equalisation Fund
Total Earmarked
Reserves
Working Balance
Total Reserves
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31 March
2020
£'000

Medium

25

0

25

Medium

Medium

296

0

296

Medium

Medium

200

-100

100

High

Medium

320

0

320

Medium

Medium

100

0

100

High

Medium

34

Medium

Medium

28

-28

0

High

High

75

0

75

High

High

608

High

High

35

High

High

60

High

High

216

34

608

-35

0

60

-216

0

40

40

74

High

High

74

High

High

1,000

Airbus SC
Response Software
Strategic
Development
Software
Hydrants

MTFP
2019/20
£'000

Medium

Procurement
Reserve
To fund independent review to
inform the organisation's strategic
direction to reflect issues of culture
and inclusivity
To provide funding for Best Value
Improvement Programme

31 March
2019
£'000

-271

729

6

6

10

10

High

Medium

100

0

100

Medium

Medium

40

0

40

High

High

4,267
1,613

-650
0

3,617
1,613

5,880

-650

5,230

1,500
7,380

0
-650

1,500
6,730

1,000

1,000

Appendix 8
Review of Charges
Details of Services for which a charge can be made
Details of services for which a charge can be made

Area

Service

Charge?

Criteria /
Policy

Differentiate
Charge

1

Hiring out of
Equipment

Yes

N/A

No - but
potential

2

Inspection and
Testing

Yes

N/A

No

3

Containment
and clearance

Yes where no
humanitarian
issues

CFO

No - but
potential

4

Provision of
Removal of
water

CFO

No - but
potential

5

Effecting Entry

CFO

No - but
potential

6

Rescuing
Person from Lift

CFO

No - but
potential

7

Rescuing
Animals

No

N/A

No

8

Provison of
documents

Yes - with
consideration to
the freedom of
information act

N/A

No

9

Provision of
Training

Yes

CFO

No - but
potential

Yes

CFO

No - but
potential

No

N/A

No

No

N/A

No

N/A

N/A

No

N/A

No

N/A

N/A

N/A

N/A

N/A

N/A

N/A

10
11
12
13

14

Removal of
dangerous
structures
Giving of advice
Lifting of
incapacitated
person
Extinguishing
fires at sea
Provision advice
or services
related to the
operation of a
regional fire
control centre

Yes where no
humanitarian
issues
Yes where no
humanitarian
issues
Yes where no
humanitarian
issues
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Charge Basis
Rate
On a cost recovery
Sections 1 & 2. Non
basis with an
standard items to be
administration charge
costed on request.
On a cost recovery Section 2. Non standard
basis with an
items to be costed on
administration charge
request
A combination of
On a cost recovery
Section 1 and 2 charges
basis with an
dependant on additional
administration charge
materials used
On a cost recovery
basis with an
administration charge
On a cost recovery
basis with an
administration charge
On a cost recovery
basis with an
administration charge

Section 4

N/A

N/A

Section 1

Section 1

On a cost recovery Section 5 Non standard
basis with an
items to be costed on
administration charge
request
On a cost recovery
Individually costed in
basis with an
conjunction with service
administration charge
provider
Sections 1 & 2. Non
N/A
standard items to be
costed on request.
N/A
N/A

Appendix 9
Review of Charges
Charging Rates for 2019/20
Charging Rates for 2019-20
Service
Section 1
Appliances:
Major pumping appliance*
Other major appliance*
Light portable pump*
Ancillary vehicles*
NOTE:The above charges are inclusive of personnel, petrol, oil,
mileage & normal equipment
Section 2
Hose:
Testing per length*
Repairs (per patch)*
Couplings,bindings(per pair)*
Extinguishers:
Recharging foam type (each)
Pressure testing (each)
Salvage sheets:
Loan of (per sheet per week)*
Pumping Units:
Testing , including report (per unit)*
Miscellaneous equipment
Section 3
Other materials: e.g.
Spill safe (per litre)
Foam concentrate(per litre)
Radiation gloves (per pair)
Chemical protection suits (each)
Gas T suits (each)
45 gallon drum overbag
5 gallon drum overbag
HAZMAT bag
Charges updated regularly to reflect changes in cost
Section 4
Gaining access:
Fixed charge*
Section 5
FIRE INVESTIGATION/ FIRE SAFETY (NO VAT) - Minimum *
Incident Report
Fire Investigation Report
Interview (per officer for up to 1 hour - relevant hourly rate per
officer chargeable thereafter)
File search ( NO VAT): *
Basic written report - short
Basic written report - long
File search -short
File search - long
Visit & written response
Specialist or extended reports to be costed on an hourly basis to
recover costs. Client to be consulted in advance
* plus £32 administration fee

Admin fee
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Actual
2018/19

Proposed
2019/20

£451
£451
£244
£130

£463
£463
£251
£134

£58
£72
£66

£60
£74
£68

£58
£58

£60
£60

£58

£60

£113
price on request

£116
price on request

Current
Current
Current
Current
Current
Current
Current
Current

Cost
Cost
Cost
Cost
Cost
Cost
Cost
Cost

Current
Current
Current
Current
Current
Current
Current
Current

Cost
Cost
Cost
Cost
Cost
Cost
Cost
Cost

£187

£192

No charge
£116

No charge
£119

£116

£119

£48
£72
£47
£47
£151

£49
£74
£48
£48
£155

£32

£33

AVON FIRE AUTHORITY

10

MEETING:

Fire Authority

MEETING DATE:

13 February 2019

REPORT OF:

Temporary Interim Treasurer

SUBJECT:

Treasury Management and Capital Programme 20192023

1.

SUMMARY
The proposed Treasury Management Strategy and Plan for the period 20192023 is included at Appendix 1. The relevant limits and indicators are
detailed within the Executive Summary in paragraph 7 of this Appendix.
In addition to the Treasury Management Strategy and Plan the Fire Authority
is also required to set out its Treasury Management Policy in a clear
statement and this has been set out in paragraph 3.23 to 3.26.
The Capital Programme for the period 2019-2023 and proposed funding is
included in a separate report “Revenue Budget, MTFP and Capital
Programme” elsewhere on the agenda..
Members are required to consider the affordability and impact of the four year
Capital Programme, including the impact of past capital investment and
funding decisions. The affordability and impact are measured through a range
Prudential Indicators which are set out in paragraph 3.15.

2.

RECOMMENDATIONS
The Fire Authority is asked to:
a) Approve the Treasury Management Strategy and Plan 2019-2023,
including approving the relevant limits and indicators as set out in the
executive summary.
b) Approve the Treasury Management Policy Statement.
c) Approve the Prudential Indicators reflecting the 4 year Capital
Programme 2019/20 to 2022/23.
d) Note the Capital Programme 2019-2023, including slippage, and
proposed funding.
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e) Note the affordability and impact of the capital investment and option
appraisal decisions as detailed within the Prudential Code Indicators.
3.

BACKGROUND
Introduction

3.1.

The 4 year Capital Programme for 2019/20 to 2022/23 is included within the
Revenue Budget report considered elsewhere on the agenda to ensure the
revenue effects of this programme are included within the approved
2019/2020 Revenue Budget and Medium Term Financial Plan (MTFP).

3.2.

The Fire Authority has the power to borrow to fund capital schemes but,
before it uses these powers, it is required to determine whether or not it is
prudent to do so. The procedure for this is set out in the Prudential Code
which requires the Fire Authority to agree a range of prudential indicators
which consider the affordability and impact of capital expenditure decisions
and sets out the overall limits governing the treasury management activities.

3.3.

Treasury Management is defined by CIPFA as “the management of the
organisation’s borrowings, investments and cash flows, its banking, money
market and capital transactions; the effective control of the risks associated
with those activities; and the pursuit of optimum performance consistent with
those risks.”

3.4.

Elements of the Treasury Management function are undertaken on behalf of
the Fire Authority by Bristol City Council (BCC) under the guidance of the
Treasurer and in accordance with the terms of the Financial Services
Contract.
Capital Programme

3.5.

The following table sets out a summary of the proposed Capital Programme
2019/20 to 2022/23 which has been developed in accordance with the Fire
Authority’s proposed Service Plan. This table also sets out the proposed
funding for the Capital Programme. The revenue effects of this programme,
including those of prudential borrowing, have been included within the
proposed Revenue Budget and MTFP considered elsewhere on the agenda.
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Proposed Capital Programme 2019/20 to 2022/23 (including slippage)
Investment Area

2019/20

2020/21

2021/22

2021/22

Estates - General

£'000
356

£'000
300

£'000
300

£'000
600

200

600

700

Estates - Investing for the Future

2,960

4,750

4,800

1,440

Fleet

1,410

1,410

1,410

1,410

90

90

90

90

Estates - Bedminster Refurbishment

Operational Equipment
IT and Digital Technology
Total

800

800

800

200

5,816

7,950

8,100

3,740

Funded by
Grant
Capital Receipts

0

0

0

0

5,616

7,750

3,191

0

200

200

200

200

0

0

4,709

3,540

5,816

7,950

8,100

3,740

Revenue Contribution to capital
Prudential Code
Total

Note: The above programme will be adjusted to reflect actual slippage from 2018/19 once the
accounts have been finalised

3.6.

Capital schemes, by their general nature, are large projects which are likely to
take a significant period of time to complete and may well span different
financial years. The budget allocated to approved capital schemes will be for
the total cost of the scheme and not simply what is anticipated to be spent
during a particular financial year. This allows for the accurate monitoring of
expenditure against the agreed budget for that scheme.

3.7.

Where the budget allocated to a specific capital scheme is not spent in the
financial year then the Prudential Code enables funds to be slipped forward to
the following financial years automatically without the need for further
approval.

3.8.

Members have previously agreed that part of the capital receipt from the
disposal of the existing Headquarters site will be utilised to fund investment in
three potential sites at Avonmouth, Bath and Weston. It should be
emphasised that total costs of each of these schemes, as included within the
Capital Programme, are estimates at this stage and will be subject to change.
Detailed proposals and costings will be presented to Members for approval
for each of these major projects before final commitment is made, alongside
any changes to funding sources.
Prudential Borrowing and Funding

3.9.

As part of the Fire Authority’s ongoing Treasury Management Strategy and
Plan approved prudential borrowing to fund the Capital Programme has
continued to be deferred. This has been achieved by utilising internal sources
of funding which at the end of last financial year stood at £9.8m.

3.10. Excluding funding of the Joint Training Centre which is under a Private
Finance Initiative (PFI) arrangement, the Fire Authority’s underlying borrowing
requirement to fund its Capital Programme is shown in the table below:
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Underlying Capital Borrowing requirement (excluding PFI)
2019/20 2020/21 2021/22 2022/23
£'000
£'000
£'000
£'000
Brought forward
New expenditure funded by borrowing
Repayment (MRP + Addl)
Total

17,618
0
-1,053
16,565

16,565
0
-833
15,732

15,732
4,709
-823
19,618

19,618
3,540
-954
22,204

3.11. The previous table includes the impact of the estimated slippage from
2018/19 which impacts on the underlying capital borrowing requirement. The
proposed funding mix is analysed in the table below:
Analysis of Borrowing
2019/20 2020/21 2021/22 2022/23
£'000
Bristol City Council
Brought forward
Repaid
Balance

£'000

£'000

£'000

0
0
0

0
0
0

0
0
0

0
0
0

PWLB
Brought forward
Loan Maturities
New Loans
Balance

7,000
0
0
7,000

7,000
0
0
7,000

7,000
0
4,709
11,709

11,709
0
3,540
15,249

Internal

9,565

8,732

7,909

6,955

16,565

15,732

19,618

22,204

Total

3.12. In addition to mitigating the risks associated with lending surplus funds to
external counter parties the strategy of using internal resources to provide
funding for capital expenditure has produced substantial savings on capital
financing costs estimated to be around £250,000 per annum.
3.13. An analysis of the estimated available internal sources of funding over this
period is shown in the following table:
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Sources of available Internal funding \ Investments
2019/20 2020/21 2021/22 2021/22
£'000
£'000
£'000
£'000
Cash Backed Reserves etc
Fund Balance
Usable Revenue Reserves
Provisions
Capital Receipts Reserve
Capital Grants Unapplied
Amount available for funding \ investment
Required Bank balance for day to day activities
Amount available for capital funding \ investment
Amount used for capital funding
Amount available for short term investment

-1,500
-3,972
-590
-2,941

-1,500
-3,692
-590
-3,191

-1,500
-3,662
-590
0

-1,500
-3,662
-590
0

-9,003

-8,973

-5,752

-5,752

1,000

1,000

1,000

1,000

-8,003

-7,973

-4,752

-4,752

9,565

8,732

7,909

6,955

-1,562

-759

-3,157

-2,203

Prudential Code and Indicators
3.14. The Prudential Code recognises that, in making its capital investment
decisions, the Fire Authority must take into consideration its strategic
objectives included in Service Plan and asset management plans. The code
allows the Fire Authority to evaluate the funding options available to ensure
value for money.
3.15. The relevant indicators are shown in the following table:
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Prudential Indicators on IFRS
Basis - Incl PFI

Capital expenditure

2019/20
Estimated
£,000

2020/21
Estimated
£,000

2021/22
Estimated
£,000

2022/23
Estimated
£,000

5,816

7,950

8,100

3,740

External Debt Outstanding as at 31 March
Borrowing
Other long term liabilities
Total external debt
Deferred borrowing
Total external debt requirement

7,000
2,223
9,223
9,565
18,788

7,000
2,021
9,021
8,732
17,753

11,709
1,815
13,524
7,910
21,434

15,249
1,581
16,830
6,956
23,786

Capital Financing Requirement
CFR brought forward
Change during year
CFR at end of year

20,036
(1,248)
18,788

18,788
(1,035)
17,753

17,753
3,681
21,434

21,434
2,352
23,786

Financing costs as a % of Revenues
Revenues (£'000)
Financing costs (£'000)
Financing costs as a % of Revenues

43,071
1,196
2.78%

43,805
965
2.20%

44,818
1,161
2.59%

45,858
1,304
2.84%

Operational Boundary for external debt

18,788

17,753

21,434

23,786

Authorised Limit for external debt

19,788

18,753

22,434

24,786

6,899
101
562
7,562

6,623
377
(241)
6,759

6,623
5,086
2,157
13,866

6,358
8,891
1,203
16,452

Net external borrowing
Supported borrowing
Unsupported borrowing
Cash balances
Net external borrowing

3.16. Key points to note are:•

Capital Financing Requirement – the level of borrowing and long
term liabilities is estimated to gradually climb to a high of £23.8m in
2022/23.

•

The cost of financing debt is currently estimated to be fairly
constant over the period at around £1m, rising to £1.3m by 2022/23.
The utilisation of part of the capital receipt from the disposal of the HQ
site and the continuing delay in undertaking long term borrowing has
meant that the cost of financing debt is lower than previously forecast.
The target for debt as a percentage of revenues is 6% and it is
estimated that the Fire Authority will remain well within target during
the period.

•

The level of prudential debt - £7m of long term borrowing from
PWLB was undertaken in March 2015. External borrowing is
anticipated to increase to £15.2m by the end of 2022/23 and deferred
borrowing is anticipated to reduce to £7m by 2022/23, giving an
overall forecast level of borrowing of £22.2m by 2022/23.

•

Financing costs are contained within the Medium Term Revenue
Budget.
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•

Appendix 2 contains further clarification of the indicators and their
use.

Treasury Management
3.17. To ensure effective treasury management, the Fire Authority develops and
maintains:
•

An Annual Strategy and Plan outlining expected treasury activity.

•

A Treasury Management Policy Statement, stating the policies,
objectives and approach to risk management of its treasury
management activities (see below).

•

Suitable treasury management practices, setting out the manner in
which the Fire Authority will seek to achieve those policies and
objectives, and prescribing how it will manage and control those
activities.

Annual Treasury Management Strategy and Prudential Indicators
3.18. The Fire Authority’s strategy for the forthcoming 4 years is attached as
Appendix 1. A key requirement of this report is to explain both the risks, and
the management of the risks associated with the treasury function.
3.19. The Fire Authority has adopted the CIPFA publication Treasury Management
in the Public Services: Code of Practice and Cross-Sectoral Guidance Notes
revised in 2017.
3.20. There are four key Treasury Management indicators which limited treasury
activity. These are now included within the Strategy and Plan.
3.21. The key issues contained within the Strategy can be summarised as follows:
•

Interest Rate exposures (paragraphs 52 and 53) – this is concerned
with the balance between fixed and variable rate loans and the
associated risk in interest changes.

•

Maturity Structures (paragraphs 52 and 53) – concerning the profile
of loan repayment periods and associated risks of refinancing.

•

Investment Objectives (paragraph 26) – the prioritisation of key
objectives i.e. return v risk v liquidity which provides the strategic
direction.

•

Management of counterparty risk (paragraphs 38 - 51) - to
minimise the risk of loss on investments.

•

Liquidity (paragraphs 35) - to ensure adequate availability of funds to
meet short term needs as they arise.

•

Return on investments (paragraph 35) – to set out investment return
targets and performance.
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3.22. The Fire Authority has overall responsibility for the implementation and
regular monitoring of its treasury management policies and practices. The
responsibility for the execution and administration of these is delegated to the
Treasurer. Monitoring of performance against targets will be reported to
Members as part of the normal quarterly budget monitoring process.
Treasury Management Policy
3.23. The Fire Authority is required to set out its Treasury Management Policy in a
clear statement. As such the current policy can be summarised as follows.
3.24. The Fire Authority defines its treasury management activities as:
•

The management of the Fire Authority’s borrowings, investments and
cash flows.

•

Its banking, money market and capital market transactions.

•

The effective control of the risks associated with those activities.

•

The pursuit of optimum performance consistent with those risks.

3.25. The Fire Authority regards the successful identification, monitoring and control
of risk to be the prime criteria by which the effectiveness of its treasury
management activities will be measured. Accordingly, the analysis and
reporting of treasury management activities will focus on their risk implications
for the Fire Authority.
3.26. The Fire Authority acknowledges that effective treasury management will
provide support towards the achievement of its business and service
objectives. It is therefore committed to the principals of achieving value for
money in treasury management, and to employing suitable comprehensive
performance measurement techniques, within the context of effective risk
management.
Treasury Management Practices
3.27. The Treasury Management function is undertaken on behalf of the Fire
Authority by BCC in conjunction with the Finance Team, under the terms of a
Financial Services Contract. The current contract ended on 31 March 2018
and following an Invitation to Tender exercise undertaken in 2017, the Fire
Authority has awarded a new Financial Services contract to BCC with effect
from 1 April 2018. The new contract is for the period of three years with an
option to extend this for a further two years until March 2023.
4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
There are no specific issues arising from the content of this report. As the
details of any proposals for change are developed, such as for those included
within the Service Plan, due regard will be given to the potential impact on the
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organisation, its staff, and external agencies. The current and future forecasts
set out above will need careful managing over the medium term.
4.2.

Financial Implications
The financial impact of the Capital Programme for 2019 - 2023 has been
included within the Revenue Budget 2019/20 and MTFP and has been
assessed to ensure that proposals are both affordable and sustainable.

4.3.

Legal Implications
The Fire Authority must determine its capital investment decisions prudently
and comply with the Prudential Code and the revised CIPFA Code of Practice
for Treasury Management in the Public Services.

4.4.

Equality & Diversity Implications
The Capital Programme supports a range of equalities work and initiatives.

4.5.

Corporate Risk Assessment
There are many risks associated with the Capital Programme, funding and
financial impacts, and the Treasury Management activity. These are set out
within the report. The risks are reduced by ensuring that:

4.6.

•

Options appraisals are undertaken for all significant capital projects to
demonstrate value for money.

•

Asset Management Plans and Policies are in place to demonstrate
stewardship of the Fire Authority’s assets.

•

Strategic planning
prioritisation.

•

External borrowing implications are considered to demonstrate
prudence.

•

An achievable and realistic forward plan is in place.

is

undertaken

to

demonstrate

objectives

Environmental/Sustainability Implications
The Capital Programme supports a range of environmental work and
initiatives.

4.7.

Health & Safety Implications
The Capital Programme supports a range of Health and Safety staff and
initiatives.

4.8.

Crime & Disorder Implications
None.
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4.9.

Data Protection Implications
None.

5.

BACKGROUND PAPERS
Held within the Finance Department

6.

7.

APPENDICES
1.

Treasury Management Strategy and Plan 2019-2023

2.

Prudential Code Explanations

REPORT CONTACT
Kevin Woodward, Temporary Treasurer.
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Appendix 1

Avon Fire Authority
TREASURY MANAGEMENT
STRATEGY AND PLAN
2019/20 -2022/23
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TREASURY MANAGEMENT STRATEGY AND PLAN
INTRODUCTION
1. Treasury Management is defined as the management of the Fire Authority’s
borrowing, investments and cash flows, its banking, money market and capital
market transactions; the effective control of the risks associated with those
activities; and the pursuit of optimum performance consistent with those risks.
2. In accordance with the terms of the Financial Services Contract elements of
the Treasury Management Function is undertaken on behalf of the Avon Fire
Authority by Bristol City Council under the guidance of the Treasurer. The
current contract ended on 31 March 2018 and following an Invitation to
Tender exercise undertaken in 2017, the Fire Authority has awarded a new
Financial Services contract to BCC with effect from 1 April 2018. The new
contract is for the period of three years with an option to extend this for a
further two years until March 2023.
3. Local Authorities treasury activities are strictly regulated by statutory
requirements and a professional code of practice (the CIPFA Code of Practice
on Treasury Management). The Fire Authority has adopted the CIPFA
publication Treasury Management in the Public Services: Code of Practice
and Cross-Sectoral Guidance Notes revised in 2017.
4. The Fire Authority regards the successful identification, monitoring and control
of risk to be the prime criteria by which the effectiveness of its treasury
management activities will be measured. Accordingly, the analysis and
reporting of treasury management activities will focus on their risk implications
for the Fire Authority.
5. The Fire Authority acknowledges that effective treasury management will
provide support towards the achievement of its business and service
objectives. It is therefore committed to the principals of achieving value for
money in treasury management, and to employing suitable comprehensive
performance measurement techniques, within the context of effective risk
management.
6. Revised reporting is required for the 2019/20 reporting cycle due to revisions
of the Ministry for Housing, Communities and Local Government (MHCLG)
Investment Guidance, the MHCLG Minimum Revenue Provision (MRP)
Guidance, the CIPFA Prudential Code and the CIPFA Treasury Management
Code. The primary reporting changes include the introduction of a capital
strategy, to provide a longer-term focus to the capital plans, and greater
reporting requirements surrounding any commercial activity undertaken under
the Localism Act 2011. The capital strategy will be reported to the next
meeting of the Fire Authority in March 2019.
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EXECUTIVE SUMMARY
7. The key limits and indicators which are included within the Fire Authority’s
Treasury Management Strategy and Plan are summarised in the table below.

Key Treasury Management limits and indicators
1 The Fire Authority has adopted the CIPFA publication Treasury
Management in the Public Services: Code of Practice and
Cross-Sectoral Guidance Notes revised in 2017.

Reference
Para 3

2 Borrowing

Limits
on fixed
Limits
on
variable

2017/18
Upper
100%

2018/19
Upper
100%

2019/20
Upper
100%

2020/21
Upper
100%

2021/22
Upper
100%

30%

30%

30%

30%

30%

Paras
52 & 53

Maturity Structure of fixed interest rate
Lower
Upper
Under 12 months
0%
30%
12 months to 2
0%
40%
years
2 years to 5 years
0%
40%
5 years to 10 years
0%
50%
10 years and
25%
100%
above
3 Investments
Key Objectives:
i.

Para 26

Safeguarding the re-payment of the principal and interest
of its investments on time

ii. Liquidity – adequate cash resources, borrowing
arrangements, overdraft or standby facilities are available,
to achieve the Fire Authority’s business/service objectives
iii. The investment return
The Fire Authority’s over-riding risk consideration has always
been that of counterparty security risk and this is even more
relevant in the current economic investment climate.

Counterparty risk
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Rating

Banks 1 Higher Quality
Banks 1 Medium
Quality
Banks 1 Lower Quality
Banks 2 – part
nationalised
Limit 3 Category –
Bristol City Council’s
banker (not meetings
bank1 / 2 )
Other Institutions limit*
DMADF
Local authorities
Money Market Funds

Time Limit

AAA
AA-

Money
Limit
£m
£5m
£2m

An/a

£1m
£15m

1 Year
1 Year

-

£100k

liquid

£10m
unlimited
£10m
£10m

1 Year
1 year
5 years
liquid

AAA
AAA

Paras
38-51

5 years
3 years

(Including CNAV, LVNAV &
VNAV)

*The Other Institution Limit will be for Gilt and
Supranational investments. These are all considered high
quality names. No limit applies to investments with BCC. Para 44
Para 35

Liquidity
Bank overdraft - £0.1m (this facility will only be utilised for
short periods)
Liquid short-term deposits of at least £1.5m available
within a week.
The Weighted Average Life benchmark is expected to be
a minimum of a day with a maximum of 3 years.
4 Return on investments
The Fire Authority’s benchmark for return on investments is
the 7 day LIBID rate
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Para 35

ECONOMIC FORECAST AND INTEREST RATE MOVEMENTS
8. Bristol City Council, the Fire Authority’s Treasury Management advisors, in
conjunction with their professional advisors have provided the following
forecast:
The expected movement in interest rates are detailed the table below:
Bank

31-Mar-19
31-Mar-20
31-Mar-21
31-Mar-22

Rate
%
0.75
1.25
1.50
2.00

PWLB
rates
5 year
%
2.10
2.30
2.60
2.80

10 year
%
2.50
2.80
3.00
3.20

25 year
%
2.90
3.20
3.40
3.60

50 year
%
2.70
3.00
3.20
3.40

The current economic outlook and structure of market interest rates and
government debt yields have several key treasury management implications:
•

Counterparty risks appear to have eased but market sentiment
remains changing and economic forecasts uncertain.

•

Investment returns are likely to remain relatively low during 2019/20
but to be on a gently rising trend over the next few years.

•

Borrowing interest rates have been volatile so far during 2018/19 and
have increased sharply since the summer.

•

The overall longer run trend is for gilt yields and PWLB rates to rise
gently.

•

The policy of avoiding new borrowing by running down spare cash
balances, has served well over the last few years. However, this will
be contunually reviewed to avoid incurring higher borrowing costs in
later times when the Fire Authority will not be able to avoid new
borrowing to finance capital expenditure and/or to refinance maturing
debt;

•

There will remain a cost of carry to any new long-term borrowing that
causes a temporary increase in cash balances as this position will,
most likely, incur a revenue cost – the difference between borrowing
costs and investment returns.

Further commentary on economic outlook can be found in Annex 1b to this
Appendix
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BORROWING STRATEGY 2019/20 - 2022-23
9. The current cash flow forecasts, which includes the remainder of the capital
receipt from the disposal of the HQ site, show that the Fire Authority will not
have an increase it its borrowing requirement until 2021/22. This reflects the
fact that the Capital Receipts Reserve (sale of former HQ at Temple) will be
utilised to fund expenditure until that time.
10. At the end of 2018/19 it is estimated that the Fire Authority will have deferred
borrowing of £10,618,000 forecast to reduce to £6,955,000 by the end of
2022/23. The most significant consideration from a treasury management
perspective is the timing and duration of that borrowing. Should the financial
environment change and borrowing is deemed advantageous the Fire
Authority will seek to borrow long-term loans (25 year) below a target rate of
3.00% and short-term medium term (10–15 year) loans below a target rate of
2.50%.
11. The uncertainty over future interest rates increases the risks associated with
treasury activity. As a result the Fire Authority will take a cautious approach to
its treasury strategy.
12. The Fire Authority is currently maintaining an under-borrowed position. This
means that the capital borrowing need (the Capital Financing Requirement)
has not been fully funded with loan debt as cash supporting the Fire
Authority’s reserves, balances and cash flow has been used as a temporary
measure. This strategy is prudent as investment returns are low and
counterparty risk is relatively high.
13. Against this background and the risks within the economic forecast, caution
will be adopted with the 2019/20 treasury operations. The Treasurer will
monitor interest rates in financial markets and adopt a pragmatic approach to
changing circumstances:
•

if it was felt that there was a significant risk of a sharp FALL in long and
short term rates (e.g. due to a marked increase of risks around relapse into
recession or of risks of deflation), then long term borrowings will be
postponed, and potential rescheduling from fixed rate funding into short
term borrowing will be considered.

•

if it was felt that there was a significant risk of a much sharper RISE in long
and short term rates than that currently forecast, perhaps arising from an
acceleration in the start date and in the rate of increase in central rates in
the USA and UK, an increase in world economic activity or a sudden
increase in inflation risks, then the portfolio position will be re-appraised.
Most likely, fixed rate funding will be drawn whilst interest rates are lower
than they are projected to be in the next few years

14. Any decisions will be reported to Members at the next available opportunity.
•

Long-term and short term fixed interest rates are expected to rise modestly
over the medium term. The Treasurer, under delegated powers, will take
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the most appropriate form of borrowing depending on the prevailing interest
rates at the time, taking into account the risks shown in the forecast above.
It is likely that shorter term fixed rates may provide lower cost opportunities
in the short/medium term.
•

The option of postponing borrowing and running down investment balances
strategy has been applied throughout 2018/19, and this approach will
continue to be applied in future years until balances are reduced to
adequate liquidity requirements unless it was felt that there was a
significant risk of a sharp rise in interest rates. The level of prudential
borrowing in future years will be largely dependent on the progress made
on the investment in the three potential sites at Avonmouth, Bath and
Weston, identified within the IRMP, and the level and timing of the capital
receipt achieved from the disposal of the existing headquarters site.

•

The Fire Authority’s borrowing strategy will give consideration to new
borrowing in the following ways:
-

The cheapest borrowing will be internal borrowing by running down cash
balances and foregoing interest earned at historically low rates.
However, in view of the overall forecast for long term borrowing rates to
increase over the next few years, consideration will also be given to
weighing the short term advantage of internal borrowing against
potential long term costs if the opportunity is missed for taking loans at
long term rates which will be higher in future years;

-

PWLB loans for up to 10 years where rates are expected to be
significantly lower than rates for longer periods. This offers a range of
options for new borrowing, which will spread debt maturities away from
a concentration in longer dated debt;

-

PWLB loans in excess of 10 years where rates are considered to be low
and offer the Fire Authority the opportunity to lock into low value longterm finance;

-

Long term fixed rate market loans at rates significantly below PWLB
rates for the equivalent maturity period (where available) and to
maintaining an appropriate balance between PWLB and market debt in
the debt portfolio;

-

Long term borrowing from the Municipal Bond Agency if available and
appropriate and rates are lower than those offered by the Public Works
Loan Board (PWLB).

-

Rates are expected to increase marginally during the year so the timing
of new borrowing will be considered with the appropriate treasury
management risks;

15. At this stage it is anticipated that there will be no new borrowing until 2021/22
This will be dependent on the timing of contract payments relating to the
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progress made on the investment in the three potential sites at Avonmouth,
Bath and Weston. The position will continue to be closely monitored.
New Borrowing Net of Repayments
2019/20 2020/21 2021/22 2022/23
£'000
£'000
£'000
£'000
New Borrowing
Repayments
Net New Borrowing

0
-1,053
-1,053

0
-833
-833

4,709
-823
3,886

16. Temporary Borrowing - The Fire Authority will seek to undertake temporary
borrowing (less than one year) loans to cover day-to-day cashflow
requirements as and when required. Such a decision will be based on the
availability of and access to cash in deposit account(s) and money market
funds (held with Bristol City Council) to cover the cashflow requirement, whilst
also considering the most efficient method for the Fire Authority.
17. The Treasurer will be kept informed of any temporary loans outstanding by
BCC. If required an interim temporary loans strategy will be developed by BCC
and agreed by the Treasurer.
18. Policy on Borrowing in Advance of Need - The Fire Authority will not borrow
more than or in advance of its needs purely in order to profit from the
investment of the extra sums borrowed. Any decision to borrow in advance will
be within forward approved Capital Financing Requirement estimates, and will
be considered carefully to ensure that value for money can be demonstrated
and that the Fire Authority can ensure the security of such funds.
19. In determining whether borrowing will be undertaken in advance of need the
Fire Authority will:
•

ensure that there is a clear link between the capital programme and
maturity profile of the existing debt portfolio which supports the
need to take funding in advance of need

•

ensure the ongoing revenue liabilities created, and the implications
for the future plans and budgets have been considered

•

evaluate the economic and market factors that might influence the
manner and timing of any decision to borrow

•

consider the merits and demerits of alternative forms of funding

•

consider the alternative interest rates available, the most
appropriate borrowing period and repayment profiles to use

•

consider the impact of borrowing in advance on temporarily (until
required to finance capital expenditure) increasing investment cash
balances and the consequent increase in exposure to counterparty
risk, and other risks, and the level of such risks given the controls in
place to minimise them.
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3,540
-954
2,586

20. Any decision to borrow in advance will be within forward approved Capital
Financing Requirement estimates, and will be considered carefully to ensure
that value for money can be demonstrated and that the Fire Authorityl can
ensure the security of such funds.
21. Risks associated with any borrowing in advance activity will be subject to prior
appraisal and subsequent reporting through the mid-year or annual reporting
mechanism.
22. Debt Rescheduling - Prior to 2014/15 all long term borrowing was undertaken
through BCC using a “Pool Rate” system. This allowed the Fire Authority to
have a relatively stable long term interest rate structure and debt profile which
would not otherwise have been easily achievable. Now that this relatively
stable base has been achieved the Treasurer will determine the most suitable
method of borrowing for all future borrowings in accordance with the
established borrowing limits.
INVESTMENT STRATEGY - 2019/20 - 2022/23
23. Current Strategy 2018/19- The current investment strategy is to invest all day
to day cash balances in Bristol City Council (BCC), the Fire Authority’s
Financial Services provider, which effectively is at zero risk. Interest is then
paid on these balances based on the 7 day LIBID rate which is currently
0.58%. In addition the Fire Authority strategy is to postpone additional new
borrowings and fund the existing capital programme by utilising cash
balances. This enables the Fire Authority to reduce its cash balances and thus
reduce counterparty risk exposure as well as providing a hedge against the fall
in investments returns. Where the cashflow analysis identifies balances
exceeding £1.5m for a period of more than 30 days the Treasurer will consider
investing an amount in accordance with the limits set out in Annex B1 with UK
financial institutions that meet BCC’s recommended approved credit rating
criteria as well as those institutions that have been part/semi/fully nationalised
by the UK Government.
24. The MHCLG and CIPFA have extended the meaning of ‘investments’ to
include both financial and non-financial investments. This report deals solely
with financial investments, (managed for Treasury purposes).
25. The Fire Authority’s investment policy has regard to the CLG’s Guidance on
Local Government Investments (“the Guidance”) and the 2017 revised CIPFA
Treasury Management in Public Services Code of Practice and Cross Sectoral
Guidance Notes (“the CIPFA TM Code”).
26. Key Objectives - The Fire Authority’s investment strategy primary objectives
are:
i.

Safeguarding the re-payment of the principal and interest of its
investments on time;

Page 111

ii. Liquidity – adequate cash resources, borrowing arrangements,
overdraft or standby facilities are available, to achieve the Fire
Authority’s business/service objectives.
iii. The investment return
The Fire Authority’s over-riding risk consideration has always been that of
counterparty security risk and this is even more relevant in the current
economic investment climate.
27. Interest Rate Outlook – On the assumption that the UK and EU agree a
Brexit deal in spring 2019, then Bank Rate is forecast to increase steadily but
slowly over the next few years to reach 2.00% by quarter 1 2022. Bank Rate
forecasts for financial year ends (March) are:
•

2018/19

0.75%

•

2019/20

1.25%

•

2020/21

1.50%

•

2021/22

2.00%

28. The overall balance of risks to economic growth in the UK is probably neutral.
The balance of risks to increases in Bank Rate and shorter term PWLB rates,
are probably also neutral and are dependent on how strong GDP growth turns
out, how slowly inflation pressures subside, and how quickly the Brexit
negotiations move forward positively.
29. The Fire Authority will avoid locking into longer term deals while investment
rates are down at historically low levels unless attractive rates are available
with counterparties of particularly high creditworthiness which make longer
term deals worthwhile and within the risk parameters set by this Fire Authority.
30. The budget for interest on investments is as follows:
•

2019/20

£88k

•

2020/21

£60k

•

2021/22

£42k

•

2022/23

£42k

Note: The timing of the final capital receipt from the disposal of the HQ
site, progress made on the investment in the three potential sites at
Avonmouth, Bath and Weston and any new borrowing will have a material
impact on the above budgets and the Treasurer will monitor the position
closely.
31. For its day to day cash flow generated balances, the Fire Authority will seek to
invest all of these with Bristol City Council (BCC), the Fire Authority’s Financial
Services provider, which effectively is at zero risk. Where cash balances
exceed £1.5m for more than 30 days surplus cash may be invested with a
credit worthy financial institution that meets the Fire Authority’s lending criteria
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in the form of long-dated fixed term deposits in order to benefit from the
compounding of interest.
32. Risk Benchmarking –. Yield benchmarks are currently widely used to assess
investment performance including discrete security and liquidity benchmarks.
33. These benchmarks are simple targets (not limits) and so may be breached
from time to time, depending on movements in interest rates and counterparty
criteria. The purpose of the benchmark is that the Fire Authority will monitor
the current and trend position and amend the operational strategy depending
on any changes. Any breach of the benchmarks will be reported, with
supporting reasons in the quarterly monitoring reports or Annual Report.
34. Security - The Fire Authority’s maximum security risk benchmark for the
current cash investments, when compared to these historic default tables, is:
•

0.00% Bristol City Council

In respect of the other financial institutions that meet Bristol City Council’s
approved credit rating criteria, BCC advise that their historic default table is:
•

0.00% (AAA rated) to 0.05% (A rated) historic risk of default when
compared to the whole portfolio.

35. Liquidity – All cash balances are currently invested with BCC and are available
on demand.
For liquidity and cash flow purposes the Fire Authority’s balances are
aggregated with those of BCC and are managed by them on a day to day
basis.
•

Bank overdraft - £0.1m (this facility will only be utilised for short periods)

•

Liquid short-term deposits of at least £1.5m available within a week.

•

The Weighted Average Life benchmark is expected to be a minimum of a
day with a maximum of 3 years.

The above limits will include the liquidity requirements for the Fire Authority.
36. Yield - Local measures of yield benchmarks are:
•
•

Investments – 7 day LIBID rate
Debt Borrowing – average rate of interest compared to 25 year PWLB
rate.

•

Debt – Average rate movement year on year.

37. The security benchmark used by BCC for each individual year is:
Maximum
Credit Risk

1 year
0.05%

2 years
0.15%

3 years
0.28%

4 years
0.42%

5 years
0.59%

Note: This benchmark is an average risk of default measure, and would not
constitute an expectation of loss against a particular investment.
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As previously indicated the risk of default for the Fire Authority’s cash balance
investments in BCC is effectively zero. The above benchmark would be
applicable if the Fire Authority chose to revise its current investment strategy.
38. Investment Counterparty Selection Criteria - The primary principle
governing the Fire Authority’s investment criteria is the security of its
investments, although the yield or return on the investment is also a key
consideration. After this main principle the Fire Authority will ensure:
•

It maintains a policy covering both the categories of investment types it
will invest in, criteria for choosing investment counterparties with
adequate security, and monitoring their security. This is set out in the
Specified and Non-Specified investment sections below.

•

It has sufficient liquidity in its investments. For this purpose it will set
out procedures for determining the maximum periods for which funds
may prudently be committed. These procedures also apply to the Fire
Authority’s prudential indicators covering the maximum principal sums
invested.

39. As part of the Treasury Management service BCC maintain a counterparty list
in compliance with the following criteria. The criteria are monitored and will be
revised if necessary and submitted to the Fire Authority for approval. The
criteria are separate to that which chooses Specified and Non-Specified
investments as it provides an overall pool of counterparties considered high
quality that the Fire Authority may use rather than defining what its
investments are.
40. The minimum rating criteria uses the lowest common denominator method of
selecting counterparties and applying limits. This means that the application of
the agreed minimum criteria will apply to the lowest available rating for any
institution. For instance if an institution is rated by two agencies, one meets
the minimum criteria, the other does not, that institution will fall outside the
lending criteria. This is in compliance with a CIPFA Treasury Management
Panel recommendation in March 2009 and the CIPFA Treasury Management
Code of Practice.
41. Credit rating information is supplied to BCC, by their treasury consultants, on
all active counterparties that comply with the criteria below. Any counterparty
failing to meet the criteria would be omitted from the counterparty (dealing) list
maintained by BCC. Any rating changes, rating watches (notification of a likely
change), rating outlooks (notification of a possible longer term change) are
provided to BCC’s officers almost immediately after they occur and this
information is considered before dealing. For instance a negative rating watch
applying to a counterparty at the minimum approved criteria could result in that
counterparty being suspended from use, with all others being reviewed in light
of market conditions and the applicable action taken by BCC’s treasury
management team.
42. The criteria for providing a pool of high quality investment counterparties (both
Specified and Non-specified investments) is:
•

Banks 1 - Good Credit Quality – BCC only use banks which:
i. Are UK banks;
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ii. Are non-UK and domiciled in a country which has a minimum
Sovereign long term rating of AAAnd have, as a minimum, the following Fitch (or equivalent Moody’s
and Standard and Poors) credit ratings (where rated):
i. Short Term – F1 (or equivalent)
ii. Long Term – A- (or equivalent)
•

Banks 2 – Part nationalised UK banks –Royal Bank of Scotland
(including subsidiaries). This bank can be included if they continue to
be part nationalised or they meet the ratings in Banks 1 above.

•

Banks 3 – BCC’s own banker for transactional purposes if the bank
falls below the above criteria, although in this case balances will be
minimised in both monetary size and time.

•

Bank Subsidiary and Treasury Operations – BCC will use these where
the parent bank has the necessary ratings outlined above.

•

Building Societies – BCC will use all Societies which:

•

i. Meet the ratings for banks outlined above;
Money market funds (CNAV Constant Net Asset Value) – AAA rated
(sterling)

•

Money Market Funds (LVAV Low Volatility Asset Value) – AAA rated
(sterling)

•

Money Market Funds (VNAV Variable Net Asset Value) – AAA rated
(sterling)

•

UK Government (including gilts and the DMADF)

•

Local Authorities, Parish Councils etc.

•

Supranational institutions

BCC apply a limit of £100m to the use of Non-Specified investments. The limit
applied for the Fire Authority is £10m.
43. Country and sector considerations - Due care will be taken to consider the
country, group and sector exposure of investments. In part the country
selection will be chosen by the credit rating of the Sovereign state in Banks 1
above. In addition:
•

no more than 25% will be placed with any non-UK country at any time;

•

limits in place above will apply to Group companies;

•

Sector limits will be monitored regularly for appropriateness.

44. Use of additional information other than credit ratings – Additional
requirements under the Code require the Authority to supplement credit rating
information. Whilst the application of credit ratings provides the pool of
appropriate counterparties, before making any specific investment decisions,
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BCC’s officers will also apply additional operational market information. This
additional market information (for example Credit Default Swaps (CDS),
negative rating watches/outlooks) will be applied to compare the relative
security of differing investment counterparties.
Time and Monetary Limits applying to Investments – Based upon the time
and monetary limits set by BCC for institutions on their Counterparty List the
time and monetary limits for the Fire Authority are as follows (these will cover
both Specified and Non-Specified Investments). The table illustrates the
long-term credit ratings:
Fitch

Banks 1 Higher Quality
Banks 1 Medium Quality
Banks 1 Lower Quality
Banks 2 – part nationalised
Limit 3 Category – Bristol
City Council’s banker (not
meetings bank1 / 2 )
Other Institutions limit*
DMADF
Local authorities
Money Market Funds

(or equivalent)
AAA
AAAn/a
-

AAA
AAA

Money
Limit
£m
£5m
£2m
£1m
£15m
£100k

Time Limit

£10m
unlimited
£10m
£10m

1 Year
1 year
5 years
liquid

5 years
3 years
1 year
1 Year
liquid

(Including CNAV, LVNAV, VNAV)

*The Other Institution Limit will be for Gilt and Supranational investments.
These are all considered high quality names. No limit applies to investments
with BCC.
45. The proposed criteria for Specified and Non-Specified investments are shown
in Annex B1 for approval.
46. In the normal course of cash flow operations it is expected that both Specified
and Non-specified investments will be utilised for the control of liquidity as both
categories allow for short-term investments.
47. The use of longer-term instruments (greater than one year from inception to
repayment) will fall in the Non-specified investment category. These
instruments will only be used where the Fire Authority’s liquidity requirements
are safeguarded. This will also be limited by the longer-term investment limits.
48. Economic Investment Considerations - Expectations on shorter-term interest
rates, on which investment decisions are based, show likelihood of the current
0.58% rising marginally over the medium term. The Fire Authority’s
investment and borrowing decisions are based on comparisons between the
rises priced into market rates with those forecast by BCC and their advisers.
49. The Fire Authority will avoid locking into longer term deals while investment
rates are down at historically low levels unless attractive rates are available
with counterparties of particularly high creditworthiness which make longer
term deals worthwhile and within the risk parameters set.
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50. The criteria for choosing counterparties set out above provide a sound
approach to investment in “normal” market circumstances. Whilst Members
are asked to approve this base criteria above, under exceptional market
conditions the Director of Finance Assurance and Asset Management and
Treasurer may temporarily restrict further investment activity to those
counterparties considered of higher credit quality than the minimum criteria set
out for approval. These restrictions will remain in place until the market
returns to “normal” conditions. Similarly the time periods for investments will
be restricted.
51. The Fire Authority normally invests with BCC, who are considered to be zero
risk, although investments have previously been made with a counterparties
classified under category “Bank 1” identified above. Other restrictions could be
the greater use of the Debt Management Deposit Account Facility (DMADF – a
Government body which accepts local authority deposits), Money Market
Funds, guaranteed deposit facilities and strongly rated institutions offered
support by the UK Government.
Treasury Management Limits on Activity
52. There are three debt related treasury activity limits. The purpose of these are
to contain the activity of the treasury function within certain limits, thereby
managing risk and reducing the impact of an adverse movement in interest
rates. However if these are set to be too restrictive they will impair the
opportunities to reduce costs/improve performance. The indicators are:
•

Upper limits on variable interest rate exposure 30%– This identifies a
maximum limit for variable interest rates based upon the debt position
net of investments

•

Upper limits on fixed interest rate exposure 100%- Similar to the
previous indicator this covers a maximum limit on fixed interest rates.

•

Maturity structures of borrowing – These gross limits are set to reduce
the Fire Authority’s exposure to large fixed rate sums falling due for
refinancing, and are required for upper and lower limits.

53. The relevant limits for the Fire Authority are:
Interest rate exposures
2019/20 2020/21 2021/22 2022/23
£'000
£'000
£'000
£'000
Upper
Upper Upper Upper
Limits on fixed interest rates based on net debt
100%
100%
100%
100%
Limits on variable interest rates based on net debt
30%
30%
30%
30%
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Maturity Structure of fixed interest rate borrowing 2019/20.
Under 12 months
12 months to 2 years
2 years to 5 years
5 years to 10 years
10 years and above
Maximum principal sums invested > 364 days
Principal sums invested > 364 days

£10m

£10m

Lower
0%
0%
0%
0%
25%

Upper
30%
40%
40%
50%
100%

£10m

£10m

Performance Indicators
54. The Code of Practice on Treasury Management requires the Fire Authority to
set performance indicators to assess the adequacy of the treasury function
over the year. These are distinct historic indicators, as opposed to the
prudential indicators, which are predominantly forward looking. Examples of
performance indicators often used for the treasury function are:
•

Debt – Borrowing - average rate of interest compared to 25 year PWLB
rate

•

Debt – Average rate movement year on year

•

Investments – Internal returns above the 7 day LIBID rate

The results of these indicators will be reported in the Treasury Annual Report.
Treasury Management Advisers
55. The Fire Authority use BCC to carry out its treasury management function
under the terms of a financial services contract. BCC use Link Asset Services
as their treasury management consultants and they provide a range of
services which include:
•

Technical support on treasury matters, capital finance issues and the
drafting of Member reports;

•

Economic and interest rate analysis;

•

Debt services which includes advice on the timing of borrowing (ad hoc
basis);

•

Debt rescheduling advice surrounding the existing portfolio;

•

Generic investment advice on interest rates, timing and investment
instruments;

•

Credit ratings/market information service comprising the three main credit
rating agencies;

56. Although BCC carry out the treasury management function on behalf of the
Fire Authority, under current market rules and the CIPFA Code of Practice the
final decision on treasury matters remains with the Fire Authority. The
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performance of the services provided under the terms of the financial services
contract is subject to regular review.
Member and Officer Training
57. The increased Member consideration of treasury management matters and
the need to ensure officers dealing with treasury management are trained and
kept up to date requires a suitable training process for Members and officers.
BCC has addressed this important issue by:
a. Organising a Member training session on the basics of treasury
management.
b. Widening training opportunities offered through Bristol City Council’s
treasury management advisors to include Internal Audit staff involved
in auditing the treasury management function and the Executive
Member with the responsibility for treasury management.
The Treasury Management Role of the Section 112 Officer
58. The Section 112 officer is responsible for:
• Recommending clauses, treasury management policy/practices for
approval, reviewing the same regularly, and monitoring compliance;
• submitting regular treasury management policy reports;
• submitting budgets and budget variations;
• receiving and reviewing management information reports;
• reviewing the performance of the treasury management function;
• ensuring the adequacy of treasury management resources and skills,
and the effective division of responsibilities within the treasury
management function;
• ensuring the adequacy of internal audit, and liaising with external audit;
• recommending the appointment of external service providers.
Local Issues
59. Summary of Risk Management Procedures in Operation- the Fire Authority
has adopted the Lowest Common Denominator (LCD) approach to its
counterparty management. As a result all three credit rating agencies (Fitch,
Moodys and Standard and Poors) are used to develop the list of approved
counterparties.
60. BCC on behalf of the Fire Authority has and will continue to act upon rating
watches that signal imminent or future rating changes. These notifications are
issued automatically by BCC’s treasury management advisors upon a credit
rate change.
61. BCC has adopted the use of Credit Default Swap (CDS) prices and has
incorporated such information into its lending list. The information is made
available on its treasury management advisor’s website on a daily basis. Due
to the fact that CDS are tradeable derivative instruments, caution should be
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used when interpreting the prices as these can be influenced by the supply
and demand of market participants.
62. Good practice, knowledge, experience and information are shared with the
Core Cities Treasury Management Group, as well as with the Ex-Avon
Authorities Treasury Management Group with both Groups meeting on a
regular basis.
63. Member Reporting- The Treasury Management Code of Practice requires
reports to be submitted to members as follows:
a. Annual Strategy (including Investment Strategy)
b. Mid year report
c. Annual report
d. Additional reporting (for scrutiny purposes)
e. Treasury management indicators (previously included within the
Prudential Code Indicators)
64. The Fire Authority will meet the requirements of the above reporting by
implementing the table below:
Reports

Reporting date

Annual Strategy

February \ March

Quarterly budget monitoring reports

September, December
and March

Annual Report (for previous financial year)

July

Nominated Scrutiny Committee For Treasury Management Decisions
65. The General Purposes Committee will be responsible for ensuring effective
scrutiny of the treasury management strategy and policies
Ethical Investment Policy
66. At present the Fire Authority does not have an Ethical Investment Policy on
the grounds that it would not be workable and there is no requirement to have
such a policy. Bristol City Council Cabinet approved BCC’s policy on the 15th
December 2011(updated 2015), and consideration will be given to this policy
when making investment decisions.
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Annex 1a
Treasury Management Practice (TMP) 1 (5) – Credit and Counterparty Risk
Management

The CLG issued Investment Guidance in 2018, and this forms the structure of the
Fire Authority’s policy below. These guidelines do not apply to either trust funds or
pension funds which are under a different regulatory regime.
The key intention of the guidance is to maintain the current requirement for local
authorities to invest prudently, and that priority is given to security and liquidity
before yield. In order to facilitate this objective the guidance requires this Fire
Authority to have regard to the CIPFA publication Treasury Management in the
Public Services: Code of Practice and Cross-Sectoral Guidance Notes. This Fire
Authority has adopted the Code and will apply its principles to all investment activity.
In accordance with the Code, the Treasurer has produced its treasury management
practices (TMPs). This part, TMP 1(5), covering investment counterparty policy
requires approval each year.
Annual Investment Strategy - The key requirements of both the Code and the
investment guidance are to set an annual investment strategy, as part of its annual
treasury strategy for the following year, covering the identification and approval of
following:
•
•
•

•

The strategy guidelines for choosing and placing investments, particularly
non-specified investments.
The principles to be used to determine the maximum periods for which
funds can be committed.
Specified investments the Fire Authority will use. These are high security
(i.e. high credit rating, although this is defined by the Fire Authority, and no
guidelines are given), and high liquidity investments in sterling and with a
maturity of no more than a year.
Non-specified investments, clarifying the greater risk implications,
identifying the general types of investment that may be used and a limit to
the overall amount of various categories that can be held at any time.

The investment policy proposed for the Fire Authority is:
Strategy Guidelines – The main strategy guidelines are contained in the body of
the treasury strategy statement.
Specified Investments – These investments are sterling investments of not more
than one-year maturity, or those which could be for a longer period but where the
Fire Authority has the right to be repaid within 12 months if it wishes. These are
considered low risk assets where the possibility of loss of principal or investment
income is small. These would include sterling investments which would not be
defined as capital expenditure with:
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1. The UK Government (such as the Debt Management Account deposit
facility, UK Treasury Bills or a Gilt with less than one year to maturity).
2. Supranational bonds of less than one year’s duration.
3. A local authority, parish council or community council.
4. Pooled investment vehicles (such as money market funds) that have been
awarded a high credit rating by a credit rating agency. For category 4 this
covers pooled investment vehicles, such as money market funds
(including CNAV, LVNAV, and VNAV Money Market Funds), rated AAA by
Standard and Poor’s, Moody’s or Fitch rating agencies.
5. A body that is considered of a high credit quality (such as a bank or
building society) For this category this covers bodies with a minimum short
term rating of A- (or the equivalent) as rated by Standard and Poor’s,
Moody’s or Fitch rating agencies.
Time and Monetary Limits applying to Investments - The time and monetary
limits for institutions on the Fire Authority’s Counterparty List are as follows (these
will cover both Specified and Non-Specified Investments). The table illustrates the
long-term credit ratings:
Fitch (or
equivalent)

Money
Limit

Time Limit

£m
Banks1 Higher Quality

AAA

£5m

5 years

Banks 1 Medium Quality
Banks 1 Lower Quality
Banks 2 – part
nationalised
Limit 3 Category –
Council’s banker (not
meetings bank1 / 2 )
Other Institutions limit*
DMADF
Local authorities
Money Market Funds
(MMF’s) including CNAV,
LVNAV & VNAV

AAAn/a

£2m
£1m
£15m

3 years
1 year
1 year

-

£100k

liquid

£10m
unlimited
£10m
£10m

1 Year
1 year
5 years
liquid

AAA
AAA

*The Other Institution Limit will be for Gilt and Supranational investments. These are
all considered high quality names. No limit applies to investments with BCC.
Non-Specified Investments – Non-specified investments are any other type of
investment (i.e. not defined as Specified above). The identification and rationale
supporting the selection of these other investments and the maximum limits to be
applied are set out below. Non specified investments is limited to an overall
exposure of £10m and would include any sterling investments with:
Non Specified Investment Category
a. Supranational Bonds greater than 1 year to maturity
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Limit
AAA long term

(a) Multilateral development bank bonds - These are
bonds defined as an international financial institution
having as one of its objects economic development, either
generally or in any region of the world (e.g. European
Investment Bank etc.).

ratings

(b) A financial institution that is guaranteed by the
United Kingdom Government (e.g. The Guaranteed
Export Finance Company {GEFCO})

£10m

£10m

The security of interest and principal on maturity is on a
par with the Government and so very secure, and these
bonds usually provide returns above equivalent gilt edged
securities. However the value of the bond may rise or fall
before maturity and losses may accrue if the bond is sold
before maturity.
b. Gilt edged securities with a maturity of greater than one
year. These are Government bonds and so provide the
highest security of interest and the repayment of principal
on maturity. Similar to category (a) above, the value of the
bond may rise or fall before maturity and losses may
accrue if the bond is sold before maturity.

£10m

c. The Fire Authority’s own banker if it fails to meet the basic
credit criteria. In this instance balances will be minimised
as far as is possible.

Subject to
satisfying the Fire
Authority’s
minimum credit
rating criteria

d. Any bank or building society that has a minimum longterm credit rating of A-, for deposits with a maturity of
greater than one year (including forward deals in excess of
one year from inception to repayment).

£1m

The Monitoring of Investment Counterparties - The credit rating of counterparties
will be monitored regularly. BCC receives credit rating information (changes, rating
watches and rating outlooks) from Link Asset Services as and when ratings change,
and counterparties are checked promptly. On occasion ratings may be downgraded
when an investment has already been made. The criteria used are such that a
minor downgrading should not affect the full receipt of the principal and interest. Any
counterparty failing to meet the criteria will be removed from the list immediately by
BCC, and if required new counterparties which meet the criteria will be added to the
list.
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Annex 1b
Economic Background / Interest Rate forecast

The flow of generally positive economic statistics after the quarter ended 30 June
2018 meant that it came as no shock that the MPC came to a decision on 2 August
to make the first increase in Bank Rate above 0.5% since the financial crash, from
0.5% to 0.75%.
Growth became increasingly strong during 2018 until slowing significantly during the
last quarter of 2018. At their November meeting, the MPC left Bank Rate
unchanged, but expressed some concern at the Chancellor’s fiscal stimulus in his
Budget, which could increase inflationary pressures. However, it is unlikely that the
MPC would increase Bank Rate in February 2019, ahead of the deadline in March
for Brexit. On the assumption that Parliament and the EU agree a Brexit deal in the
first quarter of 2019, then the next increase in Bank Rate is forecast to be in May
2019, followed by increases in February and November 2020, before ending up at
2.0% in February 2022.
The overall longer run future trend is for gilt yields, and consequently PWLB rates, to
rise gently. However, over about the last 25 years, we have been through a period
of falling bond yields as inflation subsided to, and then stabilised at, much lower
levels than before, and supported by central banks implementing substantial
quantitative easing purchases of government and other debt after the financial crash
of 2008.
Quantitative easing, conversely, also caused a rise in equity values as investors
searched for higher returns and purchased riskier assets. In 2016, we saw the start
of a reversal of this trend with a sharp rise in bond yields after the US Presidential
election in November 2016, with yields then rising further as a result of the big
increase in the US government deficit aimed at stimulating even stronger economic
growth. That policy change also created concerns around a significant rise in
inflationary pressures in an economy which was already running at remarkably low
levels of unemployment. Unsurprisingly, the Federal Reserve has continued on its
series of responses to combat rising inflationary pressures by increasing the Federal
Reserve rate to reach 2.25 – 2.50% in December 2018. It has also continued its
policy of not fully reinvesting proceeds from bonds that it holds as a result of
quantitative easing, when they mature. We have, therefore, seen US 10 year bond
Treasury yields rise above 3.2% during October 2018 and also seen investors
causing a sharp fall in equity prices as they sold out of holding riskier assets.
However, by early January 2019, US 10 year bond yields had fallen back
considerably on fears that the Federal Reserve was being too aggressive in raising
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interest rates and was going to cause a recession. Equity prices have been very
volatile on alternating good and bad news during this period
From time to time, gilt yields, and therefore PWLB rates, can be subject to
exceptional levels of volatility due to geo-political, sovereign debt crisis, emerging
market developments and sharp changes in investor sentiment. Such volatility could
occur at any time during the forecast period.
Economic and interest rate forecasting remains difficult with so many external
influences weighing on the UK. The above forecasts, (and MPC decisions), will be
liable to further amendment depending on how economic data and developments in
financial markets transpire over the next year. Geopolitical developments, especially
in the EU, could also have a major impact.
The interest rate forecasts are predicated on an assumption of an agreement being
reached on Brexit between the UK and the EU. In the event of an orderly nonagreement exit, it is likely that the Bank of England would take action to cut Bank
Rate from 0.75% in order to help economic growth deal with the adverse effects of
this situation. This is also likely to cause short to medium term gilt yields to fall. If
there was a disorderly Brexit, then any cut in Bank Rate would be likely to last for a
longer period and also depress short and medium gilt yields correspondingly. It is
also possible that the government could act to protect economic growth by
implementing fiscal stimulus.
The balance of risks to the UK
• The overall balance of risks to economic growth in the UK is probably neutral.
• The balance of risks to increases in Bank Rate and shorter term PWLB rates,
are probably also even and are broadly dependent on how strong GDP
growth turns out, how slowly inflation pressures subside, and how quickly the
Brexit negotiations move forward positively.
Downside risks to current forecasts for UK gilt yields and PWLB rates currently
include:
• Brexit – if it were to cause significant economic disruption and a major
downturn in the rate of growth.
• Bank of England monetary policy takes action too quickly, or too far, over the
next three years to raise Bank Rate and causes UK economic growth, and
increases in inflation, to be weaker than we currently anticipate.
• A resurgence of the Eurozone sovereign debt crisis, possibly in Italy, due to
its high level of government debt, low rate of economic growth and vulnerable
banking system, and due to the election in March of a government which has
made a lot of anti-austerity noise. The rating agencies have started on
downgrading Italian debt to one notch above junk level. If Italian debt were to
fall below investment grade, many investors would be unable to hold it.
Unsurprisingly, investors are becoming increasingly concerned by the actions
of the Italian government and consequently, Italian bond yields have risen at
a time when the government faces having to refinance large amounts of debt
maturing in 2019.
• Weak capitalisation of some European banks. Italian banks are particularly
vulnerable; one factor is that they hold a high level of Italian government debt
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•

•

•

•

•

- debt which is falling in value. This is therefore undermining their capital
ratios and raises the question of whether they will need to raise fresh capital.
Minority eurozone governments. Germany, Spain, Portugal, Netherlands and
Belgium all have vulnerable minority governments dependent on coalitions
which could prove fragile. Sweden is also struggling to form a government
due to the anti-immigration party holding the balance of power, and which no
other party is willing to form a coalition with.
Austria, the Czech Republic and Hungary now form a strongly antiimmigration bloc within the EU while Italy, this year, has also elected a
strongly anti-immigration government. Elections to the EU parliament are due
in May/June 2019.
Further increases in interest rates in the US could spark a sudden flight of
investment funds from more risky assets e.g. shares, into bonds yielding a
much improved yield. Throughout the last quarter of 2018, we saw a sharp
fall in equity markets. Emerging countries which have borrowed heavily in
dollar denominated debt, could be particularly exposed to this risk of an
investor flight to safe havens e.g. UK gilts.
There are concerns around the level of US corporate debt which has
increased significantly during the period of low borrowing rates in order to
finance mergers and acquisitions. This has resulted in the debt of many large
corporations being downgraded to a BBB credit rating, close to junk status.
Indeed, 48% of total investment grade corporate debt is now rated at BBB. If
such corporations fail to generate profits and cash flow to reduce their debt
levels as expected, this could tip their debt into junk ratings which will
increase their cost of financing and further negatively impact profits and cash
flow.
Geopolitical risks, especially North Korea, but also in Europe and the Middle
East, which could lead to increasing safe haven flows.

Upside risks to current forecasts for UK gilt yields and PWLB rates
• Brexit – if both sides were to agree a compromise that removed all threats of
economic and political disruption.
• The Federal Reserve causing a sudden shock in financial markets through
misjudging the pace and strength of increases in its Federal Reserve Rate
and in the pace and strength of reversal of Quantitative Easing, which then
leads to a fundamental reassessment by investors of the relative risks of
holding bonds, as opposed to equities. This could lead to a major flight from
bonds to equities and a sharp increase in bond yields in the US, which could
then impact on bond yields around the world.
• The Bank of England is too slow in its pace and strength of increases in Bank
Rate and, therefore, allows inflation pressures to build up too strongly within
the UK economy, which then necessitates a later rapid series of increases in
Bank Rate faster than we currently expect.
• UK inflation, whether domestically generated or imported, returning to
sustained significantly higher levels causing an increase in the inflation
premium inherent to gilt yields.
The current Brexit timetable and process is set out below and the outcome of these
referred above.
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•
•

•
•
•
•

March 2017: UK government notified the European Council of its intention to
leave under the Treaty on European Union Article 50 on 29 March 2019.
March 2019: if an agreement is reached with the EU on the terms of Brexit,
then this will be followed by a proposed transitional period ending around
December 2020.
UK continues as a full EU member until March 2019 with access to the single
market and tariff free trade between the EU and UK. Different sectors of the
UK economy may leave the single market and tariff free trade at different
times during the transitional period.
The UK and EU would attempt to negotiate, among other agreements, a bilateral trade agreement over that period.
The UK would aim for a negotiated agreed withdrawal from the EU, although
the UK could also exit without any such agreements in the event of a
breakdown of negotiations.
If the UK exits without an agreed deal with the EU, World Trade Organisation
rules and tariffs could apply to trade between the UK and EU - but this is not
certain.
On full exit from the EU: the UK parliament would repeal the 1972 European
Communities Act.

The UK will then no longer participate in matters reserved for EU members, such as
changes to the EU’s budget, voting allocations and policies
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Appendix 2
PRUDENTIAL INDICATOR EXPLANATIONS
CAPITAL FINANCING REQUIREMENT

The Prudential Code requires that estimates of the capital financing requirement
should be produced – the balance between use of capital receipts, borrowing and
revenue resources.
The starting point for these calculations is the aggregation of certain figures in the
latest balance sheet, in this case 31st March 2017. This figure is then affected each
year in the following way:
•

It increases as capital expenditure is incurred

•

It is reduced to the extent that expenditure is financed by government grants,
capital receipts, direct revenue funding and use of external contributions

•

It is reduced by the statutory charge to revenue (Minimum Revenue
Provision) and by any additional voluntary charge to revenue.

Details of planned capital expenditure is included within the capital programme
2019-2023 and this together with the details of how this will be funded form the basis
of projecting the estimated Capital Financing Requirement.
AFFORDABILITY AND IMPACT
The code requires the Authority to consider the affordability and impact of its capital
investment and option appraisal decisions. The two measures required by the code
are the ratio of financing cost to revenues and the impact of unsupported capital
expenditure.
In the first of these measures, the ratio of financing costs to revenues, the
constituent elements of the ratio are as follows:
•

•

Financing Costs refer mainly to:
-

Interest payable on external borrowing and other long-term liabilities.

-

The Minimum Revenue provision and any voluntary contributions

-

Investment income

Net revenue refers to:
-

The amount budgeted to be met from Government grants and Council
Tax payers.

The second of these measures requires the Authority to consider the incremental
impact on Council Tax levels of unsupported capital expenditure.
Regulations have been introduced which effectively mean that IFRS adjustments will
not impact on Council Tax levels.
AUTHORISED LIMIT AND OPERATIONAL BOUNDARY FOR EXTERNAL DEBT
The code also requires the Authority set a limit on the total amount of its external
debt. External debt in this context refers to both borrowing and other long-term
liabilities. There are two limits required to be set which is the authorised limit and the

Page 128

operational boundary. Both these need to be consistent with the Authority's plans for
capital expenditure and financing and with its treasury management policy statement
and practices.
The operational boundary is directly linked to the Authority's plans for capital
expenditure, the estimates of the capital financing requirement and the estimate of
the cash flow requirements for all other purposes, including revenue.
The Authorised Limit provides headroom over and above the operational boundary
to allow for unusual cash movements. It is therefore recommended that the
Authorised Limit allows for a £1 million variation (approximately 5%) on the
operational boundary to allow for such headroom.
NET EXTERNAL BORROWING
In accordance with its Treasury Management strategy the Fire Authority’s overriding
key objective when investing its cash balances is to minimise the risk to the repayment of the principal and interest from these investments. Given the current
economic climate the decision was taken to delay new borrowing by using available
internal funding. Dependent upon the timing of the final capital receipt from the
disposal of the HQ site together with the timing of the proposed investment in
Avonmouth, Bath and Weston Fire Stations is estimated that no further borrowing
will be required until 2021/22. This will be closely monitored, and is reflected in the
details of the Authority’s net external borrowing shown.
REPAYMENT OF DEBT – MINIMUM REVENUE PROVISON (MRP) POLICY
The Authority is required by regulations, issued under the provisions of the
Prudential Code, to make “prudent provision” for the redemption of debt. Whilst the
term “prudent provision” is not defined in the regulations separate guidance has
been issued on the interpretation of this term and the Authority has a legal obligation
to comply with this.
For supported borrowing and unsupported borrowing incurred prior to the 1 April
2008, the MRP will be calculated using the regulatory method as permitted under the
guidance. The amount required to be set aside under this method is 4% of the
Authority’s Capital Financing Requirement.
In respect of unsupported borrowing incurred after the 1 April 2008, the debt will be
repaid in equal annual instalments over the life of the class of assets that it is being
utilised to fund. The balance of outstanding unsupported borrowing taken after 1
April 2008 will be deducted from the Authority’s Capital Financing Requirement to
allow the Minimum Revenue Provision of 4% to be calculated. The repayment of
unsupported borrowing based on the life of the assets will then be added to this
figure to arrive at the total MRP amount required to be set aside for the repayment of
debt each year.
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AVON FIRE AUTHORITY

11

MEETING:

Avon Fire Authority

MEETING DATE:

13 February 2019

REPORT OF:

Chief Fire Officer / Chief Executive

SUBJECT:

HMICFRS Inspection Report - Action Planning

1.

SUMMARY
The purpose of this report is to summarise Her Majesty’s Inspectorate of
Constabulary and Fire & Rescue Services’ (HMICFRS) process for the first
round of fire and rescue service inspections, the publication of Avon Fire &
Rescue Service’s inspection report on 20 December 2018, our response and
the next steps in terms of action planning and future inspection activity.

2.

RECOMMENDATIONS
The Fire Authority is asked to note this report, the final HMICFRS inspection
report (and revisit letter) and the further work now being undertaken to
develop our resulting action plan.

3.

BACKGROUND
Introduction

3.1.

3.2.

In 2016, the Government launched the Fire Reform Programme which
focuses on three main areas – or ‘pillars’– as follows:
•

efficiency and collaboration;

•

accountability and transparency; and

•

workforce reform.

Since the previous HM Fire Service Inspectorate was abolished nearly 15
years ago, fire and rescue services have relied on ‘sector led’ improvement
which centred on the voluntary Fire Peer Challenge process jointly provided
by the Local Government Association (LGA) and the Chief Fire Officers’
Association (CFOA). As part of the Government’s reform programme and in
order to strengthen the independence of the inspection regime for fire and
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rescue services, the remit of Her Majesty’s Inspectorate of Constabulary was
widened in 2017 to create the new HMICFRS.
3.3.

Following consultation on, and publication of, its fire and rescue services’
inspection programme and framework and associated judgment criteria,
HMICFRS is undertaking its first round of baseline fire and rescue service
inspections in 2018/19. The fire and rescue services’ inspection programme
enables HMICFRS to draw together evidence from inspections of all 45 fire
and rescue services in England. This rounded assessment of all fire and
rescue services covers the effectiveness and efficiency of each Service and
how it looks after its people. This includes an assessment of:
•

the operational service provided to the public (including prevention,
protection, response and resilience);

•

the efficiency of the Service (how well it provides value for money,
allocates resources to match risk and collaborates with the police and
ambulance services); and

•

the organisational effectiveness of the Service (how well it promotes
its values and culture, trains its staff and ensures they have the
necessary skills, ensures fairness and diversity for the workforce and
develops leadership and Service capability).

Table 1: Summary of inspection focus
Principal question

Inspection focus

How effective is the fire and
rescue service at keeping
people safe and secure from
fire and other risks?

How well the fire and rescue service understands its current
and future risks, works to prevent fires and other risks,
protects the public through the regulation of fire safety,
responds to fires and other emergencies, and responds to
national risks.

How efficient is the fire and
rescue service at keeping
people safe and secure from
fire and other risks?

How well the fire and rescue service uses its resources to
manage risk, and secures an affordable way of providing its
service, now and in the future.

How well does the fire and
rescue service look after its
people?

How well the fire and rescue service promotes its values
and culture, trains its staff and ensures that they have the
necessary skills, ensures fairness and diversity for its
workforce, and develops leaders.

3.4.

The resulting assessments include graded judgments of performance (see
Table 3). HMICFRS’ assessments are designed to enable the public to see
how each fire and rescue service's performance changes over time and in
relation to the performance of other Services.

3.5.

Future inspection activity will be risk-based and therefore dependent on the
results of the first round of inspections and the emerging conclusions from
both Service-specific inspections and the overall findings from the 45 English
fire and rescue services.
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3.6.

The current fire and rescue services’ inspections do not include an
assessment of corporate governance or the accountability structures provided
by the fire and rescue authority (or other equivalent governance structures).
However, HMICFRS will be consulting on its proposed corporate governance
inspection framework in due course.
Avon Fire & Rescue Service’s first HMICFRS inspection

3.7.

Members will recall that HMICFRS’ initial inspection of all 45 English fire and
rescue services has been split into three tranches. Avon was placed in
Tranche 1 and was therefore among the first 14 fire and rescue services to be
inspected. Our process started in April 2018 with our final report being
published on 20 December 2018.

3.8.

The HMICFRS inspection process consisted of a number of key elements and
significant milestones as summarised in Table 2 below (and in the timeline
provided in Appendix 1).
Table 2: Avon Fire & Rescue Service’s HMICFRS inspection timetable
Dates

Inspection activity

03 Apr 18 – 01 May 18

First data collection – completion and submission

01 May 18 – 21 May 18

Document request

01 May 18 – 05 Jun 18

Position statement and self-assessment

04 Jun 18 – 19 Jun 18

‘Discovery’ (four days)

02 Jul 18

Strategic briefing

16 Jul 18 – 20 Jul 18

Fieldwork

18 Jul 18 – 14 Aug 18

Second data collection – completion and submission

15 Aug 18 – unspecified

HMICFRS staff survey (Tranche 1)

16 Oct 18 – 18 Oct 18

Re-visit fieldwork

16 Oct 18 – 30 Oct 18

Pre-publication checks – completion and submission

20 Dec 18

Publication of Tranche 1 reports
Tranche 1 summary report and results of FRS public
perceptions survey published

12 Mar 19

Deadline for publication of HMICFRS action plan
(56 working days after the publication of our inspection
report)

Report publication and graded judgments
3.9.

HMICFRS published our final inspection report (and revisit letter) on its
website on 20 December 2018 and they are available at:
https://www.justiceinspectorates.gov.uk/hmicfrs/fire-and-rescueservices/avon/
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3.10. The report provides a graded judgment against each of three principal
questions (as summarised in Table 1) as well as each of the eleven ‘core’
questions within the HMICFRS inspection framework and methodology.
There is no overall graded judgment for the entire Service.
3.11. There are four categories of graded judgment – outstanding, good, requires
improvement and inadequate – as summarised in Table 3 below:
Table 3: Summary of HMICFRS graded judgments
Graded judgment

Meaning

Outstanding

If a fire and rescue service exceeds what HMICFRS expects for
good, they will judge it as outstanding.

Good

Good is HMICFRS’ ‘expected’ graded judgment for all fire and
rescue services. It is based on policy, practice or performance
that meet pre-defined grading criteria, which are informed by
any relevant national operational guidance or standards.

Requires improvement

If HMICFRS finds shortcomings in the fire and rescue service,
they will judge it as requires improvement.

Inadequate

If HMICFRS finds serious critical failings of policy, practice or
performance of the fire and rescue service, they will judge it as
inadequate.

3.12. Our results are summarised in Table 4 overleaf.
3.13. A summary of the areas for improvement, causes of concern and
recommendations against each of the three principal questions is provided in
Table 5 overleaf. Further details are provided in Appendix 2.
Revisit letter
3.14. Following the inspection fieldwork week in July, HMICFRS wrote to the
Service in August 2018 to raise a ‘cause of concern’ relating to the availability
of sufficient specialist capacity within our Technical Fire Safety (TFS)
department required to discharge our risk-based inspection programme. As a
result, we have already developed an action plan for a three-stage increase in
TFS capacity between now and December 2019 and this will be carried
forward into the overall action plan currently being developed in response to
the report’s findings (see section 3.23).

Page 133

Table 4: A summary of Avon Fire & Rescue Service’s inspection results
Effectiveness

Requires improvement
Good

Understanding the risk of fire and other emergencies

Requires improvement

Preventing fires and other risks
Protecting the public through fire regulation

Inadequate

Responding to fires and other emergencies

Requires improvement
Good

Responding to national risks

Efficiency

Requires improvement
Requires improvement

Making best use of resources

Good

Making the fire and rescue service affordable now and in the future

People

Inadequate
Inadequate

Promoting the right values and culture
Getting the right people with the right skills

Good

Ensuring fairness and promoting diversity

Inadequate
Requires improvement

Managing performance and developing leaders

Table 5: Summary of areas for improvement, causes of concern and
recommendations for Avon Fire & Rescue Service
Pillar

Areas for
improvement

Causes of concern
Critical*

Non-critical

Recs.

Effectiveness
(‘requires
improvement’)

7

1

--

1

Efficiency
(‘requires
improvement’)

3

--

--

--

People
(‘inadequate’)

5

--

2

5

TOTAL:

15

1

2

6

* A ‘critical’ cause of concern relates to immediate issues relating to public safety and results in a
letter from HMICFRS (and subsequent action planning) before the publication of the inspection
report.
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3.15. HMICFRS also noted its concerns around some elements of the existing
culture within the Service. The results of our comprehensive Cultural Review
from The Glass Lift were received on the Friday before the start of the
HMICFRS fieldwork in the week commencing Monday 16 July 2018. It
therefore came as no surprise that the ‘people’ section of our first HMICFRS
inspection report directly mirrored the findings of the Cultural Review. In the
accompanying press release, HMI Wendy Williams noted that:
“… I recognise that Avon has seen a lot of upheaval over the past year and has
been working hard in difficult circumstances. The Service has a new chief fire
officer who is keen to improve Avon’s performance, and I am confident that this
will translate into a better service under his leadership. We know that it takes time
for new approaches to bed in, and longer still to change an organisation’s
culture.”
3.16. HMICFRS’ acknowledgement that cultural change is not a ‘quick fix’ solution
is welcomed and, when done correctly to embed meaningful change, cannot
simply be actioned overnight. Since July, positive progress has been made
and the cultural review also noted that:
“… employees expressed a view that bullying is declining, and many of the
examples provided had occurred over the past few years rather than the past few
weeks or months.”
3.17. However, it must clearly be acknowledged that the Cultural Review also
concluded that bullying has not been eradicated and people still see it as a
perceived risk. This is totally unacceptable and our position is clear: any
bullying is too much bullying and we will continue to strive for such behaviour
to be eliminated from the workplace and to make it clear that it is completely
contrary to our Service values.
3.18. In doing so, the Service Leadership Team (SLT) has recently published a
brand new Service Leadership Charter which sets out the expectations of
leaders within the Service. It is not about job titles or seniority but rather
about attitudes, behaviours, values and human relationships and includes an
explicit statement of our rights, routines, rituals and rules which apply equally
to the SLT and the rest of the organisation. It also makes clear the vital
importance of the Seven Principles of Public Life to everything we do and
adopts good practice developed from the Ministry of Defence to provide a
guide to ‘reasonable challenge’ as part of a demonstrably open and inclusive
leadership approach.
Our response
3.19. Our public response to the HMICFRS report was published at the same time
as the inspection report itself and is available at:

Page 135

https://www.avonfire.gov.uk/all-areas/2369-avon-fire-rescue-serviceresponse-to-hmicfrs-inspection
3.20. As well as providing an immediate response to local and regional media via
our press release and facilitating various radio and television interviews on
the day of publication, a section-by-section response was also published on
our public website. This comprehensive response welcomed the HMICFRS’
findings that the Service is ‘good’ in four areas of the inspection,
acknowledged where improvements were found to be required but also
challenged those areas where we believe that the inspectors’ findings were
unjustifiably negative. In particular, their conclusion that the people have
been put at risk due to the available capacity within our Technical Fire Safety
department was refuted with evidence provided to demonstrate a 38%
reduction in primary fires in non-domestic buildings between April 2010 and
November 2016.
Next steps: action planning
3.21. Fire and rescue authorities in England must have regard to the Fire and
Rescue National Framework for England.
3.22. Section 7 of the National Framework deals with inspection, intervention and
accountability. In particular, section 7.5 states:
“Fire and rescue authorities must give due regard to reports and
recommendations made by HMICFRS and – if recommendations are made –
prepare, update and regularly publish an action plan detailing how the
recommendations are being actioned. If the fire and rescue authority does not
propose to undertake any action as a result of a recommendation, reasons for
this should be given.”
3.23. We are therefore preparing our action plan in response to the areas for
improvement and recommendations included in our HMICFRS inspection
report (summarised in Table 5 and Appendix 2). We are required to publish
our response – including our action plan – within 56 working days of the
publication of the HMICFRS report. Managers are currently working on
developing the sections of the action plan which are relevant to their areas of
responsibility and these will then be collated to form our overall action plan
which will be published by our deadline of 12 March 2019.
Further inspection activity
3.24. HMICFRS will revisit the Service again in July 2019 to assess progress
against our action plan.

Page 136

4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
The outcomes of HMICFRS inspections are directly relevant to the two
strategic priorities detailed within our draft Service Plan 2019/20 – 2021/22:
making our communities safer and making our Service stronger.

4.2.

Financial Implications
There are no direct additional financial costs associated with the HMICFRS
inspection. However, some of the changes required to implement the
recommendations within the final inspection report will have a financial
impact but are not directly relevant to this report.

4.3.

Legal Implications
The HMICFRS’ fire and rescue services’ inspection programme is prepared
under Section 28A of the Fire and Rescue Services Act 2004.

4.4.

Equality & Diversity Implications
None identified.

4.5.

Corporate Risk Assessment
The outcomes of the HMICFRS inspection process is relevant (but not limited)
to the following corporate risks: CRR1 – Performance targets; CRR2 – Fire
safety; CRR3 – Response and rescue; CRR4 – People capacity, capability
and representation; CRR8 – Financial capacity; CRR10 – Change and
transformation; CRR11 – Financial systems; and CRR16 – Health, safety and
welfare.

4.6.

Environmental/Sustainability Implications
None identified.

4.7.

Health & Safety Implications
None identified.

4.8.

Crime & Disorder Implications
None identified.

4.9.

Data Protection Implications
None identified.
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5.

6.

BACKGROUND PAPERS
a)

HM Chief Fire and Rescue Inspector for England (March 2018) Fire and
rescue services inspection programme and framework 2018/19: An
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the Fire and Rescue Services Act 2004. London: HMICFRS.
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2018/19 – an inspection of Avon Fire & Rescue Service. London:
HMICFRS. Available
at https://www.justiceinspectorates.gov.uk/hmicfrs/fire-and-rescueservices/avon/

c)

HMICFRS (2018b) Avon Fire & Rescue Service revisit 2018/19.
London: HMICFRS. Available
at https://www.justiceinspectorates.gov.uk/hmicfrs/publications/avon-fireand-rescue-service-revisit-2018-19/

d)

HMICFRS (2018c) Fire and rescue service inspections 2018/19 –
summary of findings from tranche 1. London: HMICFRS. Available
at https://www.justiceinspectorates.gov.uk/hmicfrs/fire-and-rescueservices/publications/

e)

HMICFRS (2018d) Public perceptions of fire and rescue services 2018.
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APPENDICES
1. HMICFRS Tranche 1 inspection timeline for Avon Fire & Rescue Service
2. Summary of HMICFRS areas of improvement and ‘causes for concern’

7.

REPORT CONTACT
CFO Mick Crennell, Chief Fire Officer/Chief Executive, extension 233.
Peter Davis, HMICFRS Service Liaison Officer, extension 243.
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Appendix 1
HMICFRS Tranche 1 inspection timeline for Avon Fire & Rescue Service
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Appendix 2
Summary of HMICFRS areas of improvement and ‘causes for concern’
Effectiveness (How effective is the service at keeping people safe and secure?)
HMICFRS
report
page ref.

Item

Issue

Understanding the risk of fire and other emergencies
9

Area for
improvement

The service should ensure that staff are aware of the procedures for
gathering and disseminating risk information about temporary events
that are held within the service area, ensuring that the information is
relevant and up to date.

Preventing fires and other risks

10

Area for
improvement

The service should ensure it targets its prevention work at people most
at risk.

Area for
improvement

The service should ensure staff understand how to identify vulnerability
and safeguard vulnerable people.

Protecting the public through fire regulation
12

12

Area for
improvement

Cause of
concern

The service should ensure it addresses effectively the burden of false
alarms (termed ‘unwanted fire signals’).
Avon FRS isn’t doing enough to keep the public safe through regulation
of fire safety. Its risk-based inspection programme is entirely reactive,
as its inspection department doesn’t have enough staff.
Recommendation
By 31 March 2019, the service should make sure it has allocated
enough resources to a risk-based inspection programme. This allocation
must be informed by local risk and enable the service to fulfil its statutory
obligations relating to technical fire safety.

Responding to fires and other emergencies

14

Area for
improvement

The service should ensure it understands what it needs to do to adopt
national operational guidance, including joint and national learning. It
should then put in place a plan to do so.

Area for
improvement

The service should ensure its staff can access risk information
competently.

Area for
improvement

The service should ensure it has an effective system for staff to use
learning and debriefs to improve operational response and incident
command.
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Efficiency (How efficient is the service at keeping people safe and secure?)
HMICFRS
report
page ref.

Item

Issue

Making best use of resources

21

Area for
improvement

The service needs to ensure that its medium-term financial plan is linked
to its integrated risk management plan.

Area for
improvement

The service should design a business continuity plan for its control room
to support the current emergency procedures.

Area for
improvement

The service should assure itself that the way it deploys supervisors to
operational incidents is cost-effective.

People (How well does the service look after its people?)
HMICFRS
report
page ref.

Item

Issue

Promoting the right values and culture
28

Area for
improvement

The service should assure itself that its senior and middle managers
visibly act as role models and consistently show commitment to service
values through their behaviours.

28

Cause of
concern

Avon FRS isn’t looking after the wellbeing and mental health of its staff
effectively. It hasn’t clearly communicated to staff the new values and
how to demonstrate these values in the workplace.
Recommendations
By 30 June 2019, the service should assure itself that:
•

it communicates the revised values to staff effectively, ensuring that
they understand and can demonstrate the new values; and

•

its policy, procedures and support for mental health and wellbeing
are well-understood and effective.

Getting the right people with the right skills
30

Area for
improvement

The service should put in place a credible succession plan, for the whole
organisation.

Ensuring fairness and promoting diversity
32

Area for
improvement

The service should assure itself that it has effective grievance
procedures. It should ensure that it monitors and reviews grievance
outcomes. This should extend to implementing a system that allows the
central recording of the outcomes of less serious grievances.

32

Cause of
concern

We acknowledge Avon FRS has recently carried out a cultural review
and has a plan in place to improve its organisational culture. But it
should act immediately to change staff behaviours. It should also make
sure all staff understand equality, diversity and inclusion principles and
that this is a routine part of behaviour across the whole organisation.
Recommendations
By 31 March 2019, the service should:
•

implement the improvements identified from the cultural review;
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HMICFRS
report
page ref.

Item

Issue

•

make more staff support networks available; and

•

train all staff in equality, diversity and inclusion.

Managing performance and developing leaders

34

Area for
improvement

The service should ensure its selection, development and promotion of
staff is open, transparent and fair. All promotion panels should have
appropriate human resources support.

Area for
improvement

The service should put in place an open and fair process to identify,
develop and support high-potential staff and aspiring leaders.
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AVON FIRE AUTHORITY

MEETING:

Fire Authority

MEETING DATE:

13 February 2019

REPORT OF:

The Clerk

SUBJECT:

Forward Plan 2018/19

1.

12

SUMMARY
The purpose of this report is to present to the Fire Authority a revised Forward
Plan of Key Decisions for the rest of the Municipal Year which sets out the
anticipated major decisions which will need to be taken by Members.

2.

RECOMMENDATIONS
The Fire Authority is asked to approve the revised Forward Plan 2018/19.

3.

BACKGROUND

3.1.

The Fire Authority has traditionally not had a Forward Plan of Key Decisions
unlike local councils which are required to do so by law as part of their
governance arrangements.

3.2.

During the Member Development Programme delivered by the Local
Government Association towards the end of 2017 and the beginning of 2018,
a consensus emerged that a Forward Plan would be a useful planning tool for
Members to have. This will enable Members to have a strategic overview of
the issues that they will need to consider over the coming year. It will also
enable Members via their committees to undertake pre-decision scrutiny
which is not something that Members have routinely done but which provides
an opportunity to enhance the governance arrangements of the Fire Authority.

3.3.

At its meeting on 8 June 2018 the Fire Authority approved a Forward Plan for
the Municipal Year. The Plan has been updated at each subsequent meeting
of the Fire Authority. The updated Forward Plan is published on our website.

3.4.

There is one change which needs to be made to the Forward Plan:
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Fire Authority
Firefighter Pension Schemes – Approval of Discretions
This report was due at this meeting but due to staffing pressures in the
Finance Team the necessary work following the discussions at the Local
Pension Board has yet to be completed. This report will now be
presented to the March meeting.
4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
Robust and transparent governance arrangements are key to effective service
delivery and meeting policy priorities. It is believed that the introduction of a
Forward Plan will provide Members with a better strategic overview of the
organisation and the decisions that will be required.

4.2.

Financial Implications
None identified.

4.3.

Legal Implications
None identified.

4.4.

Equality & Diversity Implications
None identified.

4.5.

Corporate Risk Assessment
None identified.

4.6.

Environmental/Sustainability Implications
None identified.

4.7.

Health & Safety Implications
None identified.

4.8.

Crime & Disorder Implications
None identified.

4.9.

Data Protection Implications
None identified.
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5.

BACKGROUND PAPERS
None.

6.

APPENDIX
Forward Plan 2018/19 (February 2019)

7.

REPORT CONTACT
Guy Goodman, the Clerk, extension 231.
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Appendix
Avon Fire Authority – Forward Plan 2018/19
Key Decisions
1.

2.

3.

Fire Authority
Meeting Date

Item / issue requiring decision

Exempt
Item?
(Yes/No/Part)

Contact Officer for
Further Details

February 2019

Budget & Council Tax Precept
setting

No

Interim Treasurer

March 2019

Firefighter Pension Schemes –
approval of discretions

No

Interim Treasurer

March 2019

Avonmouth Fire Station
Redevelopment – approval of
construction contract

Yes

Interim Director of
Corporate Services

March 2019

Collaboration Strategy – for
approval

No

Interim Director of
Corporate Services

March 2019

Annual Review of the
Remuneration of the Chief Fire
Officer/Chief Executive

No

Clerk

March 2019

Pay Policy Statement – approval

No

Clerk

March 2019

IRMP / Corporate Plan – approval

No

CFO

March 2019

Governance Structure Review –
proposals for approval

No

Clerk

March 2019

New Constitution – for approval

No

Clerk

Audit, Governance & Ethics Committee
Meeting Date

Item / issue requiring
decision

Exempt Item?
(Yes/No/Part)

Contact Officer for
Further Details

March 2019

Statement of Assurance approval

No

CFO

May 2019

Draft Statement of
Accounts - approval

No

Interim Treasurer

May 2019

Annual Governance
Statement - approval

No

CFO

Items to be scheduled
No.

Item

Explanation

1.

Appointment of substantive
Treasurer – options appraisal and
approval

Originally scheduled for September 2018 but
removed to allow the CFO more time to develop a
new management structure). Current interim
arrangements have been extended to 31 March
2019.
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