4 May 2020
(1)

MEMBERS OF THE AVON FIRE AUTHORITY
Councillors J Ashe, N Butters, H Clough, D Davies, T Davis, R Eddy, P
Goggin, B Hopkinson, R Jacobs, C Johnson, T Jones, C Lake, B Massey, A
Monk, P Myers, R Payne, C Phipps, B Shearn, R Tucker and C 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
12 May 2020 commencing at 2.00pm.
The meeting will be held using a virtual facility called Zoom and joining instructions
have been provided.
The Agenda is set out overleaf.
Please note this meeting will be video recorded and published on our YouTube
channel (see the Notes on the next page).
Yours sincerely

David Daycock
Deputy 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 - Attendance will be recorded by the Democratic Services
Assistant and recorded within the Minutes of 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 or meeting whilst the matter is considered.
Emergency Evacuation Procedures: these will be advised at the start of the
Meeting if appropriate.
Exempt Items: Members are reminded that any Exempt reports as circulated with
the agenda for this meeting 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 Deputy 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 on 0117 926 2061 ext. 231 or at Police and Fire HQ, Valley Road,
Portishead, Bristol, BS20 8JJ but only by appointment and during normal office
hours.
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 Deputy 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.
Public Access Statements will not be able to be presented at the meeting by the author
but will be received by Members and published along with the minutes of the meeting.
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 Deputy Clerk prior to the meeting.
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AGENDA
1.

Apologies for Absence

2.

Emergency Evacuation Procedures

3.

Declaration of Interests

4.

Chair’s Business

5.

Minutes of the Avon Fire Authority

5.1

Minutes of the Ordinary Meeting of Avon Fire Authority held on 12
February 2020

6.

Public Access
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7.1

Minutes of Committee Meetings
Ordinary Meeting of the Performance, Review and Scrutiny Committee
held on 11 October 2019

7.2

Ordinary Meeting of the People & Culture Committee held on 7
November 2019

7.3

Ordinary Meeting of the People & Culture Committee held on 5 March
2020
ITEMS FOR DECISION

8.

Pay Policy Statement 2020-21

9.

Annual Review of the Remuneration of the Chief Fire Officer

10.

Revenue Monitor and Capital Programme

11.

Application of the PCC to join Avon Fire Authority/Changes to the
Avon Fire Authority Combination Order
ITEMS FOR INFORMATION

12.

Treasury Management Strategy and Capital Programme

13.

Forward Plan 2019-20

14.

Service Delivery – Risk Reduction

15.

Fires and other Incidents

16.

Service Plan 2020-2023

17.

LGA Peer Review Update

18.

Date of next Meeting – Wednesday 10 June 2020 at 2pm
(Headquarters, Portishead, BS20 8JJ or by remote attendance)
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19.

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.

20.

Minutes of Committees

20.1

Confidential Minutes of the Meeting of the People & Culture Committee
held on 7 November 2019

20.2

Confidential Minutes of the Meeting of the People & Culture Committee
held on 13 November 2019.

20.3

Confidential Minutes of the Meeting of the People & Culture Committee
held on 18 December 2019

20.4

Confidential Minutes of the Meeting of the People & Culture Committee
held on 7 March 2020
ITEMS FOR INFORMATION

21.
22.

Appointment of Multi Discipline Project Management and Design
Team
Fire and Rescue Insurance Company
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AVON FIRE AUTHORITY

5.1

12 FEBRUARY 2020
NOTES OF MEETING
Present: Councillors Butters, Davies, Eddy, Hopkinson, Jacobs, Johnson, Jones,
Lake, Massey, Myers, Payne, Phipps, Tucker and Windows.
The meeting began at 2.00 pm.
PRESENT:
63

APOLOGIES FOR ABSENCE
Apologies were received from Councillors Ashe, Clough, Davis, Goggin, Monk &
Shearn.
The Chair welcomed everyone to the meeting. It was noted that the meeting
was being filmed and would be available on the Fire Authority’s YouTube
channel.

64.

EMERGENCY EVACUATION PROCEDURES
The Assistant Chief Fire Officer (ACFO (SD)) outlined the arrangements in the
case of evacuation.

65.

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

66.

CHAIR’S BUSINESS
Assistant Chief Fire Officer Post
Temporary Assistant Chief Fire Officer (ACFO (SDS)) Steve Imrie was
welcomed to the meeting.
Member Station Champions
Vacancies remained for Member Station Champions in Blagdon, Clevedon,
Lansdown, Nova Way, Portishead, Thornbury, Winscombe and Yatton.
Councillor Phipps agreed to champion Bedminster Fire Station and Councillor
Lake agreed to champion Hicks Gate. Councillor Eddy was re-confirmed as the
champion for Chew Magna.
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It was confirmed that Member Champions would receive a pack relating to their
nominated station and the Station Manager would make contact for a suitable
time to visit.
Access for Emergency Vehicles
Councillor Jacobs reported successful exercises which had taken place in her
Ward with the help of the Red Watch Manager and his team to ensure sufficient
space for emergency vehicles to access properties. The campaign would
continue and` target different times of the week and also involving other
emergency services.
Grenfell Tower Inquiry Phase 1 Report
Attention was drawn to the Fire Brigade Union response to the Grenfell Tower
Inquiry phase 1 report which had been circulated.
`

67.

MINUTES OF THE ORDINARY MEETING OF AVON FIRE AUTHORITY HELD
ON 18 DECEMBER 2019
It was confirmed that the 18 December 2019 minutes presented later on the
agenda for consideration did not need to be considered separately in exempt
session.
It was RESOLVED that the minutes of the Ordinary Meeting of the Avon
Fire Authority held on 18 December 2019 should be signed by the Chair as
an accurate record of the meeting.
It was RESOLVED that the minutes of the Ordinary Meeting of the Avon
Fire Authority held on 25 September 2019 should be re-signed by the
Chair. Following re-consideration and agreement by Members’ to remove
an inaccurate sentence of text in Item 36 – ‘There would be voiceover
versions of the film in many different languages’.

68.

PUBLIC ACCESS
There was none.

69.

REVENUE BUDGET AND COUNCIL TAX LEVELS FOR 2020-21, MEDIUM
TERM FINANCIAL PLAN 2020-24 AND CAPITAL PROGRAMME 2020-24.
The Interim Treasurer outlined the latest budget position following community
consultation. Members were asked to consider the contents of the report and
agree a budget and Council Tax precept for 2020-21 as well as note the Medium
Term Financial Plan (MTFP). The Interim Treasurer made the following points in
his presentation to Members:
•

Two options for Council Tax levels had been presented to Members for
their consideration. Officers recommended Option 1 – An increase in
Council Tax of 1.99% (from £73.48 in 2019-20 to £74.94 in 2020-21 for
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a Band D property) in line with Governments latest announced
referendum limit and the current level of inflation.
•

The Interim Treasurer confirmed that the provisional Local Government
finance settlement had been announced and that this was in line with
expectations as outlined within the draft budget report in December.
The final settlement was due to be debated in the House of Commons
when it returned from recess.

•

The one response to the consultation that had been received (as
outlined at Appendix 9) raised concern regarding the level of reserves.

•

Details of reserves were outlined within Appendix 6. The Fire Authority
was required to maintain a general reserve or working balance and if
used, replace it in the following year. It was proposed that this should
remain at £1.5m which equated to 3.5% of the Net Revenue Budget.
The proposals for the use of reserves during the year included the
utilisation of the Invest to Save/Financial Pressures reserve of £0.6m to
take advantage of the £60,000 discount available for early repayment
of the deficit on the Local Government Pension Scheme. This amount
would then be replenished over the following two years.

•

With reference to the proposed Capital Programme, the current
estimate of costs for the Reinvesting for the Future Project was
£20.3m. Construction work had commenced at Avonmouth, with Bath
and Weston in the early planning stages. Further reports would be
provided to Members as plans developed.

In response to the presentation, Councillor Butters requested an updated
timetable for the new build at Bath and suggested a link up with plans for a
review of CCTV in the City. Officers confirmed that the project was in the early
stages of consultation and an update would be reported prior to the next
meeting.
With reference to the consultation response regarding the level of reserves, it
was confirmed that the level was low in comparison to other Fire Authorities due
to the refurbishment of two fire stations.
It was reported by the Chair that there had been a recent visit from the Minister
to Temple Fire Station. Officers and Councillors had spoken to the Minister
about central funding and the likely increase in duties required once the inquiry
into Grenfell Tower incident concluded.
It was proposed by Cllr Eddy and seconded by Cllr Jones that Option 1 for the
Council Tax should be approved. This was agreed unanimously.
It was RESOLVED that the Authority:
a) Considered the information contained in the report and note the
level of unidentified potential savings for future years ie 2021 to
2024 as forecast by the revised Medium Term Financial Plan.
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b) Agreed the Revenue Budget and Band “D” Council Tax level for
2020/1.
c) Agreed the Capital Programme for 2020/21 and note the current
forecast additional funding requirement over the medium term,
particularly in relation to reinvesting for the future and fleet
replacement programmes.
d) Made the statutory determinations which were set out in
Appendix 1, based upon Option 1.
e) Agreed that the Fire Authority’s basic amount of Council Tax (i.e.
precept per Band D property) for 2020/21 is increased to £74.94
(option 1) an increase of 1.99%.
f)

Agreed that precepts be issued to the Unitary Authorities in the
Avon Fire Authority area in proportion to the tax base
determined by them and set out in the Treasurer’s report.

g) Noted the amount of Council Tax for 2020/21 for properties in
each tax band.
h) Instructed the Treasurer to forward precept details to the Unitary
Authorities as the billing authorities.
i)

70.

Approved the charging structure set out in Appendices 7 and 8,
with effect from 1 April 2020. The charges to 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 in, in all the
circumstances, he considers it appropriate to do so in any case.

DRAFT IRMP/SERVICE PLAN FOR REFRESH
The Group Manager Ops Assurance & IRMP, informed Members regarding the
progress made against the Fire Authority Service Plan 2020-2023 and sought
approval for publication of the reviewed and refreshed draft Service Plan 20202023.
It was reported that the initial document contained thirty corporate objectives of
which the document provided progress updates. A review of the underpinning
document had been undertaken and all data had been updated to be current
with regards to performance over the last 12 months. Within the achievements
section of the report, reference was made to the recognition of the Fire Minister
and the LGA of the progress made.
One change made was with regards to the ‘managing risk’ section, where a five
stage approach had been altered to a four stage approach.
It was confirmed that following external consultation last year, there had been
additional monitoring on the response standard.
To facilitate ease of use and accessibility with members of the public and
partners, the document had been designed with an action status monitoring key
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to illustrate progress made using colour codes. Reasons and rationale were
then provided in the progress update.
Officers were thanked for their work on the project and for the document which
was easy to navigate and understand.
It was proposed by Cllr Eddy and seconded by Cllr Massey that the draft Service
Plan be approved. This was agreed unanimously.
It was RESOLVED that the Authority;
a) Noted the progress on the actions set out in the Service Plan 2019-2022.
b) Approved the refreshed draft Service Plan 2020-2023 for publication.
71.

FORWARD PLAN OF KEY DECISIONS 2019-2020
The ACFO (SD) presented the Forward Plan for key decisions over the coming
year along with the Member Development events to support good governance.
With reference to the People and Culture Committee, it was highlighted that
shortlisting for various key roles would take place in March 2020.
It was reported that the HMICFRS second round of visits would be held on 22nd
June 2020 (discovery), and week commencing 13th July 2020 (field work).
It was RESOLVED to note the key decisions required within the Forward
Plan 2019-2020

72.

SERVICE DELIVERY – RISK REDUCTION
The ACFO (SD) presented the report and drew attention to key areas such as
the Christmas lunch held with elderly members of the community to reach out to
those who could be vulnerable and follow up with visits to their homes. It was
hoped that a variety of outreach events would take place following that example.
Staff would continue to monitor the impact of the proposed Building Safety Bill
and Fire Safety Bill announced in the Queen’s Speech on 19 December 2019. It
was expected that there would be implications for the Service which would need
to be considered at a later date.
In response to a question, it was confirmed that the role of Young Persons
Manager was currently vacant and under advertisement. The post would
manage the team around Children and Young People’s Services, interventions
and schools.
It was RESOLVED to note the report.

73.

FIRES AND OTHER INCIDENTS
The T/Assistant Chief Fire Officer, Service Delivery Support (ACFO (SDS))
presented the report of fires and incidents of interest from 22 November 2019 to
15 January 2020. The report also summarised the proactive work measures
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taken by the Corporate Communications Team during those months.
Councillor Massey congratulated the team for the Long Service Awards Event
held at Christmas. The CFO confirmed that the event would be developed in
future to include good conduct awards as well as team and individual
performance awards.
Teams were also thanked for their service in the wake of the recent storms Ciara
and Dennis which had hit and affected the local area.
It was RESOLVED to note the report.
74.

PRINCIPAL AND STATUTORY OFFICER UPDATE
It was reported that the interim staffing structure which had been in place since
2017 would now become permanent in order to continue to deliver the Fire
Authority’s Service Plan.
The structure of a Chief Fire Officer/ Chief Executive and three Directors,
namely; Service Delivery, Service Delivery Support and Corporate Services
would become permanent. The position of Director of Corporate Services was
currently vacant and would be advertised widely.
Area Manager Steve Imrie was appointed to the role of temporary Assistant
Chief Fire Officer and Director of Service Delivery Support. Angela Feeney had
been appointed as interim Director of Corporate Services.
Recruitment to the role of Monitoring Officer and Treasurer was being
progressed by the People and Culture Committee. The Deputy Monitoring
Officer confirmed that he had not applied for the role.
It was RESOLVED
(i)
(ii)
(iii)

75.

That the proposed permanent Directors’ structure of the Service
Leadership Board (SLB) be approved.
That the temporary appointments to Assistant Chief Fire Officer
(Service Deliver Support) and Interim Director of Corporate Services
be noted.
That the progress made to date by the People and Culture
Committee in respect of the recruitment and appointment of the
Statutory Officers (Clerk/MO and Treasurer) be noted.

DATE OF NEXT MEETING – Wednesday 25 March 2020 at 2.00pm
(Headquarters, Portishead).
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The meeting closed at 15.05pm

……………………………

Chair
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7.1
7.1

AVON FIRE AUTHORITY
PERFORMANCE REVIEW AND SCRUTINY COMMITTEE
11 OCTOBER 2019

PRESENT: Councillors Davis (Chair) (arrived at 10.40), Eddy, Jones, Lake (arrived
at 10.45) Massey, Payne and Phipps,
The meeting commenced at 10.30am.
1. ELECTION OF CHAIR FOR THE MEETING
In the absence of Councillor Davis at the start of the meeting, it was;
RESOLVED - that Councillor Massey be elected as Chair for the meeting.
2. ADJOURNMENT OF THE MEETING
RESOLVED – that the meeting be adjourned pending the arrival of Cllr Davis.
Councillor Davis arrived at 10.40am and the meeting was reconvened with Cllr
Davis as Chair.
Reconvened Meeting: 10.40am
3. APOLOGIES FOR ABSENCE
There were no apologies for absence.
4. EMERGENCY EVACUATION PROCEDURES
The Assistant Chief Fire Officer drew attention to the emergency evacuation
procedures as set out in the Agenda.
5. DECLARATION OF INTERESTS
There were no declarations of interest.
6. CHAIR’S BUSINESS
The Chair announced that Simon Shilton, Assistant Chief Fire Officer, was not in
attendance as his father had recently passed away and, on behalf of the
Committee, expressed his condolences to Simon and his family.
7. MINUTES OF THE MINUTES OF THE MEETING OF THE PERFORMANCE
REVIEW AND SCRUTINY COMMITTEE HELD ON 4 SEPTEMBER 2019
RESOLVED – that the minutes be approved as an accurate record of the
meeting.
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Matters Arising
Councillor Eddy reported that he had been unable to attend the previous meeting
and asked for clarification on the issue of deliberate car fires/abandoned cars.
The Assistant Chief Fire Officer, Service Delivery (ACFO (SD)) confirmed that
Avon Fire and Rescue Service (AF&RS) used software which produced data to
identify hotspots of deliberate car fires and, working with Local Authorities and
the Police, used preventative work, such as the removal of abandoned cars, to
address the problem. Councillor Massey confirmed that she had been given the
opportunity to see the data in relation to her ward of Southmead which had
proved to be useful.
8. PUBLIC ACCESS
None received.
9. PERFORMANCE REPORT
The Corporate Performance Manager introduced the report and drew Members
attention to the following:
• There were no major changes since the previous meeting;
• The target relating to secondary fires had not been met in the previous year
but due to better preparation, the number had been reduced in the current
year and was back on target;
• There had been an increase in the number of prison fires, but following work
with the prison service, this had decreased with no recorded incidents in
August and 2 in September;
• There had been 112 incidents of deliberate car fires across the area and this
had decreased by preventative work which removed abandoned vehicles;
• In relation to fatalities, there had been a period of 14 months without fatalities,
but there were 2 fatalities in October. The Coroner Reports had not yet been
published, but it was anticipated that these were deliberate acts which could
not have been prevented;
• In terms of benchmarking, AF&RS compared favourably in terms of deliberate
primary and secondary fires but less so in terms of deliberate car fires and
attendance at automatic alarms in non-domestic properties;
• In terms of sickness, AF&RS was improving against targets and although the
authority was the second highest last year, it was anticipated that the
improvement plan would bring AF&RS back in line with other Fire and Rescue
Services (F&RS).
Councillor Jones noted that the figures in paragraphs 3.5 and 3.6 had been
transposed and therefore should read Deliberate Primary fires were 103 with a
target of 98 and the number of false alarms was 881 alarms against a target of
867 and this was accepted.
In response to a question from Councillor Eddy regarding the other FRS in the
benchmarking data, it was confirmed that although the information was available
to AF&RS, it was not possible to report on other FRS data in a public meeting.
Councillor Eddy questioned the poor performance of AF&RS in relation to the
completion of personal development reviews and return to work interviews. The
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Corporate Performance Manager responded that there was a need to tighten up
procedures for return to work interviews, but in relation to the performance
reviews the problem was due to software which needed correcting and he hoped
that the figures would be on target by the next meeting.
Councillor Phipps welcomed the improvements to staff wellbeing, but asked for
further information on what AF&RS was doing in relation to the mental health of
staff. The Deputy Director of Corporate Services responded that AF&RS had set
up a Working Group, involving staff and Trade Unions, which had identified
issues to help improve the health and wellbeing of staff, such as training and
quicker access to leave. She also confirmed that AF&RS had supported the
Mental Health Awareness Day on 10th October and the “Ask Twice” campaign.
Councillor Phipps suggested that it may be a good time for the “Time to Change”
Charter to either be signed again or be republished. Members also noted that
AF&RS was also supporting the “Dying to Work” campaign to support cancer
sufferers and also supporting the Armed Forces Covenant.
Cllr Lake questioned what work was being done to act in a preventative way
regarding arson where trends had been identified. The ACFO (SD) responded
that:
•

•

•

A particular problem had been identified in Bristol Prison and AF&RS
was working with the Prison Governor to reduce the incidents of this
type. He confirmed that as the Prison was Crown property, AF&RS
had no legal jurisdiction over the prison, but liaison officers were able
to advise on measures to reduce arson;
In relation to other deliberate fires, these were harder to predict
although the mapping software was able to look at hotspots, for
example there was peak of deliberate fires near the Hicks Gate Fire
Station;
Accidental fires were easier to predict and target using fire
preventative work.

Cllr Davis asked whether the resources going into catching up with return to
work interviews impacted on other areas and was assured that this was not the
case and that there was capacity to undertake this work.
Cllr Davis asked Members to note that while there was a problem with long term
sickness, the short term sickness rate was low and it would be useful to have a
commentary to accompany the data.
RESOLVED – that the report and comments raised by Members be noted.
10. HER MAJESTY’S INSPECTORATE OF CONSTABULARY AND FIRE &
RESCUE SERVICES (HMICFRS) IMPROVEMENT ACTION PLAN UPDATE
The HMICFRS Service Liaison Officer introduced the report and drew attention
to the following:
• That Avon Fire Authority (AFA) had previously agreed that the
Performance, Review and Scrutiny Committee (PRSC) would receive
an update on the action plan at each meeting;
• That the level of Member scrutiny had been reinforced by Inspectors;
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•
•
•

•

That a Values and Behaviour Framework had been generated by staff
and published for staff. This demonstrated what “good” looked like and
was fundamental to the action plan;
A Values video had been produced and this had been shown to
Members at the AFA meeting;
That there had been a HMICRFS Revisit in August 2019 and although
the formal findings had not yet been published, initial feedback
confirmed that appropriate governance arrangements were in place to
support the political and strategic oversight of the action plan;
That the action plan was updated on a monthly basis by senior leaders
and was published on the website as well as being the subject of
scrutiny by Members.

The following comments and questions were raised by Members:
Councillor Davis asked if the charts referred to could be circulated to Members of
the Committee.
Councillor Eddy welcomed the recruitment of 7 Fire Safety Inspectors and asked
about the impact of the additional staff. The HMICFRS Service Liaison Officer
confirmed that although staff provided extra capacity in the department, the
greater capability of the organisation would not be realised until the officers had
undertaken the appropriate training. Members were also informed that the lack
of technical expertise had been identified as a national issue.
In response to a question from Councillor Phipps about referrals for vulnerable
people, the ACFO confirmed that where a fire related concern had been
identified by an agency, this would be referred to the Risk Reduction Team to
carry out a home safety visit. He confirmed that AF&RS liaised with other
agencies such as CCGs and the Director of Public Health in relation to
identifying those who were most vulnerable.
In response to questioning from Councillor Davis, as to whether financial
constraints meant that less people were being targeted for help, the ACFO (SD)
responded that the new software made it easier to identify vulnerability and map
issues.
Councillor Massey questioned whether all communities were engaged in fire
safety as there may be different issues for different communities, such as
cooking methods. Members were advised that the individual stations worked
well with diverse communities at the local level and AF&RS was welcomed by
communities and would also use an incident as an opportunity to engage with a
local community about fire prevention.
In response to a question from Councillor Phipps about whether safeguarding
training included mental capacity and mental health first aid, Members were
informed that this was the case.
In response to a question from Cllr Phipps about whether there was an update
on the “to be confirmed” listed next to the action of “continue to support leaders
in how to communicate the rationale for targets” the HMICFRS Service Liaison
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Officer confirmed that he was still waiting for more information before this could
be completed.
Cllr Davis questioned whether there were enough resources to meet the level of
management support required from the Action Plan. The ACFO (SD) confirmed
that this was constantly monitored by the Service Leadership Team and the
service plan was about rebalancing, using reserves and lobbying for additional
funding.
In response to a question from Councillor Davis about common themes from all
the Fire Service Inspections, Members were advised that the key themes were
cultural issues and under resourcing in terms of protecting the public through fire
regulation.
On behalf of the Committee, Councillor Phipps thanked staff for all the work
associated with drafting the action plan and carrying out the actions within.
RESOLVED – that the report and the progress made in implementing the
HMICFRS inspection action plan be noted.
11. ENERGY AND ENVIRONMENT ANNUAL REPORT 2018/19
The Environmental Manager introduced the Annual Report and updated on a
number of issues that had changed since the previous year:
• Performance was over and above the targets set;
• Carbon emissions were well ahead of targets. AF&RS was on target
for 60% reduction by 2020. Reductions had been achieved by energy
efficiency in buildings; an increasing proportion of electricity generated
from solar PV panels and changes in national carbon factors as more
grid electricity from natural resources;
• Energy Consumption had reduced largely due to lighting and heating
improvements and installation of new solar PV systems at a further 3
sites.
• AF&RS had signed up with Bristol Energy for the next 2 years;
• Renewable Energy: AF&RS had 9 solar PV systems on site buildings
and was in dialogue with Bristol City Council about linking Temple Fire
station with biomass.
• Water Consumption: This was the only area where AF&RS was not
on target and that was due to a water leak at Chew Fire Station, but a
full refund of over £2000 had been received from Wessex Water and
Bristol Water;
• Travel and Transport: AF&RS had worked with the Energy Savings
Trust to carry out a review of the fleet and look at opportunities to
reduce emissions including the trial of electric and hybrid vehicles. A
Memorandum of Understanding (MOU) had also been signed with Bath
and North East Somerset Council (B&NES) in relation to exemptions
and concessions for clean air zone.
• Environmental Strategy and Management: AF&RS had worked with
other FRS to develop a training module for staff to raise awareness of
environmental issues and this could also be made available to
Members. Wellbeing Spaces had been developed at sites which linked
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•

mental wellbeing with green space and fresh air and there had been a
positive response from staff;
Next steps: AF&RS was looking to revise its Environment Policy and
set ambitious targets to align with the climate emergency. The
challenge presented was the indirect impact of environmental issues
such as employee commuting patterns and pension investments. Staff
would be consulted and AF&RS welcomed input of Members regarding
the issue in the interest of effective governance.

Councillor Eddy welcomed the report and asked if the AF&RS response to the
Bristol City Council Clean Air consultation could be summarised.
The
Environmental Manager responded that, as with the BANES Consultation on
Clean Air, AF&RS had asked for an extended period of exemption for
emergency vehicles.
Councillor Eddy also referred to the new recycling and reuse centre planned for
Hartcliffe Way and asked if, in view of its proximity to the Fire Station, there was
an opportunity to take advantage of this facility when it opened. Members were
advised that AF&RS had been liaising with Bristol City Council on this issue.
In response to a question from Councillor Massey about whether PV
(photovoltaics) systems would be fitted retrospectively in all sites, the
Environmental Manager responded that the system was not viable at a number
of sites. In response to a further question about whether plastic cups were still
being used, it was confirmed that these were used at HQ and the training centre
at Lansdown but AF&RS was looking at single use plastics and so the situation
may change in the future. It was also noted that staff were provided with 2 water
bottles to encourage them not to use single use plastics.
Cllr Payne suggested that the targets were not challenging and hoped that these
would be reviewed and updated in 2020. The Environmental Manager
responded that the targets were ambitious when set, as this was a time when the
energy market was different, but agreed that it was time to review in the context
of Local Authorities declaring a climate change emergency.
Councillor Lake asked whether AF&RS would advise on green fuels as part of a
home fire safety visit and ACFO SD responded that officers would only offer
advice from a safety perspective rather than a green perspective.
In response to a question from Councillor Lake about whether the pension
scheme used by staff was ethical in terms of investments, the Environmental
Manager confirmed that this was something that AF&RS were looking at
although this was a challenge with some members of staff in the Fire Fighters
Pension Scheme and others in the Local Government Pension Scheme.
Councillor Davis suggested that the Corporate Communications team publicise
the outcomes of the report as a good news story in view of the national
conversation about climate change and the achievements made by AF&RS in
reducing consumption and emissions.
RESOLVED – that the report and comments of Members be noted.
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12. DATE OF NEXT MEETING
RESOLVED – that the date of the next meeting be noted as 31 January 2020 at
10.30am HQ, Portishead.
The meeting closed at 12.17pm

…………………………………….
Chair

18

7.2

AVON FIRE AUTHORITY
PEOPLE AND CULTURE COMMITTEE
7 NOVEMBER 2019
NOTES OF MEETING

PRESENT: Councillors Clough, Hopkinson, Jacobs, Lake (Chair), Myers, Tucker
The meeting started at 10.30am.
1.

APOLOGIES FOR ABSENCE
Apologies for absence were received from Cllrs Johnson, Massey and Shearn.

2.

EMERGENCY EVACUATION PROCEDURES
The Assistant Chief Fire Officer, Service Delivery Support (ACFO (SDS))
explained the emergency evacuation procedures.

3.

DECLARATION OF INTERESTS
There were no declarations of interest.

4.

MINUTES OF THE ORDINARY MEETING
COMMITTEE HELD ON 7 MARCH 2019

OF

THE

EMPLOYMENT

RESOLVED, that notwithstanding that no Members of the current committee
were present at the meeting on the 7th March, the minutes be approved as a true
record and signed by the Chair, subject to Chair seeking comments from
Members actually present at the meeting on 7 March. Any resulting changes
would be reported to the next meeting.
5.

MINUTES OF THE ORDINARY MEETING OF THE DIVERSITY, INCLUSION,
COHESION AND EQUALITY COMMITTEE HELD ON 14 MARCH 2019
RESOLVED, that notwithstanding that no Members of the current committee
were present at the meeting on the 7th March, the minutes be approved as a true
record and signed by the Chair, subject to Chair seeking comments from
Members actually present at the meeting on 14 March. Any resulting changes
would be reported to the next meeting.
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6.

APPOINTMENT OF THE CHAIR OF THE PEOPLE AND CULTURE
COMMITTEE
It was moved and seconded and;
RESOLVED that Councillor Lake be elected Chair of the People and Culture
Committee for the 2019-20 Municipal Year.

7.

APPOINTMENT OF THE VICE CHAIR OF THE PEOPLE AND CULTURE
COMMITTEE
It was moved and seconded and;
RESOLVED that Councillor Myers be elected Vice-Chair of the People and
Culture Committee for the 2019-20 Municipal Year.

8.

CHAIR’S BUSINESS
The Terms of Reference of the Committee as agreed by the Avon Fire Authority
(AFA) at the meeting on 25 September 2019 were circulated. The addition of “To
determine applications for ill health retirement” was noted, as agreed with the
Chair prior to 14 October 2019 in line with the resolution at that meeting. Any
future changes would be presented to a full Avon Fire Authority meeting for
agreement.
It was confirmed that the political proportionality of the Committee would as far as
possible reflect the full membership of AFA and that ad hoc informal working
parties could be utilised to consider issues in more detail.
The Chair informed the Committee that she had attended the Changing
Landscapes of Fire and Rescue Authorities Conference. Interesting topics
covered included use of community spaces and groups and the use of artificial
intelligence. The AFA staff video #weR1 had also been shown and well received.

9.

PUBLIC ACCESS
No representations were received.

10.

CULTURAL JOURNEY UPDATE/IIPB
The ACFO (SDS) presented a selection of slides which outlined the work of the
internal improvement programme to date. The Committee then viewed the video
#weR1.
It was noted that the music rights for the track accompanying the video had been
determined as too costly and therefore the video cannot as yet be made public.
Work was ongoing to obtain either a better deal for the use of the music, or
alternative music for the video would be used.
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Councillor Myers stressed that the next stage of the cultural journey would be
difficult as it was important to ensure those with alternative views did not go
‘underground’ and people who were unsure how to express themselves were
given the support to choose the right language. Officers agreed that the clear
message to be given was that communication was the key to behavioural and
cultural change.
The Committee discussed the use of language and unintentional bias which
could be hurtful to others, for example, reference to ‘wives and widows’ and
‘firemen’. The Committee felt that there were still difficult conversations that
needed to take place. Officers highlighted the importance of equalities training
and providing safe places for people to enquire, discuss and be honest and open.
It was reported that there were more than 80 cultural advocates who would help
to drive change across the full organisation. Cultural advocates were volunteers
and members of staff who would help continue to improve the culture of the
organisation and bring the values to life. Councillor Myers was invited to be, and
accepted nomination as, a Member Cultural Champion who would bring
experience and guidance to the role.
11.

DICE IMPROVEMENT BOARD UPDATE
The HR Manager reported that the Diversity, Inclusion, Cohesion, Equality
(DICE) Improvement Board had reached its conclusions and been signed off.
The remit of the DICE Improvement Board now sat within the People and Culture
Committee.
An action plan for the delivery of policies such as the Bullying and Harassment
Policy and Discipline Policy was planned for release parallel with the release of
the organisational values policy.

12.

DICE STRATEGY UPDATE
The Culture and Inclusion Manager presented the report and the Diversity,
Inclusion, Cohesion, Equality (DICE) strategy for 2019/22.
The DICE
Improvement Board delivered against an action plan to address a number of
areas regarding recruitment, community engagement, policy and people. The
DICE strategy 2019 set out the intentions for improved community engagement
and representation.
In addition to the report, the Culture and Inclusion Manager reported that there
was ongoing recruitment of an additional member of the DICE team.
It was considered key to review all policies in line with the movement of cultural
change and this work was ongoing. Training would also be facilitated by the
DICE department to tackle issues and overcome obstacles.
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Evaluation of the recruitment process and workshops would take place to
consider how recruitment could be developed to reach underrepresented groups.
This would include community engagement such as within schools, colleges,
recruitment events and public sector organisations.
Councillor Jacobs highlighted the importance of strong leadership pulling
everyone in the right direction in order to affect negative behaviours.
Officers reported that they had been working to secure data in order to compare
and contrast underrepresentation within the organisation with the demographic
data of surrounding areas. It was reported that it had been difficult to acquire the
data from North Somerset, BaNES and South Gloucestershire and Councillors
from those authorities were asked to assist officers in that task.
The CFO reported that it was felt that the recent ‘Unconscious Bias’ training had
been very interesting and it was important to now translate that into the decision
making processes and policies to ensure no bias is prevalent.
The Committee debated how it was important within the struggle for equality to
understand the reasons and external factors which encouraged discriminatory
behaviour as people did not necessarily set out to discriminate against others.
Officers confirmed that the group of Cultural Advocates called ‘The Culture Club’
continued the work in this area and Councillors Myers and Lake accepted the
invitation to be involved as a Member Champions, and would report back to the
People and Culture Committee as appropriate.
The Chair thanked Officers for their hard work and highlighted the opportunity for
the Authority to be a pioneer in this field, as technology, online blogs, video
tutorials and digitisation could be utilised to help get the message across.
13.

HUMAN RESOURCES UPDATE
The HR Manager updated the Committee regarding recent recruitment activity.
It was confirmed that the Authority linked with as many partners as possible to
reach as many people as possible. It was reported that it was important to
understand the reasons why people do not apply for roles and the barriers to
applications. It was reported that the recruitment of female and BME firefighters
continued to be low.
It was also reported that work continued to improve attendance management.
Prevention was particularly important, especially with regards to mental health.
Fitness and long term sickness was another area for further work including
consideration of other roles within the authority, although with the understanding
that there was a balance to be achieved.
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Disciplinary action, bullying and harassment claims continued to fall, with 16 in
2017-18, 12 in 2018-19 and 4 in 2019-20 so far. Grievances figures also fell with
11 cases in 2017-18 and 3 cases in 2018-19. In terms of mitigation, appropriate
education is considered equally important alongside any other options on the
table.
Exit questionnaires were very important to gather both qualitative and
quantitative data with employees actively encouraged to take part. Every leaver
from the previous two years had been contacted as part of the wider cultural
review and asked why they left the organisation.
It was also reported that Cultural Advocates had visited stations using exercises
and discussions to roll out the Behavioural and Cultural Framework. All twenty
fire stations would be visited to help understand all the issues and evaluate how
the changes were being received. Unconscious bias training continued to be
rolled out across the workforce.
The Committee were updated regarding a legacy case which remained
outstanding of an ex-employee who had lodged a tribunal claim in 2016. The
Chair and CFO had engaged with the ex-employee through an independent
reviewer and it was hoped the report would be received shortly. Following
organisation evaluation and learning the report outcomes would be presented to
this Committee at its next meeting.
14.

DATE OF NEXT MEETING: 24 JANUARY 2020 at 1.00pm
The date and time of the next meeting of the People and Culture Committee was
noted.

15.

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.

16.

CONFIDENTIAL MINUTES OF THE ORDINARY MEETING
EMPLOYMENT COMMITTEE HELD ON 7 MARCH 2019

OF

THE

RESOLVED, that notwithstanding that no members of the current committee
were present at the meeting on the 7th March, the minutes be approved as a true
record and signed by the Chair, subject to Chair seeking comments from
Members actually present at the meeting on 7th March. Any resulting changes
would be reported to the next meeting.
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17.

CONFIDENTIAL MINUTES OF THE EXTRAORDINARY MEETING OF THE
EMPLOYMENT COMMITTEE HELD ON 2 SEPTEMBER 2019
RESOLVED, that the minutes be approved as a true record and signed by the
Chair following the meeting.

Meeting end 12.40pm

……………………………
Chair
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AVON FIRE AUTHORITY

7.3

PEOPLE AND CULTURE COMMITTEE
5 MARCH 2020
MINUTES OF MEETING
PRESENT: Councillors Clough, Davies (substitute for Councillor Tucker), Lake (Chair),
Massey, Myers
The meeting began at 13.30hrs but with the consent of the members it was
immediately adjourned until 14.00hrs to allow the completion of the earlier People
& Culture Committee meeting.
18.

APOLOGIES FOR ABSENCE
Apologies for absence were received from Councillors Hopkinson, Jacobs,
Johnson, Shearn and Tucker.

19.

EMERGENCY EVACUATION PROCEDURES
Officers explained the emergency evacuation procedures.

20.

DECLARATION OF INTERESTS
There were no declarations of interest made by Committee Members.
The Deputy Clerk advised that with regard to agenda item 24 (7) the Chief Fire
Officer (CFO) and Principal Officers had been advised that whilst they had a
personal
interest regarding the matter , no decision regarding their salary
grades were being made and therefore they could remain in the meeting.
However with regard to agenda item 25 (8) the CFO and other Principal Officers
could remain in the room to answer any questions but would be asked to leave
when discussion took place to avoid any appearance of influencing the Members
decision. Similarly with regard to item 34 (17) the CFO could remain to present
the report and answer any questions, but would leave when members discussed
his performance and made their decision.

21.

CHAIR’S BUSINESS
The Chair reported that the Trade Union representative for the FBU would be
giving a presentation at the next Member Development session.
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22.

MINUTES OF PEOPLE AND CULTURE COMMITTEE – 7 NOVEMBER 2019
RESOLVED – that the Minutes be approved as a true record and signed by the
Chair.

23.

PUBLIC ACCESS
No representations had been received.

24.

PAY POLICY STATEMENT 2020/21
The Committee received a report of the Deputy Clerk asking the Committee to
review the proposed Pay Policy Statement 2020/21 (PPS) for the financial year
commencing 1 April 2020 and to recommend approval to the Fire Authority.
Members were reminded of the Fire Authority’s (FA) Statutory obligation under
the Localism Act 2011 to prepare an annual PPS which sets out the FA’s policy
toward a range of issues relating to the pay of its workforce and in particular its
senior staff and lowest paid workers.
The FA was also obliged to publish its Gender Pay Gap by 31 March of each
year with relevant statistics from 31 March of the previous year. It was stated that
for this year the figures for 2020 would not be available until after the PPS was
published so it was suggested that the PPS be updated accordingly with the
figures once they become available including any actions that might need to be
taken to close the pay.
Members requested that the BAME statistics were also included within the Pay
Policy Statement, when they were available in the form of a separate Appendix.
1. During consideration of the report Officers clarified the cost of corporate
reimbursement of membership of professional bodies related to the
National Fire Chiefs Council;
2. How the Internal Pay Comparators related to roles of CFO’s and lowest
paid workers.
RESOLVED –
1. The proposed Pay Policy Statement for 2020/21 be approved;
2. That the Deputy Clerk be authorised to add to the Pay Policy
Statement, to be published by 31 March 2020, the Gender Pay Gap
statistics, as and when available.

25.

ANNUAL REVIEW OF THE REMUNERATION OF THE CHIEF FIRE
OFFICER/CHIEF EXECUTIVE
The Committee received a report of the Deputy Clerk asking the Committee to
review the pay of the CFO/CE and to make a recommendation to the Fire
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Authority for approval. The Deputy Clerk explained that the CFO/CE pay (to
which the Principal and Statutory officer’s pay was linked) was made up of two
parts. Firstly a nationally set pay award, determined by the NJC, and a local pay
award, determined by the Fire Authority.
The Committee considered and reviewed the pay of the CFO/CE and deliberated
the recommendation for its approval. The Committee was also advised that each
Principal and Statutory Officer had been consulted and all had indicated that they
were not seeking to make a local pay claim for 2020/21, and that accordingly no
local pay increase was recommended for this year.
RESOLVED – that the Fire Authority be recommended that there be no local
pay increase in the CFO’s salary for 2020/21.
26.

DICE STRATEGY - UPDATE
The Committee received a report of the CFO/CE in respect of the Diversity,
Inclusion, Cohesion, Equality (DICE) Strategy and Communication Plan for the
Strategy.
The Culture and Inclusion Manager (CIM) reminded Members that the
organisation had been working on an improvement program to deliver the 62
recommendations approved by the FA at its meeting in June 2017, this included
the establishment of a new DICE Improvement Board.
The CIM emphasised that the DICE Improvement Board had already delivered
against a number of areas with regard to recruitment, community engagement,
policy and people. The FA’s mission was to embed a Diverse, Inclusive,
Cohesive and Equal culture at the very heart of the organisation.
Points clarified during discussion were –
1. Workshops would be delivered by DICE advocates;
2. The Plan would be rolled out across the Organisation and in addition
would use interactive measures through a mixture of video introduction
and visual demonstration. This would support a better understanding of
the Strategy and how all employees were included in its content.
The Committee welcomed the positive message that the Strategy would bring.
The CFO committed to providing a copy of the Strategy and accompanying
materials to all members of the FA.
RESOLVED –
1. That the content of the report and the DICE Strategy be noted;
2. That the Communication Plan for the DICE Strategy be noted.
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27.

DICE STRATEGY ACTION PLAN
The Assistant Chief Fire Officer (Service Delivery (ACFO (SD)) addressed
Members regarding the DICE Strategy action plan, and confirmed that the DICE
action plan would underpin everything the FA did going forward emphasising the
following key points –
1. That the document would not just ‘sit on the shelf’ - it would inform all
employees that the FA was very serious about lasting cultural change;
2. That pilot workshops with Middle Managers were already underway and
this would roll out to wider members of staff in due course;
3. Culture was perceived by people in different ways so the process would
be challenging at times, therefore it was very important to have a clear
definition of the FA’s culture going forward;
4. There would be a strong emphasis on respect and dignity for all, aligned to
organisational values;
5. The action plan was a solid commitment that is the responsibility of not
just staff but Committee Members.
RESOLVED – that verbal update by the ACFO (SD) be noted.

28.

HUMAN RESOURCES - UPDATE
The Committee received a report of the CFO/CE in respect of work undertaken
by the Human Resources Team in relation to People & Culture issues.
The HR Manager provided an update on the work undertaken by the Human
Resources team in relation to People and Culture issues as detailed in the report.
Arising from discussion the following points were emphasised –
1. Greater emphasis on improving the percentage proportion of staff by
gender and ethnicity, to reflect wider society, would be a key priority;
2. Attracting future recruits, both firefighters and support staff, from the wider
community, including youth councils and schools, was an important priority
and would require the FA to ‘sell itself’ more robustly;
3. There was a need to move away from the stereotypical image of a ‘macho
firefighter’ to one which would encourage people from all walks of life to
consider a career with the Fire and Rescue Service;
4. Advertisements for apprentices would be rolled out, Members would have
copies so they could also roll out in their communities;
5. Long term staff absences were significantly down and arising from this
more work was now being done to strongly encourage more preventative
actions to avoid potential long term sickness absences.
The Committee was advised that a future report would focus on disciplinary
cases, bullying and harassment and would be submitted to the next meeting.
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RESOLVED – that the update on work undertaken by the Human Resources
Team in relation to People & Culture issues be noted.
29.

DATE OF NEXT MEETING– FRIDAY 15 MAY 2020 AT 10.30AM,
HEADQUARTERS, PORTISHEAD
RESOLVED: - that the date of the next meeting be agreed as Friday 15
May 2020 at 2pm at HQ, Portishead.

30.

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 and 3 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.

……………………………
Chair
Meeting end at 3.50 pm
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AVON FIRE AUTHORITY
MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

The Deputy Clerk

SUBJECT:

Pay Policy Statement 2020/21

1.

8

SUMMARY
The Fire Authority is asked to review the proposed Pay Policy Statement for
the financial year beginning on 1 April 2020 and recommend its approval.

2.

RECOMMENDATIONS
The People and Culture Committee recommend that the Fire Authority is
asked to agree:
a) The approval of the proposed Pay Policy Statement 2020/21
b) That the Deputy Clerk is authorised to add to the Pay Policy
Statement, the Gender Pay Gap and BAME (Black, Asian and
Minority Ethnic) statistics by the publication date when available.

3.

BACKGROUND

3.1.

The Fire Authority is required under the Localism Act 2011 to prepare an
annual Pay Policy Statement. This will state the Fire Authority’s policy
towards a range of issues relating to the pay of its workforce and in particular
the senior staff and the lowest paid employees.

3.2.

The Statement must include the following:

3.3.

•

Remuneration of its Chief Officers.

•

Remuneration of its lowest paid employees.

•

The relationship between the remuneration of its Chief Officers

•

The remuneration of those employees who are not Chief Officers.

Under the Act Pay Policy Statements must be prepared for each financial
year, approved by the full Fire Authority and published. The proposed
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Statement for 2020/21 is attached at the Appendix A. No substantive
changes are proposed from last year’s Statement (as amended by the Fire
Authority during that year) and assumes that the recommendations contained
elsewhere on today’s agenda for the review of the Chief Fire Officer / Chief
Executive’s pay are accepted. The Statement was considered by the People
and Culture Committee on the 5 March 2020, who agreed to recommend that
the Fire Authority approve the Pay Policy statement and that the statistics
relevant to the Gender and BAME Pay Gap to be added when available
3.4.

The Fire Authority is obliged to publish its Gender Pay Gap by 31 March in
each year with the relevant statistics from 31 March of the preceding year. It
is requested that these statistics should be added to the Statement.
However, the figures for 2020 will not be available until after the Statement is
published and therefore it is suggested that the Statement should be updated
when the figures are available together with details on the action to be taken
to try and close any gap. The production of future years' statistics will be
brought forward in order that in future they can be incorporated in each year’s
Statement.

3.5.

Figures are not currently available for the BAME Pay Gap but when they are it
is requested that these are also added to the Statement.

4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
None identified.

4.2.

Financial Implications
Funding for staffing costs is contained within existing budgets.

4.3.

Legal Implications
These are dealt with in the reports.

4.4.

Equality & Diversity Implications
No issues have been identified.

4.5.

Corporate Risk Assessment
None Identified.

4.6.

Environmental/Sustainability Implications
None identified.
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4.7.

Health & Safety Implications
None identified.

4.8.

Crime & Disorder Implications
None identified.

5.

BACKGROUND PAPERS
None.

6.

APPENDIX
Appendix A - Proposed Pay Policy Statement 2020/21.

7.

REPORT CONTACT
David Daycock, Deputy Clerk to the Fire Authority, extension 231.
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Appendix A

Pay Policy Statement
2020/21
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1.

INTRODUCTION

In accordance with sections 38 to 43 of the Localism Act this Pay Policy Statement
outlines the Fire Authority’s policies relating to:
•

Remuneration of its Chief Officers,

•

Remuneration of its lowest paid employees,

•

The relationship between the remuneration of its Chief Officers and the
remuneration of those employees who are not Chief Officers.

This will ensure that there is the appropriate accountability and transparency of salaries
and in particular the salaries of senior staff. The Fire Authority will publish the statement
on its website and update it on an annual basis or at such times as it is amended.
In applying its policy, the Fire Authority will work to eliminate any elements which may,
directly or indirectly, discriminate unfairly on the grounds of sex, race, colour, nationality,
ethnic or national origin, age, marital status, having dependants, sexual orientation,
gender reassignment, religion or belief, trade union activity, disability or any other
factors. Part-time workers receive the same pay and remuneration as full-time workers
undertaking the same job role on a pro-rata basis.
Decisions on the pay and conditions of employment of Chief Officers are made by
Members at a meeting of the Fire Authority itself.
2.

REMUNERATION OF CHIEF OFFICERS

The Fire Authority is responsible for establishing the pay policy for all employees and
reviewing the pay level of the Chief Fire Officer.
The Pay Negotiating Body for Chief Fire Officers is the National Joint Council (NJC) for
Brigade Managers of Local Authority Fire and Rescue Services. The NJC annually
reviews the level of pay increase applicable to all those covered by the national
agreement and determines any pay settlement. The Fire Authority applies the annual
negotiated pay settlements. All other decisions about pay levels and remuneration for
individual Brigade Managers are taken locally by the Fire Authority.
The salary structure for the Chief Fire Officer / Chief Executive (CFO), other Principal
Officers and the Statutory Officers is determined by the Fire Authority and is subject to
future salary reviews in accordance with the Constitution & Scheme of Conditions of
Service of the National Joint Council for Brigade Managers of Local Authorities’ Fire
Brigades known as the ‘Gold Book’.
The Fire Authority undertakes negotiations with its recognised representative bodies on
local agreements which affects the terms and conditions of its employees and which
may include agreement of local allowances. The Representative Bodies recognised for
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negotiating purposes for Chief Fire Officers is the Fire Leaders’ Association (formerly
the Association of Principal Fire Officers).
3.

REMUNERATION OF OTHER UNIFORMED / OPERATIONAL STAFF

The CFO has delegated responsibility to establish appropriate pay gradings and
salaries for all other employees of the Fire Authority.
This includes Wholetime, Retained Duty staff and Control Room staff. The remuneration
levels for these staff are subject to national negotiation as contained in the Scheme of
Conditions of Service of the National Joint Council for Local Authority Fire & Rescue
Services which is known as the ‘Grey Book’.
The representative body recognised for negotiating purposes is the Fire Brigades
Union.
4.

REMUNERATION OF CORPORATE SERVICES STAFF

The Scheme of Conditions of Service for these staff are set out within the National Joint
Council for Local Government Services known as the ‘Green Book’.
The Hay Job Evaluation Scheme and Grading Structure were approved by the Fire
Authority. The National Joint Council negotiates the level of any annual pay increases
applicable to all ‘Green Book’ staff.
The representative bodies recognised for negotiating purposes are UNISON and
UNITE.
5.

REMUNERATION OF THE LOWEST PAID EMPLOYEES

This statement must state the definition of “lowest-paid employees” adopted by the
authority for the purposes of the statement, and the authority’s reasons for adopting that
definition.
Avon Fire Authority is a ‘living wage’ employer. The living wage is a rate which is set by
an organisation known as Citizens UK. The current living wage outside of London is
£9.30.
6.

THE RELATIONSHIP BETWEEN THE REMUNERATION OF CHIEF FIRE
OFFICERS AND THOSE EMPLOYEES WHO ARE NOT CHIEF FIRE
OFFICERS

The Localism Act requires the Fire Authority to set out the relationship between the
remuneration of Chief Officers and the remuneration of those who are not Chief
Officers.
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6.1

Establishing the Pay of the Chief Fire Officer

This statement must include the authority’s policies relating to:
a) the level and elements of remuneration for each Chief Officer
b) remuneration of Chief Officers on recruitment
c) increases and additions to remuneration for each Chief Officer
d) the use of performance-related pay for Chief Officers
e) the use of bonuses for Chief Officers
f) the approach to the payment of Chief Officers on their ceasing to hold office
under or to be employed by the authority and
g) the publication of and access to information relating to remuneration of Chief
Officers.
The Fire Authority has established a policy that Principal Officer roles below that of CFO
and the Statutory Officers would be paid as a proportion of the locally agreed CFO base
pay rate. The salaries of the existing Chief Officers and any new appointments after 1
April 2020 are as follows:
Post

Existing Postholders

New Appointments

CFO

£152,214

£143,183

ACFO (75%)

£114,160

£107,387

£98,939

£93,069

Jan’ 2019 pay rates

Jan’ 2019 pay rates

Directors & Statutory
Officers (65%)
NJC annual pay award

6.1.1 Bonuses Payable / Performance Related Pay
The Fire Authority does not operate a bonus scheme or a Performance Related Pay
Policy for Chief Officers.
6.1.2 Charges, Fees or Allowances Payable
Payment of charges, fees and allowances for Chief Officers, is in accordance with the
provisions of the Gold Book and Section 4 of the Grey Book.
6.1.3 Vehicles
A taxable leasing contribution is provided to Chief Officers. Officers can claim
reimbursement for business mileage in accordance with the conditions of that scheme.
Officers who do not take advantage of the Fire Authority’s car leasing scheme may
claim reimbursement for the use of their private motor vehicle for business purposes, in
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accordance with the NJC Mileage rates and the provisions of the Essential User
Scheme.
6.1.4 Travelling and Subsistence Expenses
In accordance with NJC Conditions of Service, Chief Officers who are absent from their
usual place of duty, and who necessarily incur additional expenses in obtaining food,
may claim subsistence allowances in accordance with the Fire Authority’s published
rates.
6.1.5 Expenses
Chief Officers may claim reimbursement for out of pocket expenses incurred in the
course of carrying out their duties. The Fire Authority also permits Chief Officers to
utilise corporate procurement / credit cards in accordance with the terms of the scheme.
6.1.6 Professional Memberships
Fire Authority will reimburse Chief Officers for the cost of joining or maintaining
membership of professional bodies essential to the duties of their role.
6.1.7 Benefit in Kind
Chief Officers may elect to be provided with a lease vehicle under the car lease scheme
which may produce a taxable benefit in kind. Chief Officers may use the Fire Authority’s
medical intervention fund which could incur a taxable benefit in kind if the treatment is
related to a non-work injury.
6.1.8 Re-engagement / Re-employment
Re-engagement (operational employee retires and returns to the same or similar role
undertaken prior to retirement) will not be considered or approved for Area Managers
and above unless it is exceptional in the interests of public safety. Any such
appointment shall:
a) be made only by the Fire Authority meeting and voting in public session;
b) on presentation of a business case justifying the request; and,
c) on a fixed term contract for a maximum period of 6 months with no extension.
The published minute of the decision shall set out why the re-engagement was
necessary in the interests of public safety and alternative approaches were not deemed
appropriate.
Re-employment (operational employee retires and returns to a substantially different
role) is permissible via open external recruitment.
In both cases abatement of pension will apply.
5
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The Fire Authority operates a Flexible Retirement Policy for employees in the Local
Government Pension Scheme which allows staff to take their pension benefits and be
re-employed on reduced hours or at a lower grade without abatement of pension. This
complies with the provisions of the Local Government Pension Scheme.
6.1.9 Redundancy
There is no provision within either the firefighters pension schemes to enable Fire and
Rescue Authorities to provide enhanced redundancy payments above those payable by
virtue of enactment.
Officers within the LGPS are entitled to enhanced redundancy payments in accordance
with the provision of the scheme and the Fire Authority’s policies.
6.1.10 Termination by mutual agreement
The Fire Authority reserves the right to negotiate a compensatory payment for
termination of employment by mutual consent. Such payments may only be made if the
Fire Authority is satisfied that it is in the best interests of both the Fire Authority and the
public interest.
6.1.11 Payment in lieu of Notice
The Fire Authority reserves the right to make payment in lieu of notice in exceptional
circumstances, where this is deemed to be in the best interests of both the Fire
Authority and public interest.
6.1.12 Payment for untaken annual leave
The Fire Authority reserves the right to pay in lieu of untaken annual leave, where the
employee has been unable to take their leave entitlement due to the contingencies of
the Service.
6.1.13 Pension Arrangements
The pension schemes applied by the Fire Authority for the various staff groups are:
•

The Firefighters Pension Scheme 1992

•

The Firefighters Pension Scheme 2006

•

The Firefighters Pension Scheme 2015

•

The Local Government Pension Scheme 2014

The Fire Authority implements guidance in relation to these schemes as amended from
time to time by the responsible government department.
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6.2

Internal Pay Comparators

The comparison with the median earnings of the whole workforce using the basic pay
for full-time equivalents based on:
•

The CFO’s salary being £143,183

•

The lowest pay point being £17,942

•

The median basic pay of the Fire Authority’s whole workforce FTE (excluding oncall staff, auxiliary staff and community safety & staff engagement casuals) being
£31,044.

are as follows:
•

The current ratio between the CFO and median basic pay is 4.6:1 (2019/20 –
4.4:1).

•

The current ratio between the CFO and a competent fire-fighter is 4.6:1 (2019/20
- 4.6:1).

•

The current ratio between the CFO and lowest paid employee is 8.0:1 (2019/20 –
8.1:1).

7
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MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

The Deputy Clerk

SUBJECT:

Annual Review of the Remuneration of the Chief Fire
Officer / Chief Executive and the Principal and
Statutory Officers

1.

SUMMARY
This report invites the Fire Authority to review the pay of the Chief Fire Officer
/Chief Executive (CFO) and the Principal and Statutory Officers and to
approve that there be no pay or salary increase for 2020/21.

2.

RECOMMENDATIONS
The People and Culture Committee recommend that the Fire Authority agree
that there be no local pay increase in the CFO’s and the Principal and
Statutory Officer’s pay and salary for 2020/21.

3.

BACKGROUND

3.1.

The CFO is conditioned to the conditions of service agreed nationally by the
NJC and set out in the Gold Book.

3.2.

In respect of salaries the Gold book provides:
9.

The NJC will publish annually recommended minimum levels of salary
applicable to chief fire officers/chief executives employed by local
authority fire and rescue authorities.

10. There is a two-track approach for determining levels of pay for
Brigade Manager roles. At national level, the NJC shall review
annually the level of pay increase applicable to all those covered by
this agreement. In doing so, the NJC will consider affordability, other
relevant pay deals and the rate of inflation at the appropriate date.
Any increase agreed by the NJC will be communicated to fire
authorities by circular.
11. All other decisions about the level of pay and remuneration to be
awarded to individual Brigade Manager roles will be taken by the local
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Fire and Rescue Authority, who will annually review these salary
levels.
3.3.

Any local award would apply from 1 April but NJC awards apply from the
immediately preceding 1 January.

3.4.

The pay rates for Principal and Statutory Officers as of 1 January 2020 (NJC
pay award pending) are:
Role

Existing
Postholders

New
appointments
from 01.09.18

Chief Fire Officer / Chief Executive

£152,214

£143,183

Assistant Chief Fire Officer

£114,160

£107,387

£98,939

£93,069

Directors / Statutory Officers
3.5.

The Fire Authority reduced the salary when recruiting for a new CFO in Spring
2018 and this took effect from 1 September 2018. The new pay rates apply to
appointments commencing on or after 1 September 2018. Those employees
in post prior to that date maintain their existing salaries.

3.6.

It should be noted that all members of the Service Leadership Board and the
Statutory Officers are paid a set percentage of the CFO salary and any
decision made equally affects their pay as per the Pay Policy Statement.
Please also note that this applies to the Clerk when appointed.

3.7.

Each Principal and Statutory Officer has been consulted and all have
indicated that they do not wish to make a local pay claim for the coming year
and on this basis no local pay increase is recommended for 2020/21.

3.8

The People and Culture Committee considered the above matter on 5 March
2020, and agreed that it would recommend to the Fire Authority that there will
be no pay or salary increases for the CFO or the Principal and Statutory
Officers for 2020/21.

4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
It is important that the Fire Authority has within its senior roles quality and
talented individuals to drive its priorities.

4.2.

Financial Implications
Any increase agreed nationally will be met from existing budgets.
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4.3.

Legal Implications
These are dealt with in this report from a contractual perspective.

4.4.

Equality & Diversity Implications
None identified.

4.5.

Corporate Risk Assessment
Salary levels can impact upon retention and recruitment.

4.6.

Environmental/Sustainability Implications
None identified.

4.7.

Health & Safety Implications
None identified.

4.8.

Crime & Disorder Implications
None identified.

5.

BACKGROUND PAPERS
National Joint Council for Principal Fire Officers of Local Authority Fire
Brigades ‘Constitution and scheme of conditions of service‘, known as the
Gold Book.
AFA Pay Policy Statement 2020/21

6.

APPENDIX
None.

7.

REPORT CONTACT
David Daycock, Deputy Clerk to the Fire Authority, extension 231.
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MEETING:

Avon Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

The Interim Treasurer
Chief Fire Officer / Chief Executive

SUBJECT:

Revenue Monitor and Capital Programme 2019/20

1.

SUMMARY

1.1.

The report provides the Fire Authority with the final assessment of the outturn
position on the revenue and capital budgets for 2019/20 and provides an
update on other financial issues.

1.2.

Key points to note on budget monitoring of the 2019/20 position are:

2.

•

Detailed work is underway on closing the accounts for 2019/20. It has
been necessary to review expenditure plans given the extraordinary
events around COVID 19 pandemic that occurred late in the financial
year.

•

It is now considered prudent to make a budgeted transfer to reserves of
£1,277,000 to cover essential expenditure that has been identified will
be incurred in 2020/21 and which was not include in the budget set in
February 2020.

•

There is a net transfer to reserves of £800,000.

•

The actual Capital Programme for the year is £5,841,000 and at the
year end £5,051,000 of the programme has slipped into 2020/21.

•

The report comments on the key risks that could have a budgetary
impact, and, where appropriate, the steps that are being taken to
mitigate them.

•

Investment performance will be in line with current investment strategy.

RECOMMENDATIONS
The Fire Authority is asked to:
a) Approve the Revenue Budget adjustments as set out in the report and
contained in Appendix 2;
b) Approve the changes to the budgeted use of reserves as set out in the
report;
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c) Note the latest forecast of expenditure on the Revenue Budget and
Capital Programme.
3.

BACKGROUND
Revenue Budget
Overall Position

3.1.

A Revenue Budget of £43.7m was approved by Members at their meeting in
February 2019.

3.2.

The original Revenue Budget included an estimate of the required use of
earmarked reserves of £650,000 during 2019/20. The need for the use of
earmarked reserves during the year has been reviewed as part of the
monitoring process and the latest position is shown in the table below:
Budgeted use of Reserves 2019/20

Original
Approved
Budget

Additional
Reserves

Reserves
not
Needed

New
Reserve
Created

Total Use
of
Reserves

£'000

£'000

£'000

£'000

£'000

100

26

Earmarked Reserves
Premises / H&S Reserve critical works

126

Marketing & Communication Reserve

28

28

Operational Fitness reserve

35

35

Improvement Programme Reserve

271

ESCMP Reserve

216

-145

126

-198

18

PPE Replacement Reserve

0

Community Safety reserve
BT WAN - Upgrades and One-off Costs
Reserve
Communications - UPS/Station End Upgrades reserve
Control and Communications Welfare/Site
Covid-19 Reserve

0

-70

-70

0

-110

-110

0

-30

-30

0

-25

-25

0

-192

-192

National Operational Guidance Reserve

0

-300

-300

Extrication Reserve

0

-7

-7

IT Infrastructure Reserve
Total Earmarked Reserves

140

140

0
650

166

-343

-539

-539

-1,273

-800

3.3.

The main changes in the planned use of reserves are in relation to the
continued delay in the roll out of the Government’s Emergency Services
Mobile Communications Programme (ESMCP) -£198,000, the need to use the
Personal Protective Equipment (PPE) replacement reserve +£140,000 to
cover the cost of replacing items of PPE which are beyond economic repair
and the use of the Improvement Programme Reserve not now anticipated to
be required -£145,000.

3.4.

Following the review of expenditure plans, mainly as a result of the COVID 19
pandemic, it is proposed to create the following new reserves to cover
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expenditure anticipated to be incurred in 2020/21 and which was not included
within the budget set by Members at the budget setting meeting in February –
•
•
•
•
•
•
•
•

3.5.

Community Safety Reserve – £70,000 – purchase two new electric
vehicles; upgrade the risk reduction database and support the assistive
technology programme;
BT WAN Reserve – £110,000 – to upgrade the WAN and provide for
associated infrastructure;
Communications Reserve – £30,000 – to provide for UPS / station end
upgrades;
Control Welfare Reserve – £25,000 – to make upgrades to the site at
Control;
Covid-19 Reserve – £192,000 – this amount was received from the
Government shortly before the end of the year to provide for ppe,
cleaning, staff costs, etc of the Covid-19 outbreak;
National Operational Guidance Reserve – £300,000 – to provide for the
implementation of the new National Operational Guidance (NOG);
Extrication Reserve – £7,000 – to provide for costs of the extrication
challenge expected to take place in September 2020;
IT Infrastructure Reserve – £539,000 – to pay for upgrades in the IT
systems across the Service area, to enable staff to work more
efficiently and effectively.

The latest Revenue Budget forecast is that there will be no variance
compared to the revised Budget. A summary is shown below:
Revenue Budget Outturn 2019/20
Revised
Budget
2019/20
£'000

Outturn
£'000

Variation
£'000

Variation
%

37,109

37,447

338

0.90%

Premises

2,465

2,504

39

1.58%

Transport

1,553

1,462

-91

-5.86%

Supplies and Services

5,302

4,998

-304

-5.74%

Other / Capital Costs

1,522

1,525

3

0.20%

Total Expenditure

47,951

47,936

-15

-0.03%

Income

-5,679

-5,664

15

-0.26%

Net Expenditure

42,272

42,272

0

0.00%

-477

-477

0

0.00%

1,277

1,277

0

0.00%

43,072

43,072

0

0.00%

Area
Employees

Transfer from reserves
Transfer to earmarked reserves
Net Expenditure

3.6.

A detailed breakdown of the main budgets, forecast outturn and variances are
shown in Appendix 1.

45

3.7.

The key items to note are:
•

At the end of March 2020 there were equivalent to 462 firefighters in
post which is below establishment and a new recruitment process was
under way. However this recruitment process has now had to be
postponed due to the Covid-19 outbreak.

•

There have been a number of unexpected leavers from support staff
roles and delays are being experienced in being able to successfully
recruit to some roles.

•

There have been a higher number of ill health retirements than
originally forecast, leading to an overspend in this area.

•

There were underspends in several areas due to expected orders not
being fulfilled by the end of the year.

•

Income is also higher than forecast, largely due to the receipt of
additional Government grant in respect of adjustments to business
rate relief grant income.

Budget Adjustments
3.8.

It has been considered prudent to review expenditure plans and to make a
number of budget adjustments since the last report to Members at the
December 2019 Fire Authority meeting. These budget adjustments, mainly as
a result of the COVID 19 pandemic, allow for a budgeted transfer to reserves
as identified above and are set out in detail in Appendix 2.
Budget Issues and Risks, Significant Variations

3.9.

In line with the Fire Authority’s approach to risk management, where possible
budget risks have been identified and assessed in terms of probability and
impact. The main risks are as follows:
•

Employee Costs – overall Employee costs were overspent by
£338,000. This overspend is mainly attributable to higher than budget
ill health retirement costs, offset by vacant corporate staff posts and
with an underspend on full-time firefighters.

•

On-call Turnout and Attendance Fees - Members are aware that
this is a volatile budget and adverse weather conditions during the
year can have a material impact on expenditure. The final position
was that the total retained budget was overspent by £294,000 at the
end of the financial year.

•

Communications, ICT hardware and software costs – these
budgets are expected to be overspent by £139,000 by the end of the
financial year. The IT infrastructure is ageing and it has been
identified that some servers will need to be replaced. There have also
been issues with licensing, so new licences have had to be
purchased.

3.10. The key variances are set out in Appendix 3.
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Treasury Management including Investment Income
3.11. The current interest rate paid by Bristol City Council on the Fire Authority’s
balances, as part of the financial services contract, is based on the LIBID 7
day rate. Due to the continuing low short term interest rates balances are still
being primarily used to finance current capital financing requirements. There
is a risk that long term rates will increase when long term borrowing is due to
be arranged but the position is being closely monitored.
3.12. A summary of the latest position is shown below:
2019/20 Investment Summary
Average Daily Cash Balance
Interest Received

£'000
11,215
61

Rate of Return

54.00%

Average Libid 7 day rate - Target

54.00%

Variance %
Variance £

Comment

0.00%
0

Reserves
3.13. A summary of the anticipated reserves position at 31 March 2020 including
the movement during 2019/20 is shown in Appendix 5.
Prudential Indicators
3.14. Members approved the Treasury Management Strategy and Capital
Programme 2019/20 to 2022/23 at the Fire Authority meeting in March 2019.
3.15. At this stage the approved Prudential Indicators have not been breached.
3.16. At 31 March 2019 the Fire Authority had deferred borrowing of £5.9m. No new
loans have been undertaken so far this financial year.
3.17. There is still a deferred receipt from the sale of the former Temple Back
headquarters site of £8,000,000. It was expected that this would be repaid by
the end of the year, but it is now expected to be repaid early in the 2020/21
year.
The Firefighters Pension Fund 2019/20
3.18. Attached at Appendix 4 is the budget and outturn figure for the Pension Fund
Account for 2019/20. At this stage it is projected that expenditure will be
£1,913,000 over budget, primarily due to a higher level of commutations on
retirement than expected. Income from the Employers contributions is
expected to be £99,000 lower than originally budgeted, primarily due to the
timing of leavers. The in year ill health income is expected to be higher by
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£34,000. The net impact of the variations results in a net increase in the
Government top-up Grant of £1,913,000.
Capital Programme
3.19. The latest Capital Programme was approved by Members at their meeting in
December 2019.
3.20. As previously reported to Members, delays in selecting a contractor to
undertake the rebuilding of Avonmouth fire station have resulted in the
programme for 2019/20 being reduced by £1,860,000 with a corresponding
reduction in funding. The cost to complete this project will be included in the
programme for future years.
3.21. No further adjustment are required to the capital programme for this financial
year.
3.22. The final Capital Programme for 2019/20 is shown in the table below:
Revised Capital Programme 2019/20

Investment Area
Fleet
Premises - General
Premises - Reinvesting for the Future
Operational Equipment
IT
Unallocated
Total Programme
Funded by:
Grant
Capital Receipts / Capital Reserves
Revenue Contribution to Capital
Prudential Code
Total Programme

Revised
Budget
£'000
2,500
556
1,100
307
1,157
221
5,841
0
5,593
248
0
5,841

Fourth
Quarter
Budget Adj
2019/20
£'000

20
-20
0

0

Revised
Budget
£'000
2,500
556
1,100
307
1,177
201
5,841
0
0
5,593
248
0
5,841

Current Position
3.23. The outturn position to the year end is shown in the table below:
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Capital Programme 2019/20

Investment Area
Fleet
Premises - General
Premises - Reinvesting for the Future
Operational Equipment
IT
Unallocated
Total Programme

Revised
Budget
£'000
2,500
556
1,100
307
1,177
201
5,841

Outturn
Slippage
Variance
£'000
£'000
£'000
24
2,477
1
27
531
2
429
674
3
76
235
4
244
933
0
0
201
0
800

5,051

10

3.24. Further details of each of these areas are set out below.
Fleet
3.25. An order has been placed for seven standard water tender ladder ‘Type B’
appliances. The delivery date for the new chassis was expected to be in the
late summer of 2020, therefore this expenditure has slipped into 2020/21. The
procurement payment approach is aligned to mile-stones, with the first being
the chassis purchase; and the lead time for the chosen chassis has delayed
the start of the build causing this capital spend slippage, consequently the
further staged payment will similarly be processed in the next financial year.
Due to the Covid-19 situation, the supplier Emergency One, is running on a
skeleton staff and are not in a position to update the Gantt chart at this time,
so the expected delivery date is unknown.
Operational Equipment
3.26. The procurement process has commenced for the thermal imaging cameras,
however they were not delivered by the year end, so that expenditure has
slipped into 2020/21. The gain access equipment has also slipped into
2020/21. The specification for the drone is currently being worked on as the
type that was in the original business plan is no longer available, so this
expenditure has also slipped.
Estates
3.27. The general budget has been allocated for health, fitness, welfare and
wellbeing in particular for On Call Stations (gym, shower, toilet and changing
facilities). The initial concepts have been agreed and are now subject to a
design brief to be developed for Modular Extensions. £348,000 of this has
been slipped into 2020/21.
3.28. The project brief for Bedminster has been completed, and the previous
planning application for the first floor is still valid. The initial redesign has been
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completed and a consultation with site users is still to be carried out. £183,000
of this has been slipped into 2020/21.
3.29. Reinvesting for the Future – The construction contract has been awarded on
the Avonmouth rebuild, and work has now commenced on site. The business
cases for the Bath and Weston-super-Mare rebuilds have been approved by
Members. Feasibility work is underway on both these sites including
collaboration with other partners. £674,000 of this has been slipped into
2020/21.
IT and Digitisation
3.30. Work on forming the Transformation Team is underway, and was not finalised
by the year end. Until this work is completed it is unlikely that there will be any
significant expenditure incurred on the digitisation programme. £933,000 has
been slipped into 2020/21.
4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
A robust budget monitoring process is essential to ensure that the Fire
Authority remains within budget and resources are allocated to spending
priorities agreed by members.

4.2.

Financial Implications

4.3.

As set out in the report, expenditure on the Best Value Improvement
Programme will require a significant use of reserves over the next year.
Legal Implications
The Fire Authority must budget within its means.

4.4.

Equality & Diversity Implications
The Revenue and Capital Budgets support a range of equalities work and
initiatives.

4.5.

Corporate Risk Assessment
There are many risks associated with budgets, resources and expenditures.
These are set out in the report.

4.6.

Environmental/Sustainability Implications
The Revenue and Capital budgets support a range of environmental work and
initiatives.

4.7.

Health & Safety Implications
The Revenue and Capital budgets support a range of Health and Safety staff
and initiatives.
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4.8.

Crime & Disorder Implications
None.

4.9.

Data Protection Implications
None.

5.

BACKGROUND PAPERS
Held within the Finance Department

6.

7.

APPENDICES
1.

Detailed Revenue Budget Forecast 2019/20

2.

Details of significant Revenue Budget Adjustments 2019/20

3.

Details of significant Revenue Budget variances 2019/20

4.

Forecast Fire Fighters Pension Fund Account 2019/20

5.

Details of Forecast Movement on Reserves 2019/20

REPORT CONTACT
Lynne Lamb, Finance Manager, extension 235.
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Appendix 1
AVON FIRE AND RESCUE AUTHORITY

2019/20 Revenue Budget - Variances
EXPENDITURE CLASSIFICATION
EMPLOYEE COSTS

Approved Revised
Budget
Budget
£'000
£'000

Variance Variance Reason for significant budget variations
£'000
%

Full-time Firefighters
Auxiliary Firefighters
Firefighter Pension costs
On -call Firefighters
Control Room Staff
Members Allowances
Corporate Staff

25,024
55
1,519
2,355
1,657
56
5,607

25,024
55
1,519
2,355
1,656
56
5,363

0
0
0
0
-1
0
-244

Training Courses
Employee Insurance & other employee costs

563
462
37,298

603
478
37,109

40
16
-189

1,118
712
308
364
2,502

1,082
712
308
363
2,465

-36
0
0
-1
-37

-3.2% Correction of reserves
0.0%
0.0%
-0.3%
-1.5%

809
178
310
356
1,653

739
178
280
356
1,553

-70
0
-30
0
-100

-8.7% Transfers to reserves
0.0%
-9.7% Transfers to reserves
0.0%
-6.0%

998
1,553
2,352

998
1,558
2,187

0
5
-165

137
597
5,637

137
422
5,302

0
-175
-335

1,274
248
0
1,522

1,274
248
0
1,522

0
0
0
0

-4,474
-308
-305
-5,087

-4,966
-308
-405
-5,679

-492
0
-100
-592

PREMISES COSTS
Repairs and maintenance
Business Rates
Utility Costs
Other Costs
TRANSPORT COSTS
Vehicle maintenance costs
Vehicle Insurance costs
Fuel costs
Travel allowances and expenses
SUPPLIES AND SERVICES
Equipment and supplies
Fees and Services
Communications and computing
Expenses and allowances
Other supplies and services
OTHER COSTS
Capital financing costs
Revenue contributions to capital
Retention
INCOME
Grants and contributions
Investment income
Other income
TRANSFER TO/FROM RESERVES
Transfer from reserves
Transfer to reserves
NET BUDGET

-452

-477

-25

0
-452
43,073

1,277
800
43,072

1,277
1,252
-1

0.0%
-0.3%
0.0%
0.0%
0.0%
-0.1%
-4.4% Savings from a delay in the implementation of the
improvement team
7.1% Wellbeing, development and mentoring for staff
3.5% Sundry changes
-0.5%

0.0%
0.3% Agreed transfer re legal fees
-7.0% IT infrastructure costs to be carried forward to
2020/21
0.0%
-29.3% Unutilised budget transferred to 2020/21
-5.9%
0.0%
0.0%
0.0%
0.0%
11.0% Business rate relief grant and Covid 19 grant
0.0%
32.8% Transfers to reserves
11.6%

Unutilised budget transferred to reserves
0.0%
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Appendix 2
AVON FIRE AND RESCUE AUTHORITY

2019/20 Revenue Budget - Variances
EXPENDITURE CLASSIFICATION
EMPLOYEE COSTS

Approved Revised
Budget
Budget
£'000
£'000

Variance Variance Reason for significant budget variations
£'000
%

Full-time Firefighters
Auxiliary Firefighters
Firefighter Pension costs
On -call Firefighters
Control Room Staff
Members Allowances
Corporate Staff

25,024
55
1,519
2,355
1,657
56
5,607

25,024
55
1,519
2,355
1,656
56
5,363

0
0
0
0
-1
0
-244

Training Courses
Employee Insurance & other employee costs

502
462
37,237

542
478
37,048

40
16
-189

1,118
712
308
364
2,502

1,082
712
308
363
2,465

-36
0
0
-1
-37

-3.2% Correction of reserves
0.0%
0.0%
-0.3%
-1.5%

809
178
310
356
1,653

739
178
280
356
1,553

-70
0
-30
0
-100

-8.7% Transfers to reserves
0.0%
-9.7% Transfers to reserves
0.0%
-6.0%

998
1,553
2,352

998
1,558
2,187

0
5
-165

198
597
5,698

198
422
5,363

0
-175
-335

1,274
248
0
1,522

1,274
248
0
1,522

0
0
0
0

-4,474
-308
-305
-5,087

-4,966
-308
-405
-5,679

-492
0
-100
-592

PREMISES COSTS
Repairs and maintenance
Business Rates
Utility Costs
Other Costs
TRANSPORT COSTS
Vehicle maintenance costs
Vehicle Insurance costs
Fuel costs
Travel allowances and expenses
SUPPLIES AND SERVICES
Equipment and supplies
Fees and Services
Communications and computing
Expenses and allowances
Other supplies and services
OTHER COSTS
Capital financing costs
Revenue contributions to capital
Retention
INCOME
Grants and contributions
Investment income
Other income
TRANSFER TO/FROM RESERVES
Transfer from reserves
Transfer to reserves
NET BUDGET

-452

-477

-25

0
-452
43,073

1,277
800
43,072

1,277
1,252
-1

0.0%
-0.3%
0.0%
0.0%
0.0%
-0.1%
-4.4% Savings from a delay in the implementation of the
improvement team
8.0% Wellbeing, development and mentoring for staff
3.5% Sundry changes
-0.5%

0.0%
0.3% Agreed transfer re legal fees
-7.0% IT infrastructure costs to be carried forward to
2020/21
0.0%
-29.3% Unutilised budget transferred to 2020/21
-5.9%
0.0%
0.0%
0.0%
0.0%
11.0% Business rate relief grant and Covid 19 grant
0.0%
32.8% Transfers to reserves
11.6%

Unutilised budget transferred to reserves
0.0%
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Appendix 3
Key Budget Variances
Budget Heading

Variances
£'000

Full-time Firefighters
Auxiliary Firefighters
Fire-fighter pension costs
On-call Firefighters
Support Staff
Employee insurance and other employee costs
Repairs and maintenance
Vehicle maintenance costs
Travel allowances and expenses
Equipment and supplies
Fees and services

-213
-46
586
294
-255
-27
47
-53
-33
-48
-9

Communications and computing

-139

Expenses and allowances
Other supplies and services
Grants and contributions
Investment income
Other income

-58
-50
13
31
-29

Comment
Vacancies
Unutilised budget within the year
Ill health retirements greater than expected
Increased call outs and pension costs
Vacancies
Reduced insurance costs
Increased costs of maintenance
Orders not fulfilled by the end of the year
Savings on car allowances
Mainly due to delayed capital projects
Legal fees and pension fees
Initial estimates for Amicus help-desk and
development cost under-budgetted
Savingsd on subsistence
Community fire safety and SWCDC savings
Additional grants received
Lower bank interest received
Additional income received
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Appendix 4
AVON FIRE AND RESCUE
AUTHORITY
2019/20 Fire Fighters Pension Fund

Pensions Outgoings
Pension payments
Commutations
Transfers to other schemes
Other
Total Expenditure
Pension Income
Employee Contributions
Employer Contributions
In year ill health income
Transfer in from other schemes
Government Grant
Total Income
Net Fund Expenditure

Budget
£'000

Outturn
£'000

Variance
£'000

14,414
1,304
15,718

14,631
2,845
15
140
17,631

217
1,541
15
140
1,913

-2,334
-5,255
-382
-50
-7,697
-15,718
0

-2,335
-5,354
-352
-16
-9,575
-17,631
0

-1
-99
30
34
-1,878
-1,913
0
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Appendix 5

AVON FIRE AND RESCUE AUTHORITY
Reserves Analysis
Reserve

Earmarked Reserves
Pension / Budget Pressure Reserve
PPE Replacement Reserve

Control Resilience Reserve
Premises / H&S Reserve critical works
Pension Reserve
Legal Fees Reserve
Furniture Reserve
Swift Water Rescue Equipment Reserve
Marketing & Communication Reserve
Capital Financing Reserve
Auxiliary Reserve
Medical Intervention
Hydrants Reserve
Operational Fitness reserve
Document Management System reserve
ESCMP Reserve
Procurement Reserve
Equality & Inclusivity Reserve
Strategic Development Software Reserve
Mobile Data Terminal Software Update Reserve
Community Fire Safety reserve
Improvement Programme Reserve
Transformation Reserve
Invest to Save / Financial Pressures Reserve
BT WAN - Upgrades and One-off Costs
Reserve
Communications - UPS/Station End Upgrades reserve
Control and Communications - Welfare/Site
Covid-19 Reserve
National Operational Guidance Reserve
Extrication Reserve
IT Infrastructure Reserve
PFI Equalisation Fund
Unapplied Capital receipts Reserve
Total Earmarked Reserves
Working Balance
Total Reserves

Opening
Balance 1
April 2019
£'000

140
296
200
420
100
20
100
28
587
100
40
100
35
60
285
40
74
10
6
0
1,480
457
1,000

Transfer
Out
£'000

Transfer In
£'000

-140
-126

-28

-35
-18

-126
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Closing
Balance 31
March 2020
£'000

0
296
74
420
100
20
100
0
587
100
40
100
0
60
267
40
74
10
6
70
1,354
457
1,000

0

110

110

0

30

30

0
0
0
0
0
1,540
5,689
12,807
1,500
14,307

25
192
300
7
539

25
192
300
7
539
1,540
5,689
13,607
1,500
15,107

-473

1,273

-473

1,273
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AVON FIRE AUTHORITY

11

MEETING:

Avon Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

The Deputy/Interim Clerk

SUBJECT:

The application of the Police and Crime Commissioner
for Avon and Somerset to join Avon Fire Authority, and
Changes to the Avon Fire Authority Combination Order

1.

SUMMARY
The purpose of this report is to inform the Fire Authority of an application by
the Police and Crime Commissioner for Avon and Somerset to join the Fire
Authority and to ask Members to determine the application. The report also
informs Members of the new legislative changes to the Combination Orders
governing Combined Fire Authorities, which enabled the above application,
and to authorise the Deputy Clerk to make consequential changes to the Fire
Authority’s Constitution.
For Decision:

1.1

The Fire Authority is asked to;
Agree or refuse the application of the Police and Crime Commissioner for
Avon and Somerset to join the Fire Authority, and

1.2

Authorise the Deputy Clerk to make the appropriate consequential changes to
the Fire Authorities Constitution brought about by the new legislation.

2.

BACKGROUND
The Combined Fire and Rescue Authorities (Membership and Allowances)
Amendment Regulations 2020 (the Regulations) came into effect on the 18
March 2020. These are set out at Appendix 2. The Regulations enable Police
and Crime Commissioners (PCC’s) to sit as Members of Combined Fire
Authorities in their area. The Regulations enable a Fire Authority to appoint a
PCC to be a full member of the Authority following a request from a relevant
PCC. However, it is also open to the Fire Authority to agree or refuse a
request as it sees fit. A PCC will not receive additional remuneration as a
Member of a Fire Authority and can appoint another person to attend on their
behalf as a representative. That person may speak, but cannot vote, and is
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not to be treated as a Member of the Authority for any purposes. An
application from the PCC for Avon and Somerset to become a Member of the
Fire Authority was made on the 28 April 2020. See Appendix 1.
3.

CONSIDERATIONS
As stated above, Avon Fire Authority has received a written request from the
Police and Crime Commissioner for Avon and Somerset to join the Fire
Authority. Accordingly, Members will need to consider the application and
determine whether to agree the request, and take into consideration the skills,
attributes and the likely contribution of the PCC to the Fire Authority, together
with any possible detrimental impact. The potential benefits could
include exploration and optimisation of collaboration between the local Fire
and Police services. Detriment may include possible conflict and
disagreement on issues.
The new legislation requires Members to give reasons for their decision, and
publish those reasons, though it is advised that this will only be appropriate if
the application is refused.
It is anticipated that if agreed, the appointment of the PCC would not affect
the total number of Fire Authority Members from the Constituent Local
Authorities on the Fire Authority, nor the appropriate political and
representative balance within the Authority, nor the AFA Committee
representation, as the PCC will have no political affiliation. Further guidance
may be given by central government on these issues. It is not considered
necessary to change the overall membership of the Committees at this stage.
Members are asked to authorise the clerk to make the consequential changes
to the Fire Authority’s Constitution, in order to facilitate the appointment of a
PCC to the Fire Authority and to reflect the changes brought about by the new
legislation.
The PCC, if appointed, will have full rights and obligations as a Member of the
Fire Authority, and will serve until the end of their term of office, or if a
vacancy occurs.
It is understood that the PCC has made a similar request to join the Devon
and Somerset Fire Authority as a full member, which has been accepted.

3.1.

Financial Implications
There is no requirement to pay an allowance to a PCC appointed to a Fire
Authority.

3.2.

Legal Implications
The purpose of this paper is request Members to determine the application
from the PCC, to inform AFA Members of legislative changes, and to agree
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consequential changes to the Constitution. Refusal of the application may
result in legal challenge by means of Judicial Review.
3.3.

Equality & Diversity Implications
None identified.

3.4.

Corporate Risk Assessment
None identified.

3.5.

Environmental/Sustainability Implications
None identified.

3.6.

Health & Safety Implications
None identified.

3.7.

Crime & Disorder Implications
The experience and role of the PCC is likely to have beneficial implications.

3.8.

Data Protection Implications
None identified.

4.

BACKGROUND PAPERS
www.legislation.gov.uk/uksi/2020/168/contents/made

5.

APPENDIX
Appendix 1 - Letter from the Police and Crime Commissioner for Avon and
Somerset
Appendix 2 - Combination Order Schedule amendments

6.

REPORT CONTACT
David Daycock, Deputy Clerk to the Fire Authority.
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Appendix 2
SCHEDULE 1
Variation of the Avon Fire Services Combination Scheme
1. In paragraph 2 of the Avon Fire Services Combination Scheme—
(a) omit “and” at the end of the definition of “constituent authority”, and
(b) at the end of the definition of “the fire brigade”, insert “; and” and as follows—
““relevant police and crime commissioner” means a police and crime
commissioner—
(a) whose area is the same as, or contains all of, the combined area, or
(b) all or part of whose area falls within the combined area”.
2. For paragraph 11 of that Scheme substitute—
“11. — (1) Subject to sub-paragraph (2), the Authority is to consist of not more
than 25 members.
(2) If the minimum number of members resulting from the operation of
paragraphs 12 and 12A would be greater than 25, the Authority is to
consist of that number of members.
(3) The members of the Authority are to be appointed in accordance with
this Part.”.
3. In paragraph 12 of that Scheme—
(a) the existing paragraph becomes sub-paragraph (1), and
(b) after that sub-paragraph, insert—
“(2) Each representative appointed by a constituent authority under subparagraph (1) must be appointed from its own members.”.
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4. After that paragraph, insert—
“12A .— (1) The Authority may appoint a relevant police and crime commissioner
to be a member of the Authority.
(2) But the Authority may only make such an appointment in response to a
request from the commissioner.
(3) If the Authority receives a request from a relevant police and crime
commissioner, it must—
(a) consider the request,
(b) give reasons for its decision to agree to or refuse the request, and
(c) publish those reasons in such manner as it thinks appropriate.
12B.— (1) Sub-paragraph (2) applies where a relevant police and crime
commissioner—
(a) is appointed as a member of the Authority, and
(b) arranges, under section 18 of the Police Reform and Social
Responsibility Act 2011(1), for another person to attend a meeting of the
Authority on the commissioner’s behalf.
(2) Where this sub-paragraph applies, the person attending the meeting on
behalf of the commissioner may speak at that meeting but—
(a) may not vote, and
(b) is not to be treated as a member of the Authority for any purpose.”.
5. In paragraph 13 of that Scheme, after “the Authority”, insert “appointed by a
constituent authority”.
6. After that paragraph, insert—
“13A.— (1) A relevant police and crime commissioner appointed as a member of
the Authority under paragraph 12A—
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(a) comes into office on the date of that appointment, and
(b) continues to be a member of the Authority until the
commissioner’s term of office comes to an end in accordance with
section 50(7)(b) of the Police Reform and Social Responsibility Act
2011 (“the 2011 Act”).
(2) But if a vacancy arises in the office of the relevant police and crime
commissioner (see section 59 of the 2011 Act) before the end of that
term, the commissioner ceases to be a member of the Authority on the
date on which the vacancy in the office is regarded under section 59(1) of
the 2011 Act as occurring.
(3) This paragraph is subject to paragraphs 14 and 15(2). ”.
7. In paragraph 16 of that Scheme—
(a) in sub-paragraph (1), after “member of the Authority”, in the first place it
appears, insert “appointed by a constituent authority”, and
(b) in sub-paragraph (2), after “member of the Authority”, in the first place it
appears, insert “appointed by a constituent authority”.
8. In paragraph 20(1) of that Scheme for “to 106” substitute “, 102(1) to (5), 103, 104,
106”.
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AVON FIRE AUTHORITY
MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

Interim Treasurer

SUBJECT:

Treasury Management Strategy and Capital
Programme 2020-2024

1.

12

SUMMARY
The proposed Treasury Management Strategy and Plan for the period 20202024 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 3.28 to 3.32.
The Capital Programme for the period 2020-2024 and proposed funding was
included within the Revenue Budget and Council Tax Levels for 2020/21,
Medium Term Financial Plan 2020-2024 and Capital Programme 2020-2024
report presented to Members at their meeting on 12 February 2020.
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 3.19.

2.

RECOMMENDATIONS
The Fire Authority is asked to:
a) Approve the Treasury Management Strategy and Plan 2020-2024,
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 2020/21 to 2023/24.
d) Note the Capital Programme 2020-2024, 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.
PLEASE NOTE - Following the postponement of the Fire Authority Meeting
on 25 March 2020, an Urgent Item was agreed by the Chair of the Authority,
the Deputy Clerk and Statutory Officers in consultation with Group Leaders on
31 March 2020 using their delegated powers and the recommendations
agreed.
3.

BACKGROUND
Introduction

3.1.

The 4 year Capital Programme for 2020/21 to 2023/24 is included within the
Revenue Budget and Council Tax Levels for 2020/21, Medium Term Financial
Plan (MTFP) 2020-2024 and Capital Programme 2020-2024 report presented
to Members at their meeting on 12 February 2020.

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
2020/21 to 2023/24 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 approved by Members In February
2020.
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PROPOSED Capital Programme 2020/21 to 2023/24 (including slippage)
Investment Area
Premises - General
Premises - Bedminster Refurbishment
Premises - Reinvesting for the Future
Operational Equipment
Fleet
IT
Unallocated
Total
Funded by
Grant
Capital Receipts \ Capital Reserves
Revenue Contribution to capital
Prudential Code
Total

2020/21
£'000
491
784
4,459
90
5,149
957
201
12,131

2021/22
£'000
250
700
3,280
90
3,055

2022/23
£'000
250

2023/24
£'000
250

9,124
90
1,280

2,500
90
2,075

7,375

10,744

4,915

0
11,931
200
0
12,131

0
817
200
6,358
7,375

0
0
200
10,544
10,744

0
0
200
4,715
4,915

Note: The above programme will be adjusted to reflect actual slippage from 2019/20 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 committed to the Reinvesting for the Future Project
which includes replacing three fire stations at Avonmouth, Bath and Weston.
The original anticipated cost of this project was £14.0m but as previously
reported to members the latest estimate of costs is £20.3m. Construction
work has commenced at Avonmouth with Bath and Weston still being in the
early planning stages. A separate Member/Officer Strategic Projects Steering
Group has been established to consider major capital projects, including the
various options for the redevelopment of both Bath and Weston, and the
possibility of partnership arrangements to develop these sites which may
reduce the anticipated capital costs.

3.9.

Further reports will be provided to Members as the plans for both Bath and
Weston are developed.

3.10. At this stage it is prudent that the MTFP includes the capital financing cost of
the additional £6.3m. These costs will be reviewed as proposals for these
projects are further developed
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3.11. The proposed Fleet programme for the four year period is £11.6m, £2.5m of
which is in respect of slippage from the current year. As previously reported
this is substantially above the previously approved base programme of £1.4m
per annum. The proposed fleet replacement strategy is due to be considered
by the Performance and Review Scrutiny Committee. At this stage the MTFP
includes the capital financing cost of the £11.6m but this may need to be
reviewed once the fleet replacement strategy has been fully developed and
approved.
3.12. The IT budget including the digitalisation programme for 2020/21 solely
comprises the slippage from 2019/20. This programme will need to be
reviewed once the new Transformation team has been established and a new
IT\digitalisation strategy approved.
Prudential Borrowing and Funding
3.13. 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 the last financial year stood at £5.9m.
3.14. 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:
Underlying Capital Borrowing requirement (excluding PFI)
2020/21 2021/22 2022/23 2023/24
£'000
£'000
£'000
£'000
Brought forward
New expenditure funded by borrowing
Repayment (MRP + Addl)
Total

11,882
0
-530
11,352

11,352
6,338
-520
17,170

17,170
10,544
-826
26,888

26,888
4,715
-1,275
30,328

3.15. The previous table includes the impact of the estimated slippage from
2019/20 which impacts on the underlying capital borrowing requirement. The
proposed funding mix is analysed in the table below:
Analysis of Borrowing
2020/21 2021/22 2022/23 2023/24
£'000

£'000

£'000

£'000

PWLB
Brought forward
Loan Maturities
New Loans
Balance

7,000
0
0
7,000

7,000
0
6,000
13,000

13,000
0
9,750
22,750

22,750
0
3,500
26,250

Internal

4,352

4,170

4,138

4,078

11,352

17,170

26,888

30,328

Total
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3.16. 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 £130,000 per annum.
3.17. An analysis of the estimated available internal sources of funding over this
period is shown in the following table:
Sources of available Internal funding \ Investments
2020/21 2021/22 2022/23 2023/24
£'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

-1,500
-3,491
-590
-837

-1,500
-3,268
-590
0

-1,500
-3,122
-590
0

-1,500
-3,122
-590
0

-6,418

-5,358

-5,212

-5,212

1,000

1,000

1,000

1,000

-5,418

-4,358

-4,212

-4,212

Amount used for capital funding

4,352

4,170

4,138

4,078

Amount available for short term investment

1,066

188

74

134

Required Bank balance for day to day activities
Amount available for capital funding \ investment

Prudential Code and Indicators
3.18. 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.
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3.19. The relevant indicators are shown in the following table:
Prudential Indicators on IFRS Basis
- Incl PFI

2020/21
Estimated
£,000

2021/22
Estimated
£,000

2022/23
Estimated
£,000

2023/24
Estimated
£,000

Capital expenditure

12,131

7,375

10,744

4,915

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

7,000
2,021
9,021
4,352
13,373

13,000
1,815
14,815
4,171
18,986

22,750
1,581
24,331
4,139
28,470

26,250
1,312
27,562
4,078
31,640

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

14,105
(732)
13,373

13,373
5,613
18,986

18,986
9,484
28,470

28,470
3,170
31,640

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

43,726
903
2.07%

44,675
1,096
2.45%

45,605
1,646
3.61%

46,557
2,308
4.96%

Operational Boundary for external debt

13,373

18,986

28,470

31,640

Authorised Limit for external debt

14,373

19,986

29,470

32,640

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

6,358
4,994
(6,424)
4,928

6,104
11,067
(5,364)
11,807

5,859
21,029
(5,207)
21,681

5,625
24,703
(5,207)
25,121

3.20. Key points to note are:•

Capital Financing Requirement – the level of borrowing and long
term liabilities is estimated to climb to £31.6m by 2023/24.

•

The cost of financing debt is currently estimated to rise over the
period from around £0.9m in 2020/21 to £2.3m by 2023/24. 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 remains low in the first two years
before increasing in the next two years. 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 - External borrowing is anticipated to
increase from £7.0m to £26.3m by the end of 2023/24. Deferred
borrowing anticipated to remain at around £4.1m during the period.

•

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
3.21. 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
3.22. 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.
3.23. Given the current economic and financial market turmoil as a result of
coronavirus (COVID 19) the current forecasts included within the attached
strategy may need to be revised. The future path of interest rates is likely to
be dependent upon how long the current COVID-19 epidemic lasts and the
level of intervention from central banks and governments around the world.
Members will be kept updated as part of the normal quarterly reporting budget
monitoring process.
3.24. 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.
3.25. There are four key Treasury Management indicators which limited treasury
activity. These are now included within the Strategy and Plan.
3.26. 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.
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•

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 36) – to set out investment return
targets and performance.

3.27. 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
3.28. 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.
3.29. 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.

3.30. 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.
3.31. 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.
3.32. The Fire Authority’s high level policies for borrowing and investments are:
• The Fire Authority borrowing will be affordable, sustainable and
prudent and consideration will be given to the management of interest
rate risk and refinancing risk. The source from which the borrowing is
taken and the type of borrowing should allow the Fire Authority
transparency and control over its debt
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• The Fire Authority’s primary objective in relation to investments
remains the security of capital. The liquidity or accessibility of the Fire
Authority’s investments followed by the yield earned on investments
remain important but are secondary considerations
Treasury Management Practices
3.33. The Treasury Management function is undertaken on behalf of the Fire
Authority by Bristol City Council (BCC) in conjunction with the Finance Team,
under the terms of a Financial Services Contract. The current contract ends in
March 2021 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
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 2020 - 2024 has been
included within the Revenue Budget 2020/21 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:
•

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.
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4.6.

•

Strategic planning
prioritisation.

is

undertaken

to

demonstrate

objectives

•

External borrowing implications are considered to demonstrate
prudence.

•

An achievable and realistic forward plan is in place.

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.

4.9.

Data Protection Implications
None.

5.

BACKGROUND PAPERS
Held within the Finance Department

6.

APPENDICES
Treasury Management Strategy and Plan 2020-2024
Prudential Code Explanations

7.

REPORT CONTACT
Martyn Wallberg, Interim Treasurer.
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Appendix 1

Avon Fire Authority
TREASURY MANAGEMENT
STRATEGY AND PLAN
2020/21- 2023/24
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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 Fire Authority by
Bristol City Council under the guidance of the Treasurer. The current contract was
awarded from 1 April 2018 for 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

As reported last year, revised reporting is required 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 Fire Authority’s overall capital strategy
consists primarily of the Property and Estates Strategy, Fleet Replacement Strategy
and the IT\digitalisation Strategy.
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EXECUTIVE SUMMARY
1.

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 Borrowing

Limits on
fixed
Limits on
variable

Reference

2017/18
Upper

2019/20
Upper

2020/21
Upper

2021/22
Upper

100%

100%

100%

100%

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

2 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.
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Counterparty risk
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
(Including CNAV, LVNAV &

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

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
Liquidity

Para 35

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.
3 Return on investments
The Fire Authority’s benchmark for return on investments is
the 7 day LIBID rate

Para 36
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ECONOMIC FORECAST AND INTEREST RATE MOVEMENTS
2.

Bristol City Council, the Fire Authority’s Treasury Management advisors, in
conjunction with their professional advisors provided the following forecast in January
but given the given the economic and financial market turmoil as a result of
coronavirus (COVID 19) this may need to be updated and reported when there is
more clarity over the likely path that the economy will be on.
The original movement in interest rates are detailed in the table below, noting that
the Bank of England base rate was recently (11th March 2020) reduced by 0.50%
from 0.75% to 0.25% in light of the expected economic downturn due to the
coronavirus. It is also envisaged that there will be further loosening of monetary
policy by the Monetary Policy Committee through interest rate cut(s) and Quantitative
Easing very shortly, but it is clear that Government fiscal policy will now also need to
be “ratcheted” up to provide an under-pinning of business and household confidence.
Bank

31-Mar-20
31-Mar-21
31-Mar-22
31-Mar-23

Rate
%
0.25
1.00
1.00
1.25

PWLB
rates
5 year
%
2.24
2.60
2.90
3.20

10 year
%
2.18
2.90
3.20
3.50

25 year
%
2.69
3.60
3.90
4.10

50 year
%
2.49
3.50
3.80
4.00

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. In summary;
•

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

•

Investment returns are likely to remain relatively low during 2020/21 but to be
on a gently rising trend over the next few years.

•

Borrowing Interest rates were on a falling trend during the first half of 2019/20
until the Treasury and PWLB announced on the 9th October 2019 a 1%
increase across all maturities. This unexpected increase has implications on
the forecasting of future likely interest rates as it has no corrrelation to the gilt
yields that the PWLB rates are based upon and requires the Fire Authority to
reconiser its treasury management strategy and approach to risk
management.

•

The gap between longer term borrowing rates and investment rates has
materially widened, and as the long term Bank Rate is not expected to rise
above 2.5%, the appproach of deferring long term borrowing should continue
for the forseeable future or until such time as the 1% margin is removed.
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•

The overall longer run trend is for gilt yields and PWLB rates to rise modestly
during the medium term.

•

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
BORROWING STRATEGY 2020/21 - 2023/24
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 2019/20 it is estimated that the Fire Authority will have deferred
borrowing of £4,882,000 forecast to reduce to £4,078,000 by the end of 2023/24. 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 may 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 2020/21 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.
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• 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 increased are expected to rise
modestly over the medium term. The Treasurer, under delegated powers, will
take 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 strategy of deferring borrowing and running down investment balances
has been applied throughout 2019/20, 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 reinvestment in the future
project which includes the redevelopment of the sites at Avonmouth, Bath
and Weston, previously approved by the Fire Authority. It will also be
dependent on the level and timing of the payment of the outstanding capital
receipt achieved from the disposal of the former 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 long-term
finance;
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-

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;

Following the decision by the PWLB on 9 October 2019 to increase their rates by 1%
consideration will also be given to sourcing funding at cheaper rates from the
following:

15.

-

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 where rates are lower than those offered by the Public
Works Loan Board (PWLB).

-

Short to medium funding from local authorities and financial institutions at
rates lower than the PWLB

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 progress made
on the investment in the development of the three sites at Avonmouth, Bath and
Weston. The position will continue to be closely monitored.
New Borrowing Net of Repayments
2020/21 2021/22 2022/23 2022/23
£'000
£'000
£'000
£'000
New Borrowing
Repayments
Net New Borrowing

0
-530
-530

6,000
-520
5,480

9,750
-826
8,924

3,500
-1,275
2,225

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.
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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.

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 Authority 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 - As short term borrowing rates are expected to be considerably
cheaper than longer term fixed interest rates, there may be potential opportunities to
generate savings by switching from long term debt to short term debt. However,
these savings will need to be considered in the light of the current treasury position
and the size of the cost of debt repayment (premiums incurred).
The reasons for any rescheduling to take place will include:
• the generation of cash savings and / or discounted cash flow savings;
• helping to fulfil the treasury strategy;
• enhance the balance of the portfolio (amend the maturity profile and/or the
balance of volatility).
Consideration will also be given to identify if there is any residual potential for making
savings by running down investment balances to repay debt prematurely as short
term rates on investments are likely to be lower than rates paid on current debt.
All rescheduling will be reported to the Fire Authority at the earliest meeting following
its action.
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INVESTMENT STRATEGY – 2020/21 - 2023/24
23.

Current Strategy 2019/20 - 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 0.57%. 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 whether 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 would be appropriate in line with
the primary objectives of the Fire Authority’s investment strategy.

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;
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 – As indicated in para 8 the following forecast was based in
January but given the given the economic and financial market turmoil as a result of
coronavirus (COVID 19) this will be updated and reported when there is more clarity
over the likely path that the economy will be on.
•

2019/20

0.25%

•

2020/21

1.00%

•

2021/22

1.00%

•

2022/23

1.25 %

•

2023/24

1.25%
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28.

The overall balance of risks to economic growth in the UK is probably to the
downside due to the uncertainties of Brexit, as well as a “softening” global economic
picture.
The balance of risks to increases in Bank Rate and shorter term PWLB rates are
broadly similarly to the downside.
In the event that a Brexit deal is agreed with the EU and approved by Parliament, the
balance of risks to economic growth and to increases in Bank Rate is likely to change
to the upside.

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:
•

2020/21

£220k

•

2021/22

£92k

•

2022/23

£94k

•

2023/24

£96k

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 are estimated to
exceed £1.5m for more than 30 days then further consideration may be given on
whether the surplus cash is invested with a credit worthy financial institution that
meets the Fire Authority’s lending criteria 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.
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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 (BCC) - £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.

37.

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.

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.
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
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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 counter party 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;
ii. Are non-UK and domiciled in a country which has a minimum
Sovereign long term rating of AA-

And 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.
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•

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:
•
•
•

44.

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.

Use of additional information other than credit ratings: Additional requirement 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, 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
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(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 0.75% 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.

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:
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53.

•

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.

The relevant limits for the Fire Authority are:
Interest rate exposures
2020/21 2021/22 2022/23 2023/24
£'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%

Maturity Structure of fixed interest rate borrowing 2020/21.
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.
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Treasury Management Advisers
55.

56.

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;

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 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.
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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 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
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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 CrossSectoral 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 nonspecified 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 oneyear 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:
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.
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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
(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

Limit
AAA long term
ratings
£10m
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Investment Bank etc.).
(b) A financial institution that is guaranteed by the
United Kingdom Government (e.g. The Guaranteed
Export Finance Company {GEFCO})

£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 above interest rate forecasts are based on the assumption of an agreement being
reached on Brexit between the UK and the EU. On this basis, while GDP growth is likely to
be subdued in 2019 and 2020 due to the uncertainties around Brexit depressing consumer
and business confidence, an agreement on the detailed terms of a trade deal is likely to
lead to a boost to the rate of growth in subsequent years. This could, in turn, increase
inflationary pressures in the economy and so cause the Bank of England to resume a series
of gentle increases in Bank Rate. Just how fast, and how far, those increases will occur and
rise to, will be data dependent.
The forecasts in this report assume a modest recovery in the rate and timing of stronger
growth and in the corresponding response by the Bank in raising rates.
In the event of an orderly non-agreement exit in December 2020, 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 were 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. Quantitative
easing could also be restarted by the Bank of England. 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 even, but
dependent on a successful outcome of negotiations on a trade deal.
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•

The balance of risks to increases in Bank Rate and shorter term PWLB rates are
broadly similarly to the downside.

•

In the event that a Brexit deal is agreed with the EU and approved by Parliament, the
balance of risks to economic growth and to increases in Bank Rate is likely to change
to the upside.

One risk that is both an upside and downside risk, is that all central banks are now working
in very different economic conditions than before the 2008 financial crash as there has
been a major increase in consumer and other debt due to the exceptionally low levels of
borrowing rates that have prevailed since 2008. This means that the neutral rate of interest
in an economy, (i.e. the rate that is neither expansionary nor deflationary), is difficult to
determine definitively in this new environment, although central banks have made
statements that they expect it to be much lower than before 2008. Central banks could
therefore either “over or under” do increases in central interest rates.
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 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.

•

Weak capitalisation of some European banks, particularly Italian banks.

•

EU Minority governments. Germany, Spain, Portugal, Netherlands, Belgium, Austria
and Finland all have vulnerable minority governments dependent on coalitions which
could prove fragile.

•

Austria, the Czech Republic, Poland and Hungary now form a strongly antiimmigration bloc within the EU. There has also been rising anti-immigration
sentiment in Germany and France.

•

In October 2019, the IMF issued a report on the World Economic Outlook which
flagged up a synchronised slowdown in world growth. However, it also flagged up
that there was potential for a “rerun” of the 2008 financial crisis, centred on the huge
debt accumulated by corporations during the decade of low interest rates. This now
means that there are corporates who would be unable to cover basic interest costs
on some $19trn of corporate debt in major western economies, if world growth was to
dip further than just a minor cooling. This debt is mainly held by the shadow banking
sector i.e. pension funds, insurers, hedge funds, asset managers etc., who, when
there is $15trn of corporate and government debt now yielding negative interest
rates, have been searching for higher returns in riskier assets. Much of this debt is
only marginally above investment grade so any rating downgrade could force some
holders into a “fire sale”, which would then depress prices further and so set off a
“spiral down”. The IMF’s answer is to suggest imposing higher capital charges on
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lending to corporates and for central banks to regulate the investment operations of
the shadow banking sector. In October 2019, the deputy Governor of the Bank of
England also flagged up the dangers of banks and the shadow banking sector
lending to corporates, especially highly leveraged corporates, which had risen back
up to near pre-2008 levels.
•

Geopolitical risks, for example in 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 agreement was reached all round that removed all threats of economic and
political disruption between the EU and the UK.

•

The Bank of England is too slow in its pace and strength of increases in Bank Rate
and, therefore, allows inflationary 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.
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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 2019. 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 expenditures are included within the capital programme 20202024 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.
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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 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 re-payment 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
MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

The Deputy Clerk

SUBJECT:

Forward Plan of Key Decisions 2019/20

1.

13

SUMMARY
The purpose of this report is to highlight to the Fire Authority the next key
dates within the Forward Plan and possible considerations or major decisions
which will need to be taken by Members. It also identifies Member
development events to support good governance.

2.

RECOMMENDATIONS
The Fire Authority is asked to note the key decisions required within the
Forward Plan 2019/20.

3.

BACKGROUND

3.1.

The Fire Authority had a Forward Plan of Key Decisions for 2018/19. This
year’s Forward Plan builds on the success of the previous year’s forward plan
to continual improvement and good governance aligned to the Member skills
matrix.

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 its 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.

It is the intention that the Forward Plan will be a standing item on the Fire
Authority agenda. This will enable the Chief Fire Officer/ Chief Executive and
the Statutory Officers to update Members on any slippage or additions to the
Plan on an ongoing basis. It will also identify development events to support
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Members and key decisions to be made aligned to the corporate planning
cycle and budget setting timeframes.
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 continuation of
the Forward Plan and development events 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.

5.

BACKGROUND PAPERS
None.
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6.

APPENDIX
Forward Plan 2019/20

7.

REPORT CONTACT
David Daycock, Deputy Clerk to the Fire Authority.

103

Appendix 1
Avon Fire Authority – Forward Plan 2019/20
Key Decisions
1.

2.

3.

Fire Authority
Meeting Date

Item / issue requiring
decision

Exempt Item?
(Yes/No/Part)

Contact Officer
for Further Details

May 2020

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

No

Clerk

May 2020

Pay Policy Statement –
approval

No

Clerk

May 2020

IRMP / Corporate Plan –
approval

No

CFO

September
2020

Review of Constitution

No

Clerk

December 2020

IRMP/Corporate Plan –
approval for consultation

No

CFO

Audit, Governance & Ethics Committee
Meeting Date

Item / issue requiring
decision

Exempt Item?
(Yes/No/Part)

Contact Officer
for Further Details

May 2020

Statement of Assurance approval

No

CFO

May 2020

Draft Statement of
Accounts - approval

No

Interim Treasurer

May 2020

Annual Governance
Statement - approval

No

CFO

May 2020

Annual review of the
Constitution

No

Chair

People & Culture Committee
Meeting Date

Item / issue requiring
decision

Exempt Item?
(Yes/No/Part)

Contact Officer
for Further Details

May 2020

Interviews for Clerk/MO
Roles

Yes

ACFO Shilton

May 2020

Annual review of
Employment cases

No

HR

Revised – 4 May 2020
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4.

Performance, Review & Scrutiny Committee
Meeting Date

Item / issue requiring
decision

Exempt Item?
(Yes/No/Part)

Contact Officer
for Further Details

Every meeting

HMICFRS Inspection Plan
Progress Report

No

Peter Davis

Revised – 4 May 2020
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AVON FIRE AUTHORITY
MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

Chief Fire Officer / Chief Executive

SUBJECT:

Service Delivery Risk Reduction

1.

14

SUMMARY
This report highlights the work of the Risk Reduction Department, within the
context of the Fire & Rescue Services Act 2004, the Children and Families Act
2014 the Regulatory Reform (Fire Safety) Order (FSO) 2006, the Police and
Crime Act 2017 and the National Fire & Rescue Framework (May 2018). In
addition, the report will highlight the work being undertaken in regard to our
Children and Young Persons Programme, Education Programmes, Vulnerable
Adults, Fire Investigation and Technical Fire Safety and Partnership working.

2.

RECOMMENDATIONS
The Fire Authority is asked to note the report.

3.

BACKGROUND

3.1.

Section 6 of the Fire & Rescue Service Act 2004 places a responsibility on the
Fire Authority to provide the community with information and advice on
prevention and protection. As well as working in partnership with other
agencies to work towards a common aim to make the community a safer place
to live, work and visit.

3.2.

The Regulatory Reform (Fire Safety) Order (FSO) 2005 legislation applies to
all non-domestic premises in England and Wales. It meant that any person
who had some level of control in premises must take steps to reduce the risk
from fire, consider how to contain a fire should one break out and then make
sure people could safely escape if there is a fire. Fire Authorities no longer
issue fire certificates and those previously in force have no legal status any
more.

3.3.

The Service Delivery Strategy 2019 - 2022 ensures that the Fire Authority
continues to focus on reducing the number of people killed and injured in fires,
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road traffic collisions and other emergencies. This Strategy provides the 4
themes where the Fire Authority will work in partnership with the Police, Local
Authorities, Social Care providers, Public Health organisations, Voluntary and
Third Sector organisations and other key services on areas that are mutually
beneficial.
3.4.

The Strategy has been designed to translate the framework of expectations
laid out in the relevant legislation and guidance documents into appropriate
action. This will ensure an integrated approach to the delivery of services and
further underpins the corporate planning process. It also ensures that the
expectations and needs of all our partner agencies and communities are
managed

3.5.

The Strategy is also designed to support and complement national and local
strategic plans. It is underpinned by robust action plans, along with the
requisite scrutiny and monitoring processes, to ensure that the Strategy is
delivered effectively. Above all, the Strategy will ensure that, wherever
possible, prevention is placed before response, as the most effective means of
reducing risk in the communities served and ensuring that every contact
counts.
Children and Young People (CYP)
Our aim is to enable every child and young person to thrive, developing skills
to lead a healthy life and achieve their full potential.

3.6.

The Service has recently appointed a new Children’s and Young People
Manager. The new member of staff brings knowledge of children’s
interventions and will be responsible for developing the services education
programmes

3.7.

CYP staff are currently engaging with the National Fire Chiefs Council (NFCC)
safeguarding programme. This will see Managers carry out an assessment of
our own safeguarding policies and procedures against recommended
guidance from the NFCC.
Vulnerable Adults (VA)
Our aim is to enable Vulnerable Adults to live longer and healthier lives by
improving their safety, health and wellbeing.

3.8.

The department continues to develop its social isolation programme and a
number of stations have been identified to assist with this work. In time
partners will also be invited to the events to provide health and social advice

3.9.

The VA team are part of the Gazetteer update to better utilise our Fire Safety
Database to assist staff and station personnel in better identifying vulnerable
people.
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Technical Fire Safety (TFS)
The aim is ensure that the built environment is safe for its occupants and
visitors.
3.10. TFS staff have now cleared the backlog of Building Regulation submission. All

submissions are now being completed in line with the legal timeframe of 15
working days. Licensing applications are also being completed within the 28
day timeframe.

3.11. An Interim Risk Based Inspection programme has been developed and went

live on the 1st March. This sees fire safety inspections targeted at those
premises that are deemed as the highest risk.

3.12. Recruitment is underway for the final two posts required to fulfil the

establishment of staff to 24 inspectors.

The Partnerships and Collaboration (CPA)
3.13. A new Community Partnerships Advisor (CPA) has been appointed. We are

working with Weston College to provide an apprenticeship opportunity. The
CPA will be responsible for generating new partnerships and working with our
staff to work collaboratively in identifying vulnerable groups to engage with.

3.14. A revised Collaborative framework has been produced. This sets out how and

why we will collaborate and what we must do to ensure we maximise every
opportunity to collaborate.

4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
These Community Safety work programmes contribute to reducing fire, injuries
and deaths linked to Strategic Aim 1 – making the Avon area safer by
preventing and responding.

4.2.

Financial Implications
All resources will be designed to a high standard within a restricted budget and
minimal running cost to maintain the products as they stand. Future investment
will be required to insure that all materials are up to date.

4.3.

Legal Implications
These are mentioned in the report.

4.4.

Equality & Diversity Implications
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The education programmes have been designed to be used within mainstream
education and the impact assessment reflected this, ensuring that the
programme is accessible to all this group of young people. Work is continuing
to develop an amended programme that will produce resources to embrace
Special Educational Needs.
4.5.

Corporate Risk Assessment
a) The current risk level is now considered moderate. The Service has
responded to the HMICFRS cause for concern during its inspection of the
service in July 2018. Increased staffing levels and additional external
expertise has enabled the service to increase its capacity to deliver the risk
based inspection programme and complete overdue building regulation
applications. Whilst capacity in the department has been increased the
staff will take time to be fully trained their ongoing increasing knowledge
and development enables them to contribute to inspections.
b) The Technical Fire Safety Manager has reviewed a gap analysis on the
phase 1 report of the Grenfell fire incident and remains engaged in the
development of and future legislative changes
c) With more and more focus on people living in their own homes for longer
rather than in provided accommodation or in hospital there is a risk that the
potential demand faced upon the Community Safety workers for the
specialist HFSVs will increase. Our work and demand for education from
Key stage visits, firesetters interventions, road, water and fire safety
interventions Is taken into consideration to ensure that resources are
sufficiently distributed to address risk and demand

4.6.

Environmental/Sustainability Implications
The impact on the environment has been keep to a minimum by using local
resources to deliver the programme in schools, the negative impact, is that the
vehicles being used are not the most efficient. The programme has been
designed with a built in developmental feedback loop, along with a quality
assurance support process this will insure that the material being used is
always current and learner centred.

4.7.

Health & Safety Implications
Risk assessments have been completed for all activities.

4.8.

Crime & Disorder Implications
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None
4.9.

Data Protection Implications
Work has been completed by department Managers and the Manager of Risk
Reduction to ensure that all data held conforms to the General Data Protection
Regulations (GDPR). Advice and help has been sought from the Service’s
Data Protection Coordinator. Work continues with this.

5.

BACKGROUND PAPERS
None

6.

APPENDICES
None

7.

REPORT CONTACT
Steve Quinton, Group Manager (Risk Reduction), extension 278
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AVON FIRE AUTHORITY
MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

Chief Fire Officer / Chief Executive

SUBJECT:

Fires and Other Incidents

1.

15

SUMMARY
This report focuses on the fires and incidents of interest to Members from 16
January to 20 February 2020. It also summarises the proactive work
undertaken by the Corporate Communications Team during these months.
This work is based on the annual cycle of events in the community safety
calendar and outlines how, through the use of the media, social media and
other campaigns, safety is improved in a number of key areas

2.

RECOMMENDATIONS
The Fire Authority is asked to note the report.

3.

BACKGROUND
Campaigns

3.1.

Throughout the last month, Corp Comms have continued to work with HR and
Diversity, Inclusion, Cohesion and Equality (DICE) to promote wholetime
recruitment. This has included three events at City Academy, Temple and
Bedminster fire stations. All events were initially targeted at female and Black,
Asian and Minority Ethnic (BAME) subscribers to the Yes You Can mailing
list. We also hosted a Facebook live on the 19 February where HR, Training
and operational staff answered questions from the public.

3.2.

We have been increasingly pushing on-call recruitment across social media
and providing the On-Call Support Officers with increasing levels of support to
assist in filling the training schools. This will culminate in a week of on-call
campaigning the first week of March in line with the NFCC’s campaign.

3.3.

We worked with an Area Manager to promote the change to response
standards concerning Automatic Fire Alarms. We have done this utilising a
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press release and various social media posts, and will also target businesses
through Business West.
Press releases and incident reports
3.4.

The following press releases have been issued during the report period:
•

Crews mobilised to deliberate car fire – 20 Feb 2020

•

Crews called to four vehicle RTC – 17 Feb 2020

•

Tree damages four properties – 16 Feb 2020

•

Neighbours alert crews to kitchen fire – 12 Feb 2020

•

Crews mobilised to road traffic collision on M5 Northbound – 11 Feb
2020

•

Crews mobilised to fire in residential flats – 9 Feb 2020

•

Crews mobilised to RTC involving HGV and car – 7 Feb 2020

•

Crews called to kitchen fire in residential flat – 6 Feb 2020

•

Crews mobilised to support DSFRS – 6 Feb 2020

•

Crews mobilised to accidental static caravan fire – 6 Feb 2020

•

Crews mobilised to deliberate car fire – 6 Feb 2020

•

Crews mobilised to shed fire – 4 Feb 2020

•

Crews mobilised to accidental house fire in Nailsea – 2 Feb 2020

•

Crews from three fire stations mobilised to RTC – 1 Feb 2020

•

Casualty rescued from water – 30 Jan 2020

•

Crews called to explosion – 30 Jan 2020

•

Crews mobilised to kitchen fire – 29 Jan 2020

•

Crews called to deliberate fire at filling station – 29 Jan 2020

•

Male rescued from cave by firefighters and HART – 26 Jan 2020

•

Crews mobilised to one vehicle RTC – 19 Jan 2020

•

Crews called to deliberate vehicle fire – 17 Jan 2020

•

Crews mobilised to house fire – 17 Jan 2020

•

Crews mobilised to RTC – 16 Jan 2020

•

Crews mobilised to house fire – 16 Jan 2020

Incidents of note from 16 Jan 2020 to 20 February 2020
3.5

AF&RS introduces new Fire Alarm Signal procedure
Wednesday 19 February
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Avon Fire & Rescue Service (AF&RS) is changing how it responds to
Automatic Fire Alarm signals to reduce its response to unnecessary false
alarms.
From the 1st April 2020, the new procedure will be introduced and will mean
the automatic response to some alarms will be removed.
This change follows the implementation of the Service Plan (2019-2022) to
ensure that the AF&RS is better able to match resource to risk and ensure
public safety.
In 2018/19 alone, AF&RS attended over 5,700 calls to AFAs which turned out
to be false alarms.
The Service receives and responds to thousands of AFA calls each year, with
only a very small percentage of these turning out to be a real emergency.
Due to this, the Service will no longer automatically respond to AFAs triggered
at business premises such as offices, shops and factories until a fire is
confirmed.
3.6

Crews mobilised to accidental kitchen fire
Tuesday 18 Feb 2020 - Paulton
Crews from Hicks Gate, Paulton and Bath fire stations were mobilised to
reports of a house fire.
On arrival, firefighters found a fire in the kitchen area of the property.
Crews used four breathing apparatus for safety and two high pressure hose
reels to extinguish the fire. They also used two thermal imaging cameras to
check for hotspots and a positive pressure ventilation fan to clear smoke from
the property.
The cause is thought to be accidental and crews remained on scene to
provide fire safety advice.

3.8

AF&RS and Knights Brown broke ground on new fire station
Friday 14 Feb 2020
Avon Fire & Rescue Service (AF&RS) and Knights Brown broke ground on
new £4m state of the art fire station.
The redevelopment of Avonmouth fire station on St Andrew’s Road will help
improve response, operational efficiency and prevention work for both staff
and our community.
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This development will provide a cost-effective, modern and fit for purpose
facility that allows AF&RS to match resource to risk and make our
Communities Safer and Service Stronger.
The new station, which is being built by contractors Knights Brown, will
feature five new appliance bays, office and accommodation facilities, a lecture
theatre, training and skills provisions.
The build, part of AF&RS’ Investing for the Future Programme, will
incorporate a high standard of environmental and energy efficiency including
a BREEAM rating of Excellent, extending beyond the requirement of Building
Regulations and the inclusion of renewable technologies such as solar
panels.
Works on the station began on 13th of January and the full build will be
completed over two phases lasting 66 weeks – throughout which the station
will remain fully staffed and operational.
Phase one (Jan to Oct 2020) will see the demolition of the southern (singlestorey) building and bays 3-5 of the existing appliance bay and covered wash
and construction of the new accommodation block and single appliance bay.
Phase two (Oct 2020 to March 2021) will see the demolition of the northern
(two-storey) building and the remaining appliance bay. It will also include the
construction of the remaining four appliance bays and all remaining externals
works.
3.10

200 people evacuated following fire
Tuesday 11 February 2020 – Kingsdown
Crews from Temple and Bedminster fire stations were called to reports of a
fire.
On arrival, crews found a small fire in caused by smoking materials in an
underground car park. Firefighters used one high pressure hose reel to
extinguish the fire and a thermal imaging camera to check for hotspots.
Around 200 people were evacuated as a precaution.
The cause is thought to be accidental.

3.12

AF&RS and ASP break down communications barriers
Wednesday 29 Jan
Avon Fire & Rescue Service (AF&RS) and Avon and Somerset Police (ASP)
aimed to make Thornbury a better place to live and work by taking part in
Makaton training.
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The two Services spent the evening on 27 January learning Makaton, a basic
form of sign language that uses facial expressions and symbols, in the hope
of making Thornbury more welcoming.
Everyone involved recognises that being able to communicate is one of the
most important skills in life, and even more so when it comes to emergency
response and community safety,
Almost everything we do involves communication; everyday tasks such as
learning at school, asking for food and drink, sorting out problems, making
friends and having fun.
Along with this, it is recognised that all children and adults with learning or
communication difficulty should be able to access the same services and
facilities as everyone else.
Across the town, there are already a variety of Makaton friendly businesses
and it is hoped that more businesses and community leaders will come on
board.
3.13

Crews attend HGV fire on M5
Tuesday 28 January
Crews from Avonmouth and Southmead fire stations were mobilised to
reports of a HGV fire on the M5.
On arrival, firefighters found the trailer unit of an articulated lorry on fire.
Crews used one breathing apparatus for safety and two high pressure hose
reels to extinguish the fire. Crews also used a thermal image camera to check
for hotspots.
Police crews and Highways England were also in attendance and the
Junction 14 slip road was closed.

3.15

AF&RS introduces electric vans into its vehicle fleet
Thursday 16 January 2020
Avon Fire and Rescue Service (AF&RS) was delighted to announce the
Service has introduced its first electric vehicles into its fleet.
Based at Bedminster fire station, the two electric vans will be used by the
Community Fire Safety team and will help ensure the team reduce their
emissions ahead of the Bristol and Bath Clean Air Zones in 2020.
Along with electric charging points that have been installed at Bedminster and
various other AF&RS sites, the vans will benefit the Service both
economically and environmentally.
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Not only will the energy used to charge the vans be 100% renewable energy
but with zero tax, lower maintenance costs and electric charging costing a
quarter of diesel or petrol, introducing the vans into the fleet makes financial
sense.
As awareness grows around the impact we have on our planet, it’s important
that AF&RS does everything it can to become a more sustainable
organisation.
The rolling out of the vans is an important step in the effort to combat climate
change and is just one of the steps the Service is taking to reduce the
emissions and pollution from our fleet to help improve the air quality in the
communities it serves.
It is hoped the rollout of the electric vans will encourage others to go green
and to help the environment, as every step we take towards eco-friendly living
is one that benefits the planet and can save you money, too.
4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
None

4.2.

Financial Implications
None

4.3.

Legal Implications
None

4.4.

Equality & Diversity Implications
None

4.5.

Corporate Risk Assessment
None

4.6.

Environmental/Sustainability Implications
None

4.7.

Health & Safety Implications
None
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4.8.

Crime & Disorder Implications
None

4.9.

Data Protection Implications
None

5.

BACKGROUND PAPERS
None

6.

APPENDICES
None

7.

REPORT CONTACT
Louisa Roger, Head of Corporate Communications (Interim), extension 288.
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AVON FIRE AUTHORITY
MEETING:

Fire Authority

MEETING DATE:

12 May 2020

REPORT OF:

Chief Fire Officer / Chief Executive

SUBJECT:

Service Plan 2020 – 2023

1.

16

SUMMARY
The purpose of this report is to inform Members of the amendments made to
the Fire Authority’s draft Service Plan 2020 – 2023 following initial submission
for comments at the Fire Authority meeting held on 12 February 2020, and
seek approval for publication of the revised draft Service Plan 2020 – 2023.

2.

RECOMMENDATIONS
The Authority is asked to:
a) Approve the draft Service Plan 2020 – 2023 for publication on 1st April
2020.
PLEASE NOTE - Following the postponement of the Fire Authority Meeting on
25 March 2020, an Urgent Item was agreed by the Chair of the Authority, the
Deputy Clerk and Statutory Officers in consultation with Group Leaders on 31
March 2020 using their delegated powers and the recommendations agreed.

3.

BACKGROUND
Fire and Rescue National Framework for England 2018

3.1.

Following the publication of the Fire and Rescue National Framework for
England by the Home Office in May 2018, fire and rescue authorities are
required to continue to publish Integrated Risk Management Plans (IRMPs).
These identify and assess all foreseeable fire and rescue related risks that
could affect their communities. The aims of the IRMP are to improve
community safety and ensure more productive use of our resources by:
•
•
•

reducing the number of fires and other emergency incidents occurring;
reducing loss of life in fires and other emergency incidents;
reducing the number and severity of injuries occurring in fires and other
emergencies;
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•
•
•
3.2.

reducing the commercial, economic and social impact of fires and other
emergency incidents;
safeguarding the environment and heritage (both built and natural); and
providing communities with value for money.

Our one-year interim Corporate Plan for 2018/2019 outlined the work we
completed to provide a robust evidence base on which to develop our
refreshed IRMP. The IRMP itself is currently contained within our integrated
Service Plan 2019-2022 which came into force on 1 April 2019 and is based
on two essential elements:
a) a brand new strategic assessment to analyse the external factors and
influences which could potentially affect our Service during the lifespan of
the IRMP; and
b) a risk review to assess the impact of risk factors and ensuring we match
our resources to risk and demand in the best way possible within the
inevitable confines of financial affordability.
Public consultation

3.3.

At the Fire Authority’s meeting on 20 December 2018, Members agreed that
we should consult our local communities on the proposed changes contained
within the draft Service Plan 2019-2020 which, if agreed, would change the
way in which we deliver our services. They were:
•

the strategic approach which we proposed to take over the next three
years;

•

our proposal to change our response standards from a model based on
population density to matching our response to the level of risk, in
accordance with an evidence-based business case; and

•

our proposal to change how we respond to automatic fire alarms. This
would see higher risk premises still receiving a proportionate response but
high frequency calls to alarms in low risk premises would not receive a
response to ease operational demand and allow our staff to maintain their
focus on prevention, protection and risk-critical training activities.

3.4.

Following a preliminary internal engagement exercise involving both staff and
Elected Members, the formal public consultation period ran for eight weeks
from 7 January to 1 March 2019.

3.5.

Our consultation resulted in 178 responses including 173 received via our
online Survey Monkey questionnaire and five formal written submissions
received from Gloucestershire Fire & Rescue Service, Dorset and Wiltshire
Fire & Rescue Service, Avon & Somerset Constabulary, South Western
Ambulance Service NHS Foundation Trust and the Fire Brigades’ Union.
Following analysis of the feedback received, we amended our proposals to
address the issues raised and subsequently published our approved threeyear Service Plan 2019-2022 on 1 April 2019.
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3.6.

In line with our refreshed approach to integrated risk management planning
and the requirements of the National Framework, it was agreed that the
Service Plan would be kept under annual review and re-published on a threeyear rolling schedule. This process ensures that the Service continues to
deliver a high quality, best value fire and rescue service through our two
strategic priorities: making our communities safer and making our Service
stronger.
Service Plan annual review

3.7.

Members will recall that as part of the recent Improvement Programme, an
IRMP team was formed to lead on the development of the new IRMP in
response to the requirements laid out in the expectations of the Minister of
State for Policing and the Fire Service. As this is an enduring requirement
beyond the time-bound limitations of the Improvement Programme’s lifespan,
the function has now transitioned to ‘business as usual’ and features on our
new permanent Service structure.

3.8.

Since the publication of the first edition of our Service Plan on 1 April 2019,
the IRMP team has continued to develop the use of our new risk modelling
software and other data sources to undertake a review and refresh of the
underpinning documents which support the IRMP planning process. The
current editions of these documents include:
•
•
•

Strategic Assessment 2019
IRMP risk register (not published due to sensitive information)
Baseline Report 2019

(See https://avonfire.gov.uk/documents/category/216-service-plan)
3.9.

Additionally, the team has been monitoring the progress of the 30 corporate
objectives contained within the Service Plan 2019-2022 which are due to be
completed over the lifespan of the document. The team has employed a
proven reporting methodology which was previously introduced and used by
the Internal Improvement Team as part of the Improvement Programme and
updates are reported to the Service Leadership Team on a quarterly basis.
Elected Members’ risk workshops

3.10. To assist new and existing Members with their understanding of risk and the
IRMP process, two presentations were delivered by Officers at recent
Members’ development workshops. The first was delivered on 4 September
2019 and explained the IRMP process and the methodology used by the
IRMP team, and the second held on 14 November 2019 provided Members
with a reminder of the content of the Service Plan 2019-2022 and an update
on progress against the 30 actions contained within it.
3.11. At the second workshop, Members were given an update on progress where
the Service Plan actions are:
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•
•
•

not yet started or has halted;
ongoing but not on track for completion by the anticipated due date;
ongoing and on track for completion by the anticipated due date; or
complete.

3.12. Members were also advised that as it is not proposed to introduce any new
items which require public consultation within the next edition of the Service
Plan covering the three years from 2020 to 2023, then the revised document
will simply include progress update on the existing 30 actions.
3.13. It is pleasing to report that significant progress has been made in delivering
our Service Plan and of the 30 actions:
•
•
•
•

no actions are not yet started/halted;
4 are ongoing but not on track for completion by the anticipated due date;
24 are ongoing and on track for completion by the anticipated due date;
and
2 have been completed.

3.14. Members are also advised that due to the approach being taken to monitor
and report progress on a quarterly basis, there may be positive and negative
changes in projects’ progress to completion. This could be due to unforeseen
factors being identified, solutions being sought and implemented, procurement
processes or newly identified information affecting projects’ delivery or scope.
3.15. The benefit of this approach, allows the Fire Authority to demonstrate its plan
is being regularly monitored and can respond to changing environments and
unforeseen circumstances more dynamically within its risk planning cycle.
3.16. It should also be noted that as of April 1 2020, two further actions will be
signed of as complete, these being the introduction of our new response
standards and the introduction of the way we will respond to automatic fire
alarms in the future.
3.17. On 12 February 2020 at the Members Development workshop, the Group
Manager responsible for the IRMP team, updated those present on the
content and layout of the draft Service Plan 2020 – 2023, providing an
opportunity seek feedback or answer any concerns.
3.18. At the Fire Authority meeting held on the afternoon of 12 February 2020,
Members were presented the initial draft Service Plan 2020 - 2023 for
consideration. Members highlighted a small number of areas where clarity
was required before approval would be given to publish the document.
3.19. In the time since that meeting the IRMP team and Corporate Services have
worked together to incorporate AFA Members comments, make some minor
word changes, provide some additional information within the Protection
section to identify emerging risks that have recently been identified and the
inclusion of a Chief Fire Officers’ Service Management Statement, which sets
out to explain AF&RS are currently matching its resource to risk.
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4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
The Service Plan is the driver for capturing the key policy priorities and is an
essential corporate document.

4.2.

Financial Implications
Any costs arising from this report will be met from existing budget.

4.3.

Legal Implications
There are a well-defined set of legal principles (known as ‘the Gunning
Principles’) for a lawful public consultation process:
•

The consultation must be at a time when proposals are still at a
formative stage.

•

The proposer must give sufficient reasons for any proposal to permit of
intelligent consideration and response.

•

Those consulted should be aware of the criteria that will be applied
when considering proposals and which factors will be considered
decisive or of substantial importance at the end of the problem.

•

Adequate time must be given for consideration and response.

•

The product of consultation must be conscientiously taken into account
in finalising any statutory proposals.

The Authority will need to ensure that its decision complies with these
principles.
4.4.

Equality & Diversity Implications
The project team have reviewed and refreshed the original Equality Impact
Assessment to determine if the impacts previously identified have been
affected. It determined that no significant amendments were required due to
this document not undergoing a period of public consultation and providing
only an update against previously identified strategic actions.

4.5.

Corporate Risk Assessment
None

4.6.

Environmental/Sustainability Implications
None.

122

4.7.

Health & Safety Implications
None.

4.8.

Crime & Disorder Implications
None.

5.

BACKGROUND PAPERS
•
•
•
•

6.

Fire and Rescue National Framework for England – May 2018
Strategic Assessment 2019
Operational Baseline Report 2020
Equality Impact Assessment

APPENDIX
1. Draft Service Plan 2020-2023

7.

REPORT CONTACT
T/Gm Justin Hobbs ext. 289
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3

Our Service Plan

Welcome our Service Plan; our contract with you,
articulating our collective vision for the future of
Avon Fire Authority in preventing, protecting and
responding to the needs of the community.
Welcome to our Service Plan; our contract with you, articulating our
collective vision for the future of Avon Fire Authority in Preventing,
Protecting, Responding and Resilience to the needs of our communities.
As an Authority, we are responsible for providing the community with
information and fire safety advice, making our roads safer and ensuring an
effective response to emergencies across the area.

Councillor Donald
Davies,
Chairman,
Avon Fire Authority

Most importantly, we are here to represent our local communities covering
Bristol, Bath and North East Somerset, South Gloucestershire and North
Somerset, ensuring Avon Fire & Rescue Service is operating effectively
and efficiently when our communities need us most.
This is the first yearly refresh of the Service Plan, which built upon the
work undertaken as part of our Corporate Plan 2018-19 by combining the
Corporate Plan and our Integrated Risk Management Plan (IRMP) in to
one, integrated, Service Plan that will set the strategic direction for
the Service.
Our Plan is reviewed and refreshed annually, setting out what we will do
to ensure we continue to deliver a high-quality, best value fire and rescue
Service through our two strategic priorities of Making Our Communities
Safer and Making Our Service Stronger.
This includes positive work which is constantly moving forward and ontrack for delivery within the allocated timescales.

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

4

In the demanding financial and political climate we continue to face, there
has never been a more important time to share with our communities what
we are doing as a Service, how we are doing it and most importantly why.
Fire and rescue services are increasingly in the spotlight, particularly in
light of the terror attack at the Manchester Arena in May 2017 and the
devastating fire in London’s Grenfell Tower in June 2017, with significant
scrutiny on Fire and Rescue Services and our response to
such emergencies.
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Our fantastic staff who operate out of our 23
bases also have a responsibility for supporting
the welfare and wellbeing of those who are
vulnerable and most in need as well as inspiring
our young people to live happier, healthier lives
with positive futures.
We must therefore remain alert and flexible to
the dynamically changing environment so we
can continue to match resources to risk in the
most effective and efficient way. We will continue
to work closely with central Government and the
National Fire Chiefs’ Council to ensure that we
are ready to respond to national emergencies.

In doing so, we recognise the importance of
greater collaboration between the emergency
services, working together to realise savings
and achieve our collective goal of keeping our
communities safe.
Together, through the commitments laid out
in this Plan, we aim to provide an outstanding
service that our staff and local people can be
proud of and will continue to work hard to
make our Communities Safer and make our
Service Stronger.
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5

Executive Summary

Prior to the launch of our Service Plan (2019-2022),
Avon Fire & Rescue Service (AF&RS) has outlined its strategic
direction and management of risk in its Corporate Plan and IRMP.
However, as a fire and rescue service we need to remain agile
in identifying and responding to new risks and be adaptable
to political, social and environmental change, to improve
effectiveness and efficiency and grasp the opportunities offered
by technological advances. To fulfil this, the Corporate Plan and
IRMP were combined into a three year rolling Service Plan.
Following extensive consultation with local
communities, stakeholders and staff, our Service
Plan was approved by the Fire Authority and
published on 01 April 2020 and set out 30 pieces
of work across our key objectives of Preventing,
Protecting, Responding and Resilience as well
as making our Service Stronger and Investing in
our People.
This Service Plan demonstrated our
commitment to our continuous improvement
journey and included consideration of further
recommendations resulting from Her Majesty’s
Inspectorate of Constabulary and Fire & Rescue
Services (HMICFRS) inspection in 2018 and
included them in our 2019/20 action plan,
aligned to the publication of this Service Plan.
Throughout the three year plan, perhaps,
our greatest challenge was financial. The
Service needed to make further savings while
maintaining the ability to cope with major
incidents, provide resilience at a national level
and addressing local risks.
To achieve this we needed to deliver our
services differently and therefore undertook
a thorough exploration of opportunities. This
included collaboration with key stakeholders
to extract maximum value from our capacity
and seek more efficient and effective ways to
manage risk and deliver our Service.

6

Other key milestones include the launch of our
new response standards and the way in which
we respond to automatic fire alarms, which
was approved by the Fire Authority (AFAs)
and will take effect from the 1st April 2020; the
commencing of work to redevelop Avonmouth
fire station, which will remain fully staffed and
operational throughout the 65 weeks of work; the
change our Internal Improvement Programme
to our Transformation Programme which will
focus on digitising our service, reviewing and
improving our policies, processes and systems;
and procedures; and the review of our fleet
which has seen the purchase of seven new
narrower and shorter fire appliances for our
Service area’s and congested streets, set for
delivery later this year.
Throughout the last year, our fantastic staff have
worked tirelessly and diligently to implement the
Service Plan effectively. Already, our Internal
Improvement Programme has completed 115
work packages dynamically and on budget.
However, this is not the end of our improvement
journey. Indeed, it is around 40% of the journey
we have laid out as we make AF&RS the very
best it can be. We have a professional, proud
and passionate workforce whose commitment
to the communities they serve is second to
none. This is an incredibly strong foundation
upon which to shape and build the future of the
Service and ensure the safety and wellbeing of
our communities.
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Our Vision, mission and values

Our Vision
To provide the highest standard
and best value service to the
community.

Our mission
To improve public safety
through prevention, protection,
response and resilience.

Our values
Respectful,
Honest
Courageous
Ambitious
Inclusive
Transparent.

Be the best Fire and Rescue
service we can be, working hard
to ensure our communities are
at the centre of what we do.
We are committed to keeping
people safe, improving quality of
life and making our area a better
place to live, work and visit.

Making our communities safer
and meeting the needs of the
people we serve, by identifying,
understanding and tackling
the risks that exist within our
area. We will be accessible
and provide a high standard
of service 24 hours a day, 365
days a year.

Guided by the standards of
behaviour captured in our
values, we will support our
staff to embrace challenges,
recognise achievements and
live out our values in making
our communities safer and
exceeding expectations. The
public expect their emergency
services to be there when they
need us, but also role model
the very best standards of
behaviour. When we make
decisions and work together, our
values are the things we keep
in mind every time. They are
important to us, and
non-negotiable.
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Our Service

Avon Fire & Rescue Service delivers a wide range of fire, rescue and
community safety services across our geographic area.

The Avon Fire Authority is responsible for making sure that the Service performs well and is
good value for money. It is a locally accountable body made up of Elected Members from the
unitary authorities of Bath and North East Somerset (BANES), Bristol, North Somerset and South
Gloucestershire.

AF&RS station map
Key
Wholetime station

02
Thornbury

On-call station
Wholetime and On-call station

South Gloucestershire

Day Crewed and On-call station
Control

04

Community Safety Centre
Police and Fire Headquarters

03

Patchway

Yate

05
06

Avonmouth

07
HQ Portishead

08
Pill

Southmead

Bristol

10

Kingswood

09
17

16

Clevedon

Nailsea

Temple

North Somerset

01

11

15 Bedminster

Lansdown

Hicks Gate

19

12

Yatton

20

18

Chew Magna

Weston-super-Mare
Blagdon
Winscombe

Bath & North
East Somerset

Bath

23

24
Paulton

22

Radstock

21

We have 21 stations, 34 fire engines and more
than 20 specialist fire and rescue vehicles
and our Service Control room which receives
emergency calls from the general public.
We employ 432 wholetime firefighters and over
184 on-call firefighters responding from their
community when needed. There are 43 staff
in our control room. In addition, we employ
148 staff in a host of functions to keep the
community safe and manage the
Service effectively.

8

In order to reduce the risk in our communities,
we will ensure there are sufficient levels of
staff and equipment available to provide an
emergency response 24 hours a day, every
day of the year, as well as providing essential
prevention and protection work.
Acts of Parliament lay out what every Fire and
Rescue Service in England needs to do. In
addition to this the Home Office publishes the
Fire and Rescue National Framework for
England which provides guidance and sets
priorities for fire and rescue services.
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There are three ways in which we serve the
public, these are:

Regulatory functions and powers
(other ways to protect the public)

Mandatory functions and powers
(things we must do)

We are responsible for undertaking fire safety
inspections and audits.

The promotion of fire safety; preparation for
fire-fighting; protecting people and property from
fires; rescuing people from road traffic collisions
and responding to other emergencies such as
terrorist attacks.

Avon Fire & Rescue Service covers the unitary
authority areas of BANES Bristol, North
Somerset and South Gloucestershire. It has a
residential population of more than one million
people living in over 450,000 homes, over an
area of 512 square miles.

Discretionary functions
(things we choose to do)
These are services we provide over and above
those laid down in law. This includes activities
like planning for and delivering rescues from
water, the rescue of animals, responding to
floods as well as certain education packages
such as water safety, slips, trips and falls advice
to those most vulnerable in our community.

Understanding our diverse population helps
us deliver services tailored to their needs. Our
analysis of our population can be found in our
Strategic Assessment and DICE Strategy.

Key facts
Population 1.1m and
growing
51% Female, 49% Male
5-10% of the population
are LGBTQ
5.1% of the population is
unemployed
The largest population
group is 15-29 year olds
International Airport
handling 76,200 flights
and 8 million passengers
4 Universities 81,000
students
Bristol is the 5th Most
visited city in the UK
82,000 struggle daily
with long term illness

90% of the population
is white, 9% BME
54% Christian, 34%
No religion, 2%
Muslim
15% of homes are
rented social housing
64% owned outright
73,000 people live in
areas deemed the most
deprived in the country
102 languages spoken
across the area
Handles 26% of
the South West’s
economy, highest
growth of GDP per
capita outside of
London
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Managing our risks

Our ‘management of risk’ is anchored within the requirements of the National
Framework for England 2018 i.e. the Framework states:
Section 2.1

Every fire and rescue authority must assess all foreseeable fire and rescue related risks that could
affect their communities, whether they are local, cross-border, multi-authority and/or national in
nature from fires to terrorist attacks. Regard must be had to Community Risk Registers produced by
Local Resilience Forums and any other local risk analyses as appropriate.

Section 2.2

Fire and rescue authorities must put in place arrangements to prevent and mitigate these risks,
either through adjusting existing provision, effective collaboration and partnership working, or
building new capability. Fire and rescue authorities should work through the Strategic Resilience
Board where appropriate when determining what arrangements to put in place.
To satisfy the National Framework requirements, as a Service we ask ourselves the six questions
of risk i.e. the: Who? Where? What? Why? How? and When? which, in turn, underpins our risk
methodology.
To answer the six questions of risk we have analysed a wide range of resources, available both
internally and externally, and, in addition, commissioned independent analysis of our operational
incident data to provide us with a comprehensive analysis of fire and rescue related risks within our
area of responsibility, thereby enabling us to take an holistic approach to how we then mitigate and
balance the risk against the resources that we have and the expectations of key stakeholders.
There are four types of risk that AF&RS need to be prepared to manage.

National Risks
The Government monitors the most significant emergencies that the UK could face over the
next five years through its National Risk Assessment and publishes those in the National Risk
Register for Civil Emergencies (NRR).
A civil emergency is an event or situation which could cause serious damage to people, the
environment or pose a threat to national security in the UK. It covers events as diverse as flu
pandemic, flooding and terrorist attacks.

Corporate Risk
Corporate risks are those that could impact the way that Avon Fire Authority and AF&RS
operate. This could be anything from a reduction in our funding, to a change in the way we are
governed or legislative changes. We track these risks and their potential impact in the Corporate
Risk Register.

10
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Local Risks
AF&RS is part of the Avon and Somerset Local Resilience Forum working with other emergency
services, local authorities and councils to identify the risks faced in our area and how together
we would deal with them. These are published in the Avon and Somerset Community Risk
Register. As well as local geographical risks there are also individual risks to people within our
communities due to specific vulnerabilities.

Operational Risks
These are the risks that we could face when we are providing our service. Some of these risks
will be linked to national and local risks, whilst others come from our more regular activities of
firefighting, road traffic collisions (RTCs) and other rescue activities.

In our last Service Plan 2019 – 2022 this section highlighted our five
step approach to meeting the requirements of section 2.1 of the National
Framework.
During the initial review process we commissioned a specialist company to conduct an analysis of
our operational data to examine the level of risk and its location within our area. This is provided in
the AF&RS Operational Baseline Report 2018. During this review that our previous Step 2 did not
need be repeated. This is due to our own in house teams being able to replicate and enhance the
information now contained within the Operational Baseline Report.
As a result we have now amended this process to a four step approach and additional information
on how we satisfy section 2.1 of the National Framework by analysing foreseeable risk and
therefore how we answer the Who? and Where? can be found in the links below.

TWO

ONE

Step 1 - We are in
a constant process
of analysing and
understanding the
risks we face which
can be found within
the AF&RS Strategic
Assessment 2019.

FOUR
THREE

Step 2 – We
conducted an analysis
of operational data
to examine the
level of risk and its
location within our
service area, which is
provided in the AF&RS
Operational Baseline
Report.

Step 3 – We have
conducted a review of
all service risks, which
have been recorded
within AF&RS IRMP
Risk Register; with
any risks that require
attention assigned an
owner, director and an
action plan.

Step 4 – We have
carried out ‘risk
modelling’ to gain a
perspective on how
future actions could
impact our risks, and
provide the service
with invaluable
evidence to inform
our professional
judgement.
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Chief Fire Officer’s Service
Management Statement
This statement sets out to explain how AF&RS is matching its
community risk and fulfilling its contract to the community by
providing an effective and efficient fire and rescue service. We
have undertaken a significant amount of work to understand
risk when undertaking the integrated risk management planning
process and producing our Service plan.

To inform our process of understanding
risk, AF&RS has developed the Avon
Activity, Risk and Demand Model. This
model is helping the Service to understand
the pressures being placed upon it and
defining from the current activities being
undertaken which ones would fall under
the headings of ‘Risk’ or ‘Demand’. With
a better understanding of our activity we
can ensure that our current Service make
up fits our risk profile and ensure we have
our staff and assets in the best place to
ensure we are ‘Making our communities
safer’ through the areas of Prevention,
Protection, Response and Resilience.

Activity, Risk and Demand Model
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Our activity model is used to categorise
activity between the levels of High, Medium
and Low risk and can be used to inform how
the service matches its resources to, and
prioritise ‘Risk’ and ‘Demand’
We define High risk incidents as those
with a known risk to life or property, and are
classed as ‘Emergency: critical’ within our
response standards.
Medium risk incidents don’t pose an
immediate risk to life or property, but without
intervention could potentially develop to a
situation which poses risk to life or property,
and are classed as ‘Emergency: noncritical’ in our response standards.
Low risk incidents pose no risk to life or
property, but still require an attendance
by the fire service; and in our response
standards we define these as
‘Non-emergency’.
Through Prevention, Protection and
Response AF&RS will prioritise its resources
and activities to reduce ‘Risk’ and by better
understanding what demand looks like use
this data moving forward to identify areas
that will free up capacity to use this time
and our resources in the most effective
and efficient way to ensure we meet our
statutory obligations and achieve our key
aims of making our communities safer and
making our Service stronger.
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Chief Fire Officer’s Service
Management Statement
We have used our comprehensive risk assessment methods and risk
profiling to assess how best to match our resources to that risk.
Within the following graphs we have looked at how our fire engines have
been deployed to operational incidents between the period of 2013 and
2018 However, this does not include information on any risk reduction
activity or risk critical training undertaken by our crews to ensure we are
making our Communities Safer and our Service Stronger.
Wholetime Crewed
Wholetime Crewed*
On Call
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The day crewing shift is
operated at Yate fire station
by wholetime firefighters
and consist of 10 hours and
55 minutes shifts, which
operate between the hours
of 0700 - 1755hrs each day
and provides a crew for 1
fire engine. The second fire
appliance at Yate is crewed by
on-call firefighters between the
hours of 0700 – 1755hrs and
between the hours of 1755 –
0700hrs both fire engines are
crewed by on-call firefighters.
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Average number of fire engine deployments to attended incidents by AF&RS between FY2013
and FY2018, grouped by station

The activity curve in the graph above and the order of usage indicates that
AF&RS stations and crewing models appear to be appropriate to meet
current operational activity placed upon the Service.
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Chief Fire Officer’s Service
Management Statement
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Average number of fire engine deployments by appliance call sign between FY2016 and
FY2018.

The day crewing shift is
operated at Yate fire station
by wholetime firefighters
and consist of 10 hours and
55 minutes shifts, which
operate between the hours
of 0700 - 1755hrs each day
and provides a crew for 1
fire engine. The second fire
appliance at Yate is crewed by
on-call firefighters between the
hours of 0700 – 1755hrs and
between the hours of 1755 –
0700hrs both fire engines are
crewed by on-call firefighters.

Water Tenders – are crewed by four firefighters and carries standard
firefighting and rescue equipment as well as a 10.5m ladder. This
appliance can be identified with the any callsign ending with P4.
Water Tender Ladders – are the same as the water tender except crewed
by five firefighters and carries a 13.5m ladder. This appliance can be
identified with the any callsign ending with P1.
Rescue Water Tender Ladder – these appliance is crewed by five
firefighters and carries additional specialist rescue equipment above Water
Tender and Water Tender Ladders. This appliance can be identified with
the any callsign ending with P3.
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How we match our
resource to risk
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An integral part of matching our resources to risk
is ensuring that our specialist corporate functions
are resourced appropriately in terms of staff and
skills. Our 148 skilled and dedicated corporate
staff provide a range of essential services. As
well as being an integral part of our fire safety
and community safety teams, our corporate
staff ensure we manage our finances effectively,
recruit, train, develop and allocate personnel
effectively to respond to the needs of the
community and ensure our premises, vehicles
and essential equipment are fit for purpose.

P reven

To deliver our Strategic priorities of Making our
Communities Safer and Service Stronger the
following pages identify how we are currently
matching our resources to risk within the areas
of Prevention, Protection, Response and
Resilience.

Protectio
n

How we match our resource to risk

They also work hard to improve the diversity
and wellbeing of all our staff, ensure we plan
and manage risk effectively and help us
communicate and engage with our diverse
communities. Our administrative staff also help
ensure our operational staff can focus on their
core duties. We have therefore also invested
in our corporate functions for example in our
procurement, health, safety and welfare and
diversity and inclusion teams.

Prevention

017
002

Prevention Staff based out of
Bedminster fire station

What they do

Partnerships and collaboration
(risk reduction) based at
Service HQ

Developing and delivering key stage education
packages

Level 1-3 HFSV

Firesetter interventions
Safeguarding referrals follow ups and training
Developing and delivering safety interventions such as
road, water an arson
Developing and implementing partnerships and referral
mechanisms
Developing interventions and introducing assistive
technology to support vulnerable people

16

Working with and supporting partners at
community events
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How we match our
resource to risk
Protection

024

Inspecting Officers

Located at

What they do

Patchway

Licensing applications

Weston

Building regulations

Bath

Fire safety audits

Yate

Prosecutions

Bristol

Provision of advice
Enforce legislation
Primary authority
partnerships
Safety Advisory Group
members

Response

432
184
043

Wholetime staff across 10 stations
including 1 day crewed
On-Call
Control

What they do

Total of 34 fire engines, including 4 rescue pumps

Take emergency and
non-emergency calls

Respond to unsafe
structures

4 Turntable ladders

1 Rope rescue unit

Dispatch resources

Investigate causes of fire

1 Hovercraft
2 Boats

1 Breathing apparatus
service vehicle

Liaise with other agencies
Give lifesaving advice
over the phone
Save lives by:
Responding to fires
Road traffic collisions
Flooding and rescues
from water
Rope rescue incidents
Chemical incidents
Rescue trapped animals

Support our partner
agencies
Deliver Home fire safety
advice (level 1)
Deliver community
safety messages and
interventions
Signpost vulnerable
people and make
safeguarding referrals
Undertake operational risk
inspections

1 Environmental
response unit
2 Foam units
1 Hose layer
2 Swift water/ animal
rescue units
1 Welfare unit
1 Road rail unit
1 Command unit

1 Community resilience
vehicle
1 Heavy rescue unit
National resilience
1 Detection, identification
and monitoring vehicle
1 Mass
decontamination unit
4 USAR modules
2 USAR search dogs
2 High volume pumps
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How we match our
resource to risk
Resilience

010
001
001
002
001

What they do
Prepare our business continuity plans
Test and exercise our plans

Uniformed staff
Emergency planning officer
Business continuity and
emergency planning support
Interns on an annual contract
from Coventry University

Undertake risk modelling
Produce our Integrated Risk Management plans
Horizons scan for emerging risks and hazards
Produce and review our Standard operating procedures
Implement best practice identified in National
Operational Guidance
Engage and plan with the local resilience forum
Coordinate debriefs and share information
Provide a capability during periods of staff shortages

Local resilience forum
coordinator

Staff level of 15 at HQ in Portishead, Plus a
capability of 60 plus auxiliary firefighters

18
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How we match our
resource to risk

Thornbury

South Gloucestershire
03

Patchway

Yate

Avonmouth

HQ

Portishead

Southmead
Pill

Bristol

Kingswood

Temple
Clevedon

Nailsea

North Somerset

Bedminster

Yatton

18
Weston-super-Mare

Chew Magna
Blagdon

Winscombe

Hicks Gate

Lansdown

Bath & North
East Somerset

Paulton

12
Bath

Radstock

Key
Wholetime station
On-call station
Wholetime and On-call station
Day Crewed and On-call station
Control
Community Safety Centre
HQ

Police and Fire Headquarters
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Our achievements since 2019
Improving our service

In the twelve month period since we published our Service Plan 2019
-2022, we have been working to ensure that we have fulfilled the
commitments that we made.
Preventing

We have reviewed our risk categories with regard to the most vulnerable
within our communities. This has ensured that all partners and our
own staff are aware and able to prioritise our interventions to the most
susceptible across our geographical area.
We have also begun the transition from our Home Fire Safety Visit (HFSV)
to a Safe and Well Visit. This will ensure we are more holistically focused
on the safety and wellbeing of our communities. We are doing this in
collaboration with the Clinical Commissioning Groups (CCGs) and Local
Authority (LA) health leads to ensure we are targeting any interventions at
the most in need.
We have developed an enhanced risk information system to ensure all
of our staff are aware of public events. This is to not only to inform those
stations who could potentially attend an incident at these events, but
also to highlight potential intervention opportunities to target relevant
vulnerable groups who may be attending.
We have improved the effectiveness of our HFSV in on-call areas by
utilising community safety workers to carry out the visits instead of
wholetime stations. We will be developing this area further to utilise the
on-call station personnel to use their skills in engaging with the public in
their station area.
We have developed a new e-learning package for safeguarding to update
all of our staff on this important area of work.
We are finalising business engagement packs to inform local businesses
of our intention to change our Unwanted Fire Signals and Automatic Fire
Alarm policies in line with National Fire Chief Council (NFCC) guidance
so as to reduce the time attending false alarms. This will mean time can
be used for more efficient means such as prevention and protection
interventions.
We are reviewing our risk based inspection programme for Technical
Fire Safety (TFS) audits to be more able to accurately identify high risk
properties. This will in turn inform both the TFS officer inspection regime
and prioritisation but also assist in the reduction of unwanted fire signals
via the categorisation of high risk properties.

20
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Our achievements since 2019
Improving our service

Protecting

We have completed phases 1 and 2 of a three phase TFS staff growth
programme to ensure we align our resource to the current risk profile in
line with our statutory obligations against the Regulatory Reform Order
(RRO).
We have reviewed our service risk register to reflect the current risk of
non-compliance with the RRO and FRS Act and put in control measures
via performance plans.
We are currently engaging with the NFCC protection board to ensure we
are mitigating risk with regard to recommendations from phase 1 of the
Grenfell enquiry.
We have held a number of business engagement sessions where we
have provided advice and help on compliance with fire safety regulations
to business owners.

Responding

We have reviewed, in consultation with our
wholetime staff at Yate, our day crewing system
and adjusted the framework they work within
to make it more family friendly whilst still
maintaining the same standard of cover.

We have replaced the Mobile Data Terminals
on fire engines, incorporating a number of
Software enhancements for use with the pending
Emergency Services Network (ESN) Radio
system.

We reviewed our supervisory management
structure and have successfully implemented the
new structure of our wholetime watches.
We have carried out risk modelling and reviewed
our strategic risk assessment as part of our
review of the Service Plan.
We have reviewed our managerial and
departmental structure in our Control and
Communications department. We have
restructured and invested in the creation of
a department that provides resilience and a
managerial structure at middle manager level
that can deliver against its work streams and
invests in developing our people.
We have put all the underpinning work in place
to move across to our new response standards
in line with our consultation process, moving
from our geography based to a risk based
approach.
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Our achievements since 2019
Improving our service

Improving our Service

Since November 2017, our Internal
Improvement Team has managed the delivery
of 115 individual work packages in line with
industry-standard MSP® principles and provided
progress reports to a wide range of internal and
external stakeholders. It has been a dynamic,
fast-paced and demanding programme which
has successfully overcome many hurdles
along the way. But we are extremely proud
that we have delivered improvements with a
continuous focus on high quality and sustainable
organisational outcomes. We have delivered on
time and on budget and are delighted to receive
acknowledgement of our achievements from the
Minister of State for Crime, Policing and the Fire
Service at the end of October 2019 when he
wrote to say:

“

Your success in addressing the
recommendations is testament to
the hard work of the Fire Authority
and employees and managers
throughout the Service.

Additional acknowledgement has come from
the Local Government Association (LGA)
which, having undertaken two independent
assurance visits to monitor the progress of
the Improvement Programme, commented in
December 2019 on:

“

22

It is crucial to note that closure of the
Improvement Programme does not equate
to an end to our improvement journey. Our
work over the last two years has focused on
Dr Baker’s overarching conclusion that Avon
Fire Authority had previously failed in its duty to
“… make arrangements to secure continuous
improvement” as required under section 3 of the
Local Government Act 1999. The programme
has laid the sustainable foundations for an
entirely fresh corporate approach which now
puts us in a hugely strengthened position to
face the challenges which undoubtedly still
lie ahead. As the Improvement Programme
concludes, its work in response to Dr
Baker’s recommendations, a new three-year
Transformation Programme is just starting which
will benefit from our experience to date and drive
forward our quest for continuous improvement.
Using a risk-based approach we have
implemented the proposed changes to our
response standards that we consulted on as
part of the Service Plan 2019 -2022 consultation
process.
We used the outcomes of the HMICFRS
inspection report as a method for continual
improvement.

… the excellent progress you are
making on your improvement
journey. It is just so impressive
to see the progress Avon Fire &
Rescue Service has made …
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Our achievements since 2019
Improving our service

As part of the cultural review we have committed
to making Avon Fire and Rescue Service a
better place to work. To assist with this, we have
introduced a Staff Engagement Network, cultural
change advocates, relaunched our values and
produced a behavioural framework to promote
our values.
We have invested in new fire engines with full
engagement and design from the end user to
meet our risk profile.
We have employed a full time wellbeing officer
to bring together all aspects of wellbeing,
welfare and fitness.
We have invested in our buildings and
workplaces through the design of new wellbeing
spaces to promote health and wellbeing.
Through our water safety research and
Development Group, our firefighters have
updated policies, identified new training sites,
worked with suppliers to adapt and advance
equipment and are working with Services across
the country to share and adopt best practice.
We have introduced ‘Dual Response’ crewing
at some of our On-Call stations where it is
difficult to maintain appliance availability. The
concept combines the crew from 2 unavailable
stations to create a full appliance crew. This
capability has gone live between Blagdon and
Winscombe, and Yatton and Winscombe, and
Paulton and Radstock.
We have begun to align our core competencies
framework for our on-call staff to those used by
our whole-time staff.

We have introduced three On-Call Support
Officers (OCSOs) who provide a dedicated
support function for the on-call crews. In the
first three months appliances have been made
available on 118 occasions when they would
have otherwise been unavailable. As a result,
this allowed us to attend 27 incidents with on-call
appliances. The OCSOs assist with recruitment,
training and competence, administration, crew
development and quality assurance.
We have restructured our Control Room function
to provide improved resilience, dedicated
development and improved career pathways.
We also continue to enhance the essential
services our Corporate teams provide. We are
improving the way we purchase goods and
services to ensure what we buy is fit for the
future, value for money and supporting our
local economy.
As well as technological advances, such as
drones to improve our protection and response
capability, we have invested in new smaller
fire engines to improve our ability to access
congested and narrow streets. This new design
was finalised in consultation with our firefighters.
We have also invested in our estates to reduce
the cost of ongoing maintenance, ensure
sustainable and accessible facilities for our
staff and communities, and implemented
new wellbeing spaces to promote health and
wellbeing. In January 2020 we commenced the
work to redevelop Avonmouth fire station while
ensuring it remains fully operational during
the works.
We have also employed a full-time wellbeing
officer to bring together all aspects of wellbeing,
welfare and fitness for our staff.
We also continue to work hard on our
communications and recruitment efforts to
enhance our diversity through the Yes You Can
Campaign.
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Our achievements since 2019
Investing in our staff

Investing in our staff

We have reinforced our commitment to our
staff by producing a mental health action
plan identifying key areas of support and
prevention methods such as wellness, Family
Liaison officers and Trauma Risk Intervention
Management.

We have continued to invest in our water safety
provision by signing two contracts with external
suppliers the provision of new, personal issue,
personal protective equipment (PPE) and an
alternative training venue, so our crews can train
in the most realistic environments.

We continue to support our staff to reach their
full potential by providing opportunities for
both promotion and development. This has
been achieved through a wide program of
apprenticeship pathways for existing and new
members of staff. We have also invested in
leadership programmes for senior leaders and
provided training that supports an inclusive
workplace.

We have invested in our people by providing
a new water safety training provider. This
provider is enabling us to increase our instructor
establishment by 100%, provide 24 new ‘Level 4’
Rescue Boat Operators and train our managers,
at water rescue stations, to a DEFRA standard.
Through our new instructors we now have
the capability to internally undertake ‘Level 2’
training to continually improve our resilience to
water rescue.

We have introduced a new promotion policy that
is more reflective of workplace performance,
recognises talent and provides greater
transparency for opportunity across the service.
We have produced a leadership charter for
all leaders within the service which sets out
expectations, commitments and responsibilities.
We continue to assess the skills and capacity of
our workforce to identify where additional skills,
realignment of resources or targeted activity is
required.
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Our achievements since 2019
Collaboration

Collaboration

Our collaboration strategy was published in
2019 and lays out our ambitions in relation to
working with partners
In the last year we have continued working with
our blue light partners to expand on our existing
arrangements for sharing premises and explore
new ways of working.
Nailsea fire station is now a combined Police
and Fire Station, and is also the base for the
Community Resilience Team and On-Call
Management Team.
We are active contributors to the Bristol Water
Safety Group and the Bath River Safety group.
These collaborations are helping to reduce risk
from water to our communities in these areas.
We have actively collaborated with other
emergency service responders, both regionally
and nationally, to ensure we have a suitable
response to Chemical, Biological, Radiological,
Nuclear and Explosive (CBRNe) incidents. We
have achieved this through multiagency training,
exercising and assurance.

By working with Avon & Somerset Constabulary,
on the 01 March 2020 we introduced a new role
of Community Resilience Officer in Winscombe.
Their role is both a full time Police Community
Support Officer (PCSO) and On-Call Crew
Manager within AF&RS. This role will be
primarily community safety focussed carrying
out prevention and educational interventions
including fire prevention, crime prevention and
safeguarding/signposting, as well as a local
police presence and on-call responder capability
for the Winscombe area.
We currently share our HQ with the Police which
provides a great environment within which to
foster and drive effective collaboration.
As well as sharing our HQ with the Police,
we are talking to our blue light partners
about further opportunities to share estates
and assets, purchase goods collectively and
increase the impact of our community
safety campaigns.
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Our achievements since 2019

Transparency and accountability

We are pleased to report that following
significant scrutiny in 2019 our Improvement
programme has now been successfully
completed and we are now transitioning to
a period of transformation where we seek to
achieve continual improvement of how the
Service is managed and governed.
These activities include:
Following re-election Councillor Donald Davies
was reappointed as Chair of the Fire Authority,
a highly experienced public servant,
independent North Somerset Councillor and
Member of the Fire Authority.
Reduced the number of Elected Members on
the Fire Authority from 25 to 20 to enable more
focussed decision making and governance.

We are committed to continue with
strengthening our workforce through diversity
and inclusion in recruitment, employee and
community engagement. For example, we have
expanded our Equality and Diversity Team and
introduced a People and Culture committee to
provide scrutiny.
We will continue to positively engage with
HMICFRS inspectors and react to inspection
reports to implement improvements across all
areas of the Service. This is part of our ongoing
transformation programme to enable us to
be the best we can. We have expanded our
Equality and Diversity Team and introduced
a Diversity, Inclusion, Cohesion and Equality
(DICE) Improvement Board to monitor our work
in this area.

We have reduced the time Members can serve
on the Fire Authority to eight years to ensure we
have new Members, with fresh ideas joining
the Authority.
We have reduced the period individual Members
can serve as Chair or Vice Chair to six years to
ensure we regularly invigorate the Authority.
We have renewed the Fire Authority constitution
and will continue to review our current policies
and procedures the Authority work to as part of
the ongoing transformation programme.
During 2019 we have already moved from
five committees to three; streamlining our
process to enhance the Authority business and
effectiveness.
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How are we performing?

We measure our performance using a
number of indicators that are designed
to show how effective we are at meeting
three of our key objectives of preventing,
protecting and responding.
Our performance

The tables on page 20-23 show how we performed against our target
for each indicator in 2018/19. Further information can be found in our
Annual Performance Report.
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How are we performing?
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Actual

Malicious false alarms
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Call
handling
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How are we performing?

t 85%

e
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1st

Actual 91%
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Initial call fire in Building Cat. 1*: First Appliance in 8mins

1st
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100

%
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How are we performing?
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•

% of Return to Work interviews completed
within 15 days
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88

0

% of staff appraisals completed
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How are we performing?

60

INCIDENTS
Where Fire Service Vehicles hit a fixed or stationary object
and were at fault (2017/18)
•

Measures put in place to improve this figure included
cameras on appliances.

Resources
and value
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Our Focus 2020-2023

As a Service we have two strategic priorities which will
focus our work activity for 2019/20 – 2021/22.
These are:

• Making our communities safer
• Making our Service stronger

1. Preventing

communiti
es
our
g
sa
kin

2

1

2. Protecting
3. Responding

Making our Service stronger

4
6

M

5. Improving our Service

ak

ing

5
e
ng
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4. Resilience

3

r
fe

Making our communities safer

M
a

In order for us to achieve these strategic
priorities, we have identified six key
objectives which are:

our Service stro

6. Investing in our staff

Action status monitoring key

The following action status monitoring key, has been introduced to show the current status of the
actions set out in or Service Plan

Status definition

Symbol

Action not yet started or halted
Action ongoing but not on track for anticipated completion date

Action ongoing and on track for anticipated completion date
Action complete

32

155

Our Focus 2020-2023
Objective 1 - Preventing

Prevention is about stopping an
emergency from happening and causing
harm in the first place. In order to prevent
harm as a Service we need to engage at
local, regional and national level.
Objective 1 - Preventing

The Service will take a holistic approach to engagement and support
interventions which can potentially improve the quality of life to our most
vulnerable. The Service will be committed to playing a key role in enabling
every child and young person to thrive; developing skills to lead a healthy
life and achieve their full potential. Developing and supporting relevant
interventions which enable our vulnerable adults to lead an independent,
safe and healthy lifestyle will be a focus.
Longer term interventions to support education and wellbeing of both
young people and the elderly are a key part of prevention activity. A fire
and rescue service must ensure it primarily fulfils its legal obligations
and investigate to engage where the Service can add value to the wider
community safety agenda.
Through our targeted prevention work the Service will engage with our
communities to understand risk, by concentrating on supporting the most
vulnerable members of our community, in the key areas of home safety,
water safety and road safety, it will enable those individuals who need us
most to live longer and healthier lives by improving their safety, health,
wellbeing and security.
Mechanisms to ensure we use our resources effectively to target the
most vulnerable people in the community will be developed. This will be
informed by monitoring changes in the community risk profile as well as
pre-empting future trends and risks. We will to take a holistic approach
to Home Safety and ensure our interventions match specific needs and
vulnerability. By maximising our contact with vulnerable people, we will
work with our communities and partners to make every contact count and
improve their safety and wellbeing.
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Our Focus 2020-2023
Objective 1 - Preventing

Action One
What will we do?
We will introduce new software that will help us to better understand the risks that
people within our communities face.

Working with partner organisations we will collect people and property data and
use this alongside our own risk data to increase our understanding of risk.

Why are we doing it?
To enhance our understanding
of the most vulnerable people
within our community, so we
can prioritise our resources to
tackling these areas and reducing
potential harm.

How will we do it?
We have chosen the software
and will learn how best to use
the data it provides. This will
require us to ensure the data is
kept up to date on an ongoing
basis, through establishing
and maintaining relationships
with partners and local support
services.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

In 2019 AF&RS purchased risk modelling software. This
enables us to map risk and run simulations based on historic
data of previous incidents. The use of this software along
with mapping tools and road network information will assist in
increasing effectiveness and efficiency for the communities
we serve.
The Internal Improvement Team received training in its use,
but the quality of results depends on the quality of data that
the team can input into the software. Therefore the team will
undertake a thorough examination of the digital information
for discrepancies or duplications. Calibrate the software
so that when it is run, the models produced contain
accurate data.
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This will ensure the outputs are accurate to enable the
Service managers and the Fire Authority to make future
decisions based upon sound evidence.
Making sure that we have the appropriate data and
additional technology in place to develop a robust
methodology is extremely labour intensive and has taken us
slightly longer than anticipated.
The transformation programme and work being undertaken
nationally by the NFCC Community Risk Programme will
assist with progression of this action moving forward, but
these are longer term projects with anticipated timescales of
two to three years.
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Our Focus 2020-2023
Objective 1 - Preventing

Action Two
What will we do?
We will complete our move from our
Home Fire Safety programme to our
Safe + Well programme.

Why are we doing it?
We have identified that when
we carry out visits to local
people’s homes and provide
them with fire safety advice, we
are ideally placed to help our
communities with a wider range of
lifestyle factors including health,
wellbeing, welfare and safety. If
that individual needs our help,
we can put them in touch with
other services who can offer an
appropriate level of support and
ensure a more independent and
fulfilled life. This work will help
us to create and promote safer,
stronger communities for us all
to live.

How will we do it?
This will be offered by
firefighters and/or our specialist
Community Safety Officers. We
will prioritise our attention on the
most vulnerable people within
our communities. We will also
update our website to ensure
our communities can easily
access the most up-to-date
information.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Work is progressing with transitioning from our ‘Home Fire
Safety programme’ to our ‘Safe and Well programme’. A
number of essential meetings will be taking place in early
2020 with our Clinical Commissioning Group partners
to agree the content, evaluation and quality assurance
principals of ‘Safe and Well’ packages.
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Our Focus 2020-2023
Objective 1 - Preventing

Action Three
What will we do?
We will deliver local awareness and education campaigns
to promote our key community safety messages.

Why are we doing it?
In line with National Safety
Programmes and supporting
statistical evidence, home safety,
road safety and water safety
are where people are most at
risk. In our local area, this is
evident through the types of
emergencies we attend and we
need to do everything we can to
prevent them from happening.

When will we do it?

How will we do it?
Our firefighters and central
Risk Reduction team will
deliver targeted campaigns to
the most vulnerable people
within our communities. For
example, young drivers, over
65s and others we know
who are most at risk from
fire and other emergencies.
Tailored campaigns will also be
delivered through school visits,
open days, community events
and when supporting other
partnership activities where
community engagement is the
main focus.

2020/21 2021/22 2022/23

Progress update:

Our Risk Reduction team have worked with our Corporate
Communications staff to develop safety campaigns in line
with National programmes.
Between July and December 2019, we developed our
Water Safety Plan which is linked to the National Drowning
Prevention Strategy and aligned to our Services water safety
campaign.
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We continue to review and develop our Home Safety plan to
support the introduction of Safe and Well.
Our road safety plan is programmed to be in place for the
period of July to December 2020 in line with the national
programmes.
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Our Focus 2020-2023
Objective 2 - Protecting

As a Service we must work
with our communities to
provide information and
education so they understand
risk and the measures needed
to help protect them.

Potential emerging risks

Objective 2 - Protecting

Whilst the focus of the Phase 1 report was on
the cause and spread of the fire and London
Fire Brigade and other Service’s actions, it also
raised the issue of building regulations and
inspection regimes which will be looked at in
detail as part of the phase 2 report.

Our work will continue to ensure that the built
environment within our Service area is safe.
Sufficient resources will be provided to meet
our legal obligations under both the Fire and
Rescue Services Act 2004 and the Regulatory
Reform ‘Fire Safety’ Order 2005. Fire Safety
inspections and audits will be carried out
in premises that present the most risk to its
occupants and visitors. Working together with
local businesses, we can reduce the likelihood
and impact, such as the financial and social cost,
that can arise from a fire occurring. Through Fire
Safety Legislation we will continue to make our
communities safer places to live, work or visit
while encouraging economic growth.
The principles of coaching to comply under the
regulators code will be at the forefront of our
inspection activity. However where it is deemed
necessary we will enforce the applicable
regulations and ensure that the appropriate
sanctions are brought against the responsible
people.
The Service will support work at national and
regional level to ensure we understand evolving
risk and any changes in regulations or directives.
This will ensure we adopt best practice in line
with national direction and importantly local
risk. Our work with local authority and blue light
partners to share information on risk will ensure
our protection work supports shared objectives.

The government has agreed to take forward all
53 recommendations of Dame Judith Hackett’s
inquiry and has also in principle agreed to
the Grenfell Tower phase 1 report which
has been released. This highlighted various
recommendations which need implementing
to improve the safety of residents for fire and
rescue services across England.

Currently underway, Phase 2 is investigating
cladding systems such as Aluminium Clad
Material (ACM) with regard to their suitability and
reaction in fire scenarios.
As well as these specific types of building
systems, the NFCC has released an information
note on buildings which fail in fire. This note
provides guidance on buildings that may present
additional risks when involved in fires. These
include, but are not limited to, timber frame
or steel constructions, buildings which have
received extensive alterations and buildings with
external elements which may contribute to fire
loading.
There will also be new building safety measures
as announced by Robert Jenrick in January.
This will include a review of the height threshold
for buildings that fall into the category of the
combustible cladding ban, potentially changing
this from the current standard of 18 meters and
above to 11 meters and above.
The Building Safety Bill as announced in the
Queen’s Speech aims to put in place new and
enhanced regulatory regimes while ensuring
residents have a stronger voice in the new
system. The NFCC are currently working
with Government to determine the resource
requirement for such additional responsibilities
and who will be best placed to carry out some of
these areas of work.
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Our Focus 2020-2023
Objective 2 - Protecting

Action One
What will we do?
We will introduce new software that will help us to better
understand the risks that our business communities face.

Why are we doing it?
To increase our understanding of
the most vulnerable businesses
within our community, so we
can prioritise our resources on
reducing potential harm.

How will we do it?
We have chosen the software
and will learn how best to use
the data it provides. This will
require us to ensure the data is
kept up to date on an ongoing
basis, through establishing and
maintaining relationship with
local businesses and with those
organisations where we have
identified vulnerabilities.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The philosophy of AF&RS is to match resource to risk.To
compliment the risk modelling software, we have purchased
a set of data to allow us to better understand property risk.
Once all of the work is completed it will form an integral part
of a concept devised by the IRMP team to assign a risk score
to an address identifying high risk properties and people.
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This information will then feed our methodology for
understanding risk and inform other activities we undertake,
such as reducing our attendance to Automatic Fire Alarm’s
as well as informing our Technical Fire Safety risk based
inspection programme and future risk modelling work.

161

Our Focus 2020-2023
Objective 2 - Protecting

Action Two
What will we do?
We will ensure that we better match
resources to risk and demand by
allocating more people to protection
activity in order to keep our
communities safe.

Why are we doing it?
To maximise our resources
during times of austerity,
ensuring we manage demand by
matching resources to risks that
people face in our communities.

How will we do it?
We have an action plan in place
which will increase the number
of qualified technical fire safety
officers and we will also change
the make-up of the fire safety
team.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

We are now at the final stage of this process, when
completed will take our establishment to 23.5 posts.
We are also employing the services of a sub-contractor
who is assisting in reducing the current building regulation
consultations, as well as providing the Service with external
verification of our technical fire safety staff and their work.

We will continue to monitor the potential resources
requirements which may come from the outcomes of the
Grenfell Inquiry and Hackitt recommendations
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Our Focus 2020-2023
Objective 2 - Protecting

Action Three
What will we do?
We will provide assured advice and guidance to
local businesses through an effective risk based
inspection programme.

Why are we doing it?
To enable local businesses to
create an environment within
which people can live, work and
visit safely. This is to reduce fire
vulnerability within our business
community.

How will we do it?
Both our firefighters and central
protection team will carry out a
risk based programme focussing
on premises where people will
be most at risk from fire. This
will include premises and places
of work such as hospitals,
pubs and accommodation with
sleeping risk.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The inspection programme will be based on the new risk
stratification process which is linked to the development
of an IT package. This will form part of the IRMP team
objectives and is estimated to be completed approximately
18 months after the transformation team is set up.
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Current advice is being given set against the existing risk
prioritisation process to those businesses which require it
and seminars have been delivered to unitary businesses on
compliance with the fire safety order.
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Our Focus 2020-2023
Objective 2 - Protecting

Action Four
What will we do?
We will promote the importance of fire safety standards for
local businesses and the potential consequences when
they are not followed.

Why are we doing it?
To improve safety for those
who occupy buildings and
firefighters who may have to
enter these buildings. This work
also contributes to the Better
Business For All programme.

How will we do it?
Our central protection team
will work closely with building
control officers and approved
inspectors to meet the individual
requirements of a business. We
will engage with local authorities
to achieve Better Business For
All.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

We currently are an active member of the West of England
Better Business For All group and we continue to work in
collaboration with building control officers and approved
inspectors via visits to their offices to discuss compliance
with building regulation standards.
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Our Focus 2020-2023
Objective 2 - Protecting

Action Five
What will we do?
We will respond to the outcomes of the Hackitt Review
specifically as well as monitoring and responding to any
post Grenfell outcomes.

Why are we doing it?
To learn from previous events
and prevent them from
happening in our area, ensuring
public safety and working closely
with partners to enforce building
compliance.

How will we do it?
We will work with local authority
partners and positively contribute
to national working groups and
this is an area we may have to
invest resources and capacity
into following the Hackitt review.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Due to longer than anticipated timeframes for the release
of the Phase 1 Grenfell tower inquiry this action has been
delayed and will take longer to complete than originally
anticipated.
The phase 1 report was released in October 2019 and is
currently being reviewed by the Service.
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We will have to wait until completion of phase 2 and
publication of the subsequent report and findings to
determine what actions are required by Avon Fire & Rescue
Service.
Our lead manager for Technical Fire Safety is currently a
member of the high rise metro group, which is part of the
governments Building Safety Programme, which has been
established to deal with the recommendations and learning
from the Grenfell inquiry. This is to ensure that AF&RS are at
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the forefront of any changes required.

Our Focus 2020-2023
Objective 3 - Responding

Fire and rescue authorities have a duty to
respond to incidents such as fires, road
traffic collisions and other emergencies.
When our communities need us most,
they expect us to be there to respond
to their calls and help them with an
emergency or incident.
Objective 3 - Responding

Regardless of our prevention and protection work, which is our priority, we
accept that emergency incidents will still occur. When they do, we are fully
committed to keeping our communities as safe from harm as possible,
whilst reducing the impact upon people and local business. This has to be
achieved in an ever changing political and financial environment and as
such we must remain flexible in the delivery of our Service. Any options
we consider must ensure we continue to improve our Service to the
community, without introducing additional unacceptable risk.
In 2006 we adopted a set of local response standards for fires and other
emergencies and continued to use these standards after they were refined
in 2012. Part of our Service Plan looks at our proposals to better match
our resources to risk and change the way we measure our performance in
this area, along with a more demanding method of measuring the time we
take to respond to emergencies.
Another area we would like to look at is how we respond to Automatic
Fire Alarms (AFA) in commercial properties. An AFA is a fire detection
and alarm system which provides a reliable means of detecting fires and
signalling an alarm to the occupants of a property, providing an early
warning. This means in the event of a fire, people can escape to safety.
We receive and respond to thousands of AFA calls each year, with only a
very small percentage of these turning out be a real emergency.
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Our Focus 2020-2023
Objective 3 - Responding

Action One
What will we do?
We will revise our response standards for fires and other
emergencies. We will change the way we measure our
performance and adopt a more demanding method of
measuring the time we take to respond to the most
serious emergencies.

Why are we doing it?
To ensure our response
standards more accurately
match our resources to risk.
This will ensure the most serious
incidents involving a threat to
life or a fire involving a property
should, on average, receive
the fastest response. This is a
transition away from setting our
response times based purely on
geography and population.

How will we do it?
We will change the way we
prioritise our emergency
response activity from a
geographic and populationbased standard to a risk-based
standard, to ensure the most
serious incidents receive, on
average, the fastest response.
We will introduce three riskbased categories of call with
associated response times.
We will change the measurement
of our response time from the
time a fire engine is registered as
mobile from the fire station to its
arrival at the given

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The new response standards agreed by the Fire Authority
following a public consultation period will take effect from 1st
April 2020.
A live response tracker has been developed and will be used
on our internal intranet to inform managers of performance
against our new standard. The new standards will continue
to be reported to the Fire Authority for scrutiny.
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Our Focus 2020-2023
Objective 3 - Responding

Action Two
What will we do?
We will change how we respond to AFAs within the
community.

Why are we doing it?
The current response we provide
to AFAs places a requirement
on our Service to respond to
approximately 4,131 calls each
year. This accounts for 37% of
the total number of our calls.
In addition to the significant
demand this places on the
Service. Taking into account that
only 1.9% of these calls actually
result in an incident, this means
that our firefighters are attending
false alarms, instead of saving
lives or other more productive
work.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Our Newly acquired property type data will enable the
Service to apply a risk score to properties and allocate
the appropriate resources when required. This aligns with
the upcoming changes to our response standards that will
enable us to become a more effective and efficient service.
The changes to the way we respond to automatic fire alarms
will take effect from 1st April 2020 These changes were
consulted on and agreed by the Fire Authority following a
public consultation period in 2018/19

How will we do it?
We will automatically respond
to AFAs at sleeping and high
risk properties only. This
includes private houses, hotels,
guest houses, student halls
of residence and homeless
persons’ accommodation.
Similarly, high risk industrial sites
which store or process significant
quantities of hazardous materials
and in line with our risk rating
process.
For any property where we
cannot determine that someone
is present or that a key holder is
available we will mobilise assets
in line with the response detailed
below.
We will also reduce the
number of vehicles we send to
investigate the circumstances
in these instances to one fire
engine only between the hours
of 6:00am and 9:00pm and
increase the attendance to two
fire engines between the hours
of 9:00pm – 06:00am.
But where additional information
is received at our Control room
to indicate a fire is present the
full predetermined number of fire
engines will be sent to deal with
the incident.
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Our Focus 2020-2023
Objective 3 - Responding

Action Three
What will we do?
As we develop our understanding of the risks we face as a
Service, we will then need to align our resources to those
risks to ensure we are responding in a way that best meets
the needs of our local communities.

Why are we doing it?
It is essential that we make
sure we have the right people,
with the right equipment, in the
right place, at the right time to
continue meeting the needs
of our local communities and
ensuring the safety of our staff.

How will we do it?
We will evaluate the needs of
our communities and use this to
carry out a fundamental review
of our station locations, where
our vehicles are based, where
are people are based and our
capability as an organisation to
prevent, protect, respond and
improve our resilience.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The Service Leadership Board are currently reviewing
our resource allocation set against Prevention, Protection
Response and Resilience. This work will be underpinned by
other pieces of work that help us to better understand risk
and our local communities.
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We will develop a Chief Fire Officer’s statement which
identifies how resources will be allocated according to
community risk profiles and demand activity’s levels.
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Objective 3 - Responding

Action Four
What will we do?
We will implement more flexible contracts for our on-call
staff (previously known as the Retained Duty System).

Why are we doing it?
It is important for us to have a
flexible workforce, whether that
is on-call or full time. We also
require the ability for staff to be
inter-changeable. Reviewing
the on-call contract types we
operate currently will allow us to
have a more flexible approach
to recruitment and firefighter
availability with .The aim of this
is resolving any crewing issues.
In addition it is hoped improving
flexibility will have less of a
burden on primary employers who
support on-call arrangements and
that we will attract a more diverse
range of on-call applicants,
particularly from our rural
communities.

How will we do it?
We are in the process of
consulting on a more flexible
contract for our on-call staff.
We will then develop, working
closely with our trade unions, a
plan around more flexible oncall crewing opportunities before
rolling out new working patterns.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

We will shortly be initiating a 12 month trial of a percentage
cover’ contracts. As this falls out of recognised Conditions
of Service the constitution process has taken longer than
anticipated, which has resulted in this action running over the
anticipated completion date into 2021.

170

47

Our Focus 2020-2023
Objective 3 - Responding

Action Five
What will we do?
We will implement new ways of working in relation to
assisting with medical emergencies within the community.
Options include increasing our co-responding capability,
introducing a Tri-Service Officer and continue working with
our Community Resilience Team, exploring opportunities to
expand the role.

Why are we doing it?
We are well placed to support
the Ambulance Service when
medical emergency demand is
high, enabling them to allocate
their medical resources to where
they are needed the most. It
will enhance our skills and
knowledge and enable us to
better support our colleagues at
emergency incidents.

How will we do it?
We are working on a range of
options with South Western
Ambulance Service Trust,
providing both rural and urban
support to medical emergencies.
We will explore collaboration
opportunities and produce a
business case outlining potential
options for how we can
provide support.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

We continue to work with our blue light partners to trial the
introduction of a multi-disciplined community support officer.
This is a joint funded initiative to work in some of our rural
areas of service, advice and response. Once implemented
this officer will work in conjunction with Risk Reduction and
the Community Resilience Team to meet the needs of the
community on joint safety initiatives.
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Objective 3 - Responding

Action Six
What will we do?
We will invest in digital technology for use at operational
incidents and elsewhere within the Service.

Why are we doing it?
To improve firefighter safety
and organisational learning, to
improve our effectiveness and
efficiency as a Service and to
enhance our communications with
the public.

How will we do it?
We will carry out a range of
projects including incident
resource management as well
as looking at the use of drones,
vehicle telemetry and vehicle
cameras.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Investing in digital technology for operational incidents forms
a key aspect of the Digitisation Project and one of the key
areas of focus of the Transformation Programme.
A significant element of the programme has been the
appointment of the Head of Service Transformation who
will scope and resource a programme team to deliver the
strategic intent of the Service.

Work is now underway to develop governance structures
and terms of reference for the new Transformation Team
in order to progress initial work. For example, a business
case approved by the Service Leadership Team for the
procurement of drone technology to support staff at
operational incidents, in a coordinated manner in line with
the Service Plan objectives. Other digital technological
solutions will also be investigated as part of this project.
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Our Focus 2020-2023
Objective 4 - Resilience

Resilience is vital in order to ensure we
are able to continue operating effectively,
particularly during challenging times.
Objective 4 - Responding

Should we face any disruption to our Service or there is a major incident
that requires us to deploy a large amount of our resources, we have a
legal obligation to have emergency plans in place. These plans enable
us to be prepared, to a certain extent, in advance so we can respond
professionally to larger and more complex incidents, as well as provide
a continued service when we face issues affecting the availability of our
staff, the reliability of our IT systems and access to our buildings or any of
our critical functions.
We are one of the key agencies that have statutory duty under the Civil
Contingencies Act 2004 to prepare for such incidents. As such, we work
with local, regional and national emergency services to prepare for major
incidents such as a terror attack, widespread flooding or pandemic flu.
We work very closely with our partner emergency services to provide an
effective multi-agency response and we do this under the Joint Emergency
Services Interoperability Programme (JESIP).
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Objective 4 - Resilience

Action One
What will we do?
We will deliver a new framework to help us in recruiting
the right people into the right roles when staff leave the
organisation.

Why are we doing it?
We need to ensure we maintain
a breadth of skills and knowledge
across the Service to ensure our
interactions with each other and
our communities are valuable,
informed and make a difference.

How will we do it?
We will review how we currently
look at this process, research
what other organisations do
and work with our managers to
develop a robust framework.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

A new promotion policy detailing clear pathways through
the organisation has been developed and published
with agreement from all parties concerned. This details
the required steps needed to progress throughout the
organisation.

Creation of talent pools at every level of the organisation as
a result of promotion processes will assist in swiftly filling
vacancies when they become available allowing smoother
handovers and no issues with service delivery.
A transfer and promotions panel has been created and has
met on a number of occasions with staff groups from across
the Service represented.
174

51

Our Focus 2020-2023
Objective 4 - Resilience

Action Two
What will we do?
We will enhance and maintain our plans for dealing with
major disruption such as cyber-attacks, extreme weather
conditions or supply failures.

Why are we doing it?
These plans, referred to as
‘business continuity plans’
focus on five critical areas we
have identified and include
communications, operational
response, resource planning,
fleet and IT. Having these plans
in place make sure we provide
the best possible service despite
any potential disruption.

How will we do it?
We will train, test and exercise
our response to disruptive
challenges. We will also work
with partners to ensure an
integrated approach to preparing
and responding to major
incidents and emergencies.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The Operational Assurance Team continues to review our
business continuity plans and have undertaken exercises to
ensure the Service is ready to deal with disruptions. We are
also looking to have our arrangements audited by external
auditors to ensure they are fit for purpose.

During 2019 we also undertook a number of exercises which
tested our ability to respond to major incidents, these are
listed in the next action.
We also took part in business continuity week, where
we engaged in a week long exercise coordinated by
South Yorkshire FRS simulating the loss of access to our
headquarters.
In March 2019 we tested the resilience of our I.T systems
and infrastructure by undertaking a disaster recovery
exercise.
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Objective 4 - Resilience

Action Three
What will we do?
We will ensure that the offering we provide in supporting
national response meets the needs of the Government’s
National Resilience Programme.

Why are we doing it?
To remain available to respond
to national emergencies such
as urban search & rescue
(USAR); mass decontamination;
hazardous detection, identification
and monitoring (HDIM); and
monitoring (HDIM) and high
volume pumping.

How will we do it?
We will work with the
independent National Resilience
Assurance Team who will carry
out regular checks of each
capability including written
reviews, site visits and national
exercises.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Avon Fire & Rescue Service hosts three out of the four
national resilience capabilities: high volume pumping (HVP),
urban search and rescue (USAR) and chemical, biological,
radiological, nuclear and explosive (CBRNe).
NR assurance activity in the 2018/2019 year included:
• N
 ational resilience HDIM capability team attended
AF&RS to observe officers during an exercise as part of
its assurance programme, Ex Broward (Jan 2019) HDIM
assurance exercise.
• C
 BRN tactical advisors and commanders also attended a
workshop and table top exercise hosted by Police National
CNRN Centre staff to add to their CPD.
(Ex. Retribution 2 Oct 2019).

 ur High Volume pump (HVP) capability has been
• O
deployed to support high profile flooding incidents around
the Country and
• W
 e also successfully hosted a National HVP exercise over
three days, simulating a flood event in our region.
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Our Focus 2020-2023
Objective 4 - Resilience

Action Four
What will we do?
We will deliver an enhanced post-incident debriefing
and learning system, ensuring this is widely understood
amongst our operational staff.

Why are we doing it?
To enable us to learn from
incidents and use this learning
to inform improved change in
policy, practice and procedures.

How will we do it?
We will review the system we
currently use for operational
debriefs and implement an
enhanced system.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

We have introduced a new de-brief and monitoring system.
The system allows for monthly updates to be produced
from the preceding month. These outcomes can then be
factored into policy changes and operational documents if it
is deemed necessary.
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As part of our Service restructure in April 2020, a new
operational assurance function will be introduced within
the Risk Intelligence unit to specifically address all issues
relating to debrief and monitoring across the service area.
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Our Focus 2020-2023

Objective 5 - Improving our Service

Continually learning how to operate more
efficiently and effectively across all of
our functions and departments is key to
improving our Service.
Objective 5 - Improving our Service

With projected reductions in future funding, maximising the use of our
resources is paramount to a successful future.
As part of the Government’s reform programme, Her Majesty’s
Inspectorate of Constabulary was widened in 2017 to include fire and
rescue services and the new HMICFRS was created. Our first inspection
took place in the summer of 2018. We received some immediate feedback
from the Inspectorate and we responded by accelerating the increase
in available capacity in Protection, followed by more comprehensive
restructuring and rebalancing of our resources.
We are committed to improving our Service and digital technologies offer
the opportunity to deliver better outcomes for our staff and communities.
We intend to transform our Service to a smarter way of working through
delivering digital solutions, enabling us to constantly evolve. Whilst this will
take time and money, we are confident it will deliver a significant return on
our investment.
In 2013 we started an Investing for the Future programme to redevelop
parts of our estate to create a modern and healthy environment for
our staff to work in. This explored opportunities for collaboration, while
remaining accessible to our communities. This included redeveloping
three new fire stations and relocating our Headquarters to co-locate with
Avon and Somerset Constabulary in Portishead. This enabled us to sell
our large Headquarters site in central Bristol and reinvest the money in
other aging fire stations at Avonmouth, Weston-Super-Mare and Bath, as
well as considering our future training facilities.
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Our Focus 2020-2023

Objective 5 - Improving our Service

Action One
What will we do?
We will realign the future organisational structure of the
Service to help us meet the needs of our communities.

Why are we doing it?
To support our work looking at
matching our resources to risk
and community needs, while
fulfilling our statutory duties.

How will we do it?
We will rebalance our resources
across our prevention,
protection, response and
resilience workforce. We will
review the structure of our
support functions and adapt
where required.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Work is progressing on this objective. This past year we have
been working on ensuring more resilience in our Corporate
Services functions such as Procurement, Human Resources
and Finance. We have also responded to the HMICFRS
report by increasing the number of Technical Fire Safety
officers we have from 12 to 23.5 and securing the services
of a specialist Building Regulations officer to assist with our
capacity to meet our statutory consultation period.
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We have purchased a specialist software package to assist
us to fully understand the risks that our communities face on
a daily basis and our activity, risk and demand levels. We
have been refining the system to fully meet our needs and
have been conducting further research and development to
enable us to understand where best to place our resources.
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Objective 5 - Improving our Service

Action Two
What will we do?
We will comply with our best value duty under section 3 of
the Local Government Act 1999.

Why are we doing it?
To address the findings of the
Statutory Inspection Report to
make sure we continue to improve
in terms of economy, efficiency
and effectiveness.

How will we do it?
We will complete our
Improvement Programme
by providing evidence that
demonstrates we have
addressed each of the 62
recommendations in the
Inspection Report. We have a
dedicated Improvement Team
in place that monitors and
reports progress to the Fire
Authority and an Independent
Improvement Programme Board.
The Programme will then be
independently audited by the
Local Government Association.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Since November 2017, our Internal Improvement Team has
managed the delivery of 115 individual work packages in line
with industry-standard and provided progress reports to a
wide range of internal and external stakeholders.

We have delivered on time and on budget and were
delighted to receive acknowledgement of our achievements
from the Minister of State for Crime, Policing and the Fire
Service at the end of October 2019.

We are extremely proud that we have delivered
improvements with a continuous focus on high quality and
sustainable organisational outcomes.
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Objective 5 - Improving our Service

Action Three
What will we do?
We will achieve a HMICFRS rating of ‘Good’ across all
three pillars (effectiveness, efficiency and people).

Why are we doing it?
The HMICFRS inspection report,
published on 20 December
2018, found that AF&RS
requires improvement for the
effectiveness and efficiency
pillars and inadequate for the
people pillar.
We recognise we need to make
improvements in the identified
areas. This will also build on
the Improvement Programme
and the outcomes of the cultural
survey.

How will we do it?
We will address the findings
from the HMICFRS report
by assigning responsibility,
actions and timescales to all
concerns raised. We will commit
resources to coordinate and
report progress to our Service
Leadership Team and HMICFRS.

When will we do it?
2020/21 2021/22 2022/23

Progress update:
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We want to be the best we can be and provide the best
possible service to our communities. The HMICFRS
inspection process will assist us in understanding what we
need to do to achieve this and will be an on-going process as
we continually improve as a Service. We are systematically
working through the action plan developed immediately
following our HMICFRS inspection. We are confident that we
have already improved in a number of areas and are on track
to deliver the requirements of our action plan.

We are also confident that the next inspection will see a
significant improvement in our anticipated ratings.
We are also engaged in a significant amount of work in
relation to the ‘People’ pillar and how we look after our staff
as well as investing in a culture change programme. We
have published our response to our cultural survey - ‘Making
Avon Fire and Rescue Service a Better Place to Work’. This
clearly details how we will continue to improve in this area
and be the best we can be at supporting our staff.
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Objective 5 - Improving our Service

Action Four
What will we do?
We will promote career opportunities within Avon Fire &
Rescue Service.

Why are we doing it?
To increase community
awareness of career
opportunities, while increasing the
diversity of our workforce, so that
we reflect the communities we
serve.

How will we do it?
We will develop and deliver
annual rolling “Yes You Can”
recruitment campaigns which will
include building relationships and
engaging with under-represented
groups.
We will develop a diversity,
inclusion, cohesion and equality
(DICE) strategy.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The Yes You Can campaign has been expanded to include
corporate staff, on-call and control. A comprehensive list of
community contacts has been developed and is continually
updated and this is used to publicise vacancies to our underrepresented groups.

Planning for the next wholetime recruitment campaign
has commenced and will included a three month period of
outreach and positive action events with particular focus
upon increasing the diversity within the applicant pool.
We have also developed our DICE Strategy (Diversity,
Inclusion, Cohesion and Equality).
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Objective 5 - Improving our Service

Action Five
What will we do?
We will invest in digital technology for continuous
improvement of our organisation.

Why are we doing it?
Smarter ways of working and
better integration of our systems
will not only save money in the
long term, but will also help
improve the effectiveness and
efficiency of the Service.

How will we do it?
We will explore solutions that
will enable us to make our
systems work better together
and automate our business
processes.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The Head of Transformation Team has been recruited to
fully started the role from January 2020. A Transformation
strategy will then be developed.
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The Service has recently invested in our IT infrastructure by
completely replacing the existing aging servers. This will
enable a smoother transition as we digitise the service. Other
proposed technology advances are business cases exploring
drones to enhance our protection and response capabilities
as well as firefighter safety and an asset management
system to monitor our fleet and equipment.
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Objective 5 - Improving our Service

Action Six
What will we do?
We will continue with our Investing for the Future
programme by redeveloping parts of our estate.

Why are we doing it?
To ensure modern and fit for
purpose facilities, safe and
healthy working environments
for our staff, accessible facilities
for our community, to reduce our
ongoing maintenance costs and
return on investment. This work
will also contribute towards our
sustainability programme.

How will we do it?
Work has begun on the
redevelopment of Avonmouth
fire station.
We will develop proposals for
Bath and Weston fire stations.
We will further enhance our
longer term estates strategy.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

In January 2020 we commenced work to redevelop
Avonmouth fire station. It is anticipated that the work will take
approximately 65 weeks to complete, but during this time the
station will remain fully operational.

We are continuing to develop our proposals for both Bath
and Weston-super-Mare fire stations and hope to be able
to release more details in the near future, but lots of work
is going on in the background to ensure we make the right
choices.
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Objective 5 - Improving our Service

Action Seven
What will we do?
We will confirm our long term training infrastructure.

Why are we doing it?
Since 2003 Avon, Devon &
Somerset and Gloucestershire
Fire and Rescue Services have
shared a firefighting training
facility in at the purposebuilt Severn Park Fire and
Rescue Training Centre. This
arrangement is due to end in
2028 so we need to consider our
long term training facilities.

How will we do it?
We will carry out a strategic
review of the available options,
consult with trade unions
and present these to the Fire
Authority.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

We are currently exploring a number of options and these
are being discussed internally with the appropriate teams
and staff, to ensure we meet our long term training needs.
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Objective 5 - Improving our Service

Action Eight
What will we do?
We will explore a flexible fleet of vehicles across the
Service area using a blend of different sizes.

Why are we doing it?
To make sure the right vehicles
are deployed to the right
circumstances and to improve
our ability to access congested
and narrow streets across the
Service area. This will not only
ensure we are providing the best
value service possible, but also
gives us an opportunity to support
cleaner air zones and use new
and improved technology across
our vehicles.

How will we do it?
We will review our fleet of
vehicles in conjunction with
our risk data to look at which
vehicles are required and for
what purpose. This work will
include reviewing our current
fleet replacement strategy and
updating it to match future plans.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Following a review of the flexible fleet options available on
the current market we have just completed a procurement
process to purchase seven new fire engines which are
narrower and shorter than those in our current fleet. Upon
delivery these vehicles will be allocated to stations where
it will improve our ability to access congested and narrow
streets across the Service area.

We will continue to review our current fleet asset refreshment
programme, this will ensure we keep up to date with
emerging low and zero emission vehicle developments
and technology in the future. We have also been in contact
with Bristol City Council and Bath and North East Somerset
Councils to discuss their proposed clean air zones. This will
to enable us to fully understand the future implications on us
as a Service.
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Objective 5 - Improving our Service

Action Nine
What will we do?
We will improve the way we purchase goods and services.

Why are we doing it?
To improve value for money for
local people and to support the
local economy.

How will we do it?
We will deliver a new
procurement strategy. We
will also engage with local
businesses to assist them
with accessing procurement
opportunities.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

The new procurement strategy has been produced and is
now available on the Internet.
Contained within the procurement strategy, we state that
during 2020 we deliver events designed to inform local
business of opportunities and ‘how to do business’ with
AF&RS.

64

187

Our Focus 2020-2023
Objective 6 - Investing in our staff

Our people are our greatest asset and we
want to ensure they have a clear vision
and are given fair opportunities for growth
within our organisation.
Objective 6 - Investing in our staff

Our people are our greatest asset and we want to ensure they have
a clear vision and are given fair opportunities for growth within our
organisation. For us to shape our future together, we will need strong
leaders who are trusted to do the right thing and lead by example. We will
ensure our staff have a voice in everything that we do and we will listen
and engage with them.
We recognise the unprecedented degree of change and pressure over
recent times has been difficult for our staff with compelling evidence in
our 2018 cultural review. Our HMICFRS report was also challenged how
we look after our staff. In recognition of such valuable feedback, our
Service Plan is very much focussed on investing in our people. We are
confident our objectives outlined demonstrate our commitment to making
Avon Fire & Rescue Service the best it can be and ensuring our working
environment is one staff feel safe and supported in.
We want staff to have the confidence and space to grow and develop,
enabling them to fulfil their potential. Cultural change will take time and
we must be patient and provide the help and guidance to our staff on this
journey. We will ensure our Service values are at the centre of everything
we do.
Our Apprenticeship Scheme combines both on-the-job training with
nationally recognised qualifications. This will be a central part of
developing our staff and new entrants with skills and capability. We
launched our Aspiring Leaders Programme for supervisory and middle
managers in 2018 and we intend to launch other programmes over the
next three years.
We aspire to be an employer of choice within our community and to have
a workforce that reflects the diverse communities that we serve. We
are striving for an equal, inclusive and cohesive culture that celebrates
diversity in our people.
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Objective 6 - Investing in our staff

Action One
What will we do?
We will invest in a strong support system on health,
wellbeing, fitness and welfare for our staff.

Why are we doing it?
We want our staff to be healthy
and happy at work. Historically
we have provided support to help
our staff deal with or recover
from stress, trauma or ill health
including a 24 hour counselling
service, signing the MIND Pledge
and support from the Firefighter
Charity. However, we want to
go above and beyond to help
our staff enjoy longer, healthier
and fulfilled lives while reducing
sickness levels. In the same way
we carry out prevention work in
our communities, we would like
to help prevent health issues
arising and recognise the signs
when they do.

How will we do it?
We will use a range of initiatives
including creating a new role
for a Health and Wellbeing
professional, training for
managers, a voluntary stress
assessment programme that
builds personal resilience,
increasing mental health,
wellbeing, dietary and fitness
information, introducing
wellbeing spaces at all our
locations and increasing our
sports and social events.

When will we do it?
2020/21 2021/22 2022/23

Progress update:

Our Mental Health Action Plan is well underway and is
currently at the consultation phase. We have appointed a
Health and Wellbeing Officer and the Lead Fitness Advisors
role has been expanded to ensure the links between physical
and mental wellbeing are understood by workforce.

66

We are also working with our occupational health provider to
review the current support and advice provided to ensure we
have the appropriate support mechanisms in place when the
need it.

Our staff also have access to a range of support
mechanisms including :
•

Employee support services

•

Blue light champions

•

Trauma Risk Management (Trim)

•

Firefighters Charity

•

Service Chaplain

•

As well as us introducing Workplace wellbeing 189
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Objective 6 - Investing in our staff

Action Two
What will we do?
We will invest in building the skills and development of our
current and future leaders.

Why are we doing it?
We need the best leaders within
our organisation; those who can
drive forward change, engage
with staff, be flexible in their
management styles and can be
resilient. We need leaders who
will live by the seven principles of
public life and our Service values.
We recognise we need to move
away from the old ‘control and
command’ environment, restore
trust and foster an honest and
open culture that nurtures our
talented people to grow and reach
their potential.

Progress update:

We have a new promotion policy in place which details
transparently the requirements needed to become a future
leader of AF&RS.
The Service Leadership Team has all signed the Service
Leadership Charter and is currently leading their workstreams in line with this charter.

How will we do it?
We will sign up to and live by
a new Leadership Charter that
redefines the role of our Service
Leadership Team and puts our
values, leadership, teamwork
and integrity at its heart. A key
part of this includes empowering
our leaders to take ownership
and make decisions.

When will we do it?
2020/21 2021/22 2022/23

are currently enrolled on and engaged in Leadership
Apprenticeship schemes at the various levels.

Other development courses and training our staff have
undertaken also includes:
•

The Executive Leadership Programme

•

Cultural awareness for senior managers

•

Insight profiling

•

Unconscious bias training for our Service Leadership
Team

•

National Leadership Centre Program
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Action Three
What will we do?
We will encourage a more diverse, inclusive, cohesive and
equal (DICE) culture.

Why are we doing it?
We recognise we need to move
forward from a traditional fire
and rescue service to a more
modern, flexible and forward
thinking organisation that
includes all of our staff groups
which reflect the communities we
serve. Now we know our staff’s
views and feelings from the
cultural review, it is time to listen
and act. We want staff to feel
confident that any issues they
have will be listened to
and addressed.

When will we do it?
2020/21 2021/22 2022/23

Progress update:
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Aligned to our Service values we have developed and
introduced, a senior team leadership charter, mental health
action plan, wellbeing spaces, wellbeing packs, a values
film and cultural advocates across Service. This will ensure
continual staff involvement and ensure our staff have an
opportunity to be part of the Service future and direction.

How will we do it?
We will deliver the outcomes
from the cultural review and
re-run the survey in 2020. We
have already consulted with our
staff and agreed the new Service
values will be respectful, honest,
courageous, ambitious, inclusive
and transparent. We will consult
further with them to help staff
to understand and live
by the values.
We will develop and deliver a
new DICE training programme
and a new values and behaviour
framework to be introduced
in the workplace through
relevant training, coaching and
mediation support.
We will increase engagement
through visible leadership and
consulting our Staff Engagement
Network to ensure our staff have
a voice in shaping our future and
how decisions are made.

We recognise that this requires a longer term commitment
and we will maintain our commitment in ensuring we listen
to our staff, are representative of our communities and a
healthy and productive workforce.
To measure our progress we will rerun our staff survey
during the latter part of 2020.
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Collaborative Working

Our future success is
directly linked to how we
work with others.

The Policing and Crime Act 2017 created a
statutory duty on fire and rescue authorities,
police forces and ambulance trusts to
collaborate. While the ‘duty’ is intentionally
broad we believe that by engaging with our
staff, communities, key partners and media
we are not only able to share what we do and
how we do it, but we are also better placed to
identify additional opportunities to improve from
others. This will ensure a more efficient and cost
effective Service to our communities.
We are a key partner within the South West
Emergency Services Collaboration Forum
and the Avon and Somerset Local Resilience
Forum. This allows us to coordinate a shared
understanding of risk within our community and
a joined-up approach to addressing the risk, for
example:
• We currently have a number of regional
collaboration agreements signed by our blue
light partners in place.

These include:
• Collapse behind closed doors
• Request for assistance

• We will continue to engage with the
Government’s Emergency Services Mobile
Services’ Network (ESMCP). This will
transform public safety in the UK when it
launches. With integrated 4G voice and
broadband data services, over two hundred
thousand users across police, fire and
emergency medical services will be able to
share mission critical data that is both reliable
and secure.
• We will engage with the West of England
One Public Estate programme to identify
opportunities for further collaboration and
funding including the release and disposal of
publicly-owned sites.

We will engage with our partners within
our Collaboration Strategy to explore the
following areas:
• Shared estate and assets
• Shared functions
• The way we work together operationally
• Joint community initiatives and partnerships
• Shared information
• Joint marketing and communication
• Targeted interventions to reach the most
vulnerable in our communities

• Missing person services
• We will continue working in partnership with
our Third Sector volunteers as part of our
Community Resilience Team.
• We will work collaboratively with partners in
a number of key areas, namely licensing,
building regulations and housing, to continue
to drive down risk within our built and
business environment.
• We will work with partners to support our
community engagement, DICE strategy and
cultural change programs such as
Equalities training
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Governance & Corporate Assurance

The Fire Authority has a
statutory duty to ensure
continuous improvement
is made in the way the
Service functions.
The arrangements in place for
ensuring good governance include:

Fire Authority

• The Fire Authority carries out its duties
through regular meetings and the following
sub-committees:
• The Audit, Governance and Ethics

Committee scrutinises and approves
the Statement of Accounts, the Annual
Governance Statement, Statement
of Assurance and the Corporate Risk
Register.

• The Performance Review and Scrutiny

Committee scrutinises performance
against key indicators and makes
recommendations for improvement.

• The People and Culture Committee

(previously DICE and Employment
Committees) reviews the Authority’s
compliance with the Equality Act 2010
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Avon Fire & Rescue Service

• The Service Leadership Board considers
strategic issues, finance and risk. It has
overall responsibility for management of the
organisation.
• The Service Leadership Team provides day
to day leadership and management for the
Service, overseeing the working environment
and operations
• The Strategic Health, Safety and Welfare
Committee discuss, resolve and consult on
health and safety issues.

Audit

• External Audit and Fire and Rescue Service
Inspection reports will be fully considered by
the Fire Authority.
• Internal Audit is an independent and objective
assurance service to the Fire Authority
which completes a programme of reviews
throughout the year and also undertakes a
National Fraud Initiative and proactive fraud
detection work.

HMICFRS

• Inspection reports and action plans will be

fully considered by the Fire Authority
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Governance & Corporate Assurance

Statutory Officers

The Treasurer
• Contribute to the effective leadership,
maintaining focus on its purpose and vision
through rigorous analysis and challenge.
• Contribute to the effective corporate
management, including strategy
implementation, cross organisational
issues, integrated business and resource
planning, risk management and performance
management.
• Support the effective governance of the
organisation.
• Lead the development of a medium term
financial strategy and the annual budgeting
process to ensure financial balance and a
monitoring process to ensure its delivery.
• Ensure the medium term financial strategy
reflects the Fire Authority’s corporate priorities
as set out within the Corporate Plan and
Integrated Risk Management Plan including
joint planning with partners and other
stakeholders.

Monitoring Officer

• Works with key officers to produce reports
which inform Members of corporate issues
• Works with the CFO to review the
declarations of interest of Members and
officers
• Reviews Members training, briefing, induction
and development needs; and arranges
training as appropriate
• Reviews and revises delegations, protocols,
documents and policies to ensure that
they correctly reflect current legislative
requirements and meet the needs of the Fire
Authority
• Raises the visibility and accessibility of the
role of Monitoring Officer, to encourage
Members and staff contact
• Provides a legal know-how service to
Members and officers on key matters
• Corporate Assurance Unit
• Approve (but not direct) internal audit’s
strategy, plan and monitor progress
• Review internal audit reports and the main
issues arising and seek assurance that action
has been taken where necessary
• Ensure that there are effective relationships
between external and internal audit,
inspection agencies and other relevant
bodies, and that the value of the audit process
is actively promoted.
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Our budget

Austerity

Our Service Plan will need to be delivered
against a backdrop of financial pressures and
increasing demand for public services. The
potential for less money will mean that providing
the support and services people need will
become more difficult.

We have had our budget reduced by

14.7 million

since 2010

We are not alone in facing these pressures in
our area, so we are conscious that we do not
push costs and pressures onto other services.

Our budget for 2020/21

Following Fire Authority approval, we have set our budget for 2020/21 and the current figure is
£43.726 million. This represents an estimated council tax level of £74.94 per year for a Band D
property – an increase of 1.99%.
2019/20

Band D property

Increase of

1.99%
Our budget

estimated
£43.726 million

£74.94 per year
estimated

Following
Avon Fire Authority
approval

Avon Fire & Rescue Service currently costs just 10p per day.

Cost of

10p

A day

Spending plans

2020/21 (£m)

Total fire expenditure

50.433

Income

-5.071

Net budget before use of reserves

45.362

Use of reserves
Net budget
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For each person in
Avon

1.636
43.726
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Our budget

Funding

(£m)

Central Government
Revenue Support Grant

5.116

Business rate - Top-up

6.136

Locally retained business rates

4.635

Net collection fund surplus

0.008

Local funding

Council tax

27.831

Total

43.726

The main changes in spending from 2019/20 to 2020/21 are shown below:

Main changes in net expenditure

(£m)

2019/20 Base Budget

43.524

Inflationary pressures

0.860

Other

1.784

Savings

-0.806

2020/21 Budget

43.726

Use of reserves

-1.636

Savings totalling £0.806m have been identified for 2020/21 in the areas of employee,
transport and capital financing.

£’M

£14.7 million
since 2010

Real term savings

Budget
requirement
increase in line
with inflation

60
55
50
45

Actual Budget
requirement

40
35

4
5
1
6
2
7
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8
0
0/1 11/1 12/1 13/1 14/1 15/1 16/1 17/1 18/1 19/2
0
0
0
0
0
0
0
0
0
2
2
2
2
2
2
2
2
2

1
20
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Our budget

The capital programme for 2020/21 is shown below.

Capital requirements
Premises

5.734

Vehicles and equipment

5.239

IT and communications

0.957

Unallocated

0.201

Total

74

2020/21 (£m)

12.131
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MEETING:

Fire Authority
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12 May 2020

REPORT OF:

Chief Fire Officer / Chief Executive

SUBJECT:

LGA Peer Review Report

1.

17

SUMMARY
The purpose of this report is to inform Members of the outcome of the Peer
Review follow up visit on 09 December 2019.

2.

RECOMMENDATIONS
The Authority is asked to note the outcome of the Peer Review follow up visit
and the report attached at Appendix 1.

3.

BACKGROUND
Local Government Association Peer Review

3.1.

In January 2019, Avon Fire and Rescue Service (AF&RS) invited the Local
Government Association (LGA) into the Service to carry out an interim review
of the Improvement Programme. The aim was to obtain an independent
assessment of progress towards our improvement journey as a critical friend.

3.2.

The Peer Review team was led by Councillor Nick Chard of Kent and Medway
Fire Authority with Neil Odin, Chief Fire Officer of Hampshire and Isle of Wight
Fire and Rescue Services, and Emily McGuinness of the LGA. The review
consisted of a number of interviews with internal and external colleagues and
stakeholders over two days. In particular, the team were looking at progress
against four key focus areas:
•
•
•
•

3.3.

Governance
Leadership
Culture
Driving Change

The review concluded a “significant shift in organisational mindset is reflective
of a genuine change and improvement programme that has been, and
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continues to be, delivered’ and Councillor Nick Chard presented the full report
to the Fire Authority at their meeting on 26 March 2019.
3.4.

The report of the January 2019 review outlined eight recommendations to
support our improvement journey in the four areas of focus.
Their
recommendations were: Fire Authority being bold and decisive in moving
forward aided by proactive support, engagement, induction, and clear roles
and responsibilities for Officers and Members. These were together with a
review of service leadership capacity and focus of the Monitoring Officer role,
further work with middle managers to ensure engagement in cultural change
at all levels, enhanced reporting on the Improvement Plan to Members and
consideration of Fire Authority spending more time at HQ to develop cohesion
and identity.

3.5.

The report also indicated there would be a further visit in Autumn 2019 to
review progress against these recommendations and to comment on the
overall improvement journey undertaken by the Service.

3.6.

That further, and final, review took place in December 2019 and, to ensure
consistency, the peer review team, its methodology and four areas of focus
were the same on both occasions. Their report (attached at Appendix 1) is
intended to supplement existing, more formal reporting. It is noted that the
comprehensive closedown report for the improvement programme had been
considered and agreed by the Independent Improvement Programme Board
(IIPB) and that the Minister had recognised the progress made.

3.7.

In summary the final peer review report concludes “the direction of travel at
AF&RS is positive and encouraging. Whilst there are still challenges which
they need to address, enhanced levels of self-awareness mean that the
challenges are largely known”. They also note that many of these challenges
are faced by the wider Fire Sector. This view is also reflected in the HMICFRS
State of Fire report published on 15 January 2020.

3.8.

With reference to their four areas of focus, governance, leadership, culture
and driving change, the peer review report contains the following conclusions
and recommendations.
Governance

3.9.

The report states “Impressive progress has been in terms of supporting the
Elected Members of the Fire Authority to be the best that they can be. The
fact that a new, fit for purpose Constitution has been approved without
opposition is a significant milestone, as is the breadth and content of the
Member induction programme following elections in May 2019. The Members
we met spoke with confidence and clarity about their role as Fire Authority
Members and were able to make distinctions between their roles as Fire
Authority Members and when acting in the interests of their constituent
authorities. The continuation of the current Chairman has provided an
invaluable level of stability”.
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3.10. The delineation of the roles and responsibilities of the Clerk to the Authority
and the Treasurer are also recognised as a sound basis upon which to build.
Engagement with the constituent authorities and opportunities for Members to
engage in the developmental stage of key policies and strategies (including
the IRMP) are also noted and further encouraged.
Leadership and Driving Change
3.11. The report recognises the pace and impact of the programme of change and
the leadership shown by the Chief Fire Officer and Service Leadership
Teams. It also notes that the Service has clearly articulated plans –
operational, organisational and financial – and by extending the horizon of
these plans to between 5 and 10 years, a more long term approach can be
taken. There was also acknowledgement that it has been necessary to
maintain a focus on looking backwards but organisational time and energy
should now focus on looking forward and building from a position of relative
strength. The need to maintain self-awareness, pace and impact of change is
also noted.
3.12. The peer review continues to recommend enhancing capacity at Service
Leadership Board level, as well as reviewing lines of delegation, but noted the
time was now appropriate to move towards a new structure and create
capacity with a permanent appointment of a Director of Corporate Services. It
was noted that the Transformation programme (looking at digitalisation and
streamlining policies and processes) has a sound footing at this early,
formative stage and there are opportunities for AF&RS to learn from others in
AF&RS delivering such a programme. The Head of Transformation started in
January 2020 and is currently scoping the programme working with staff, key
partners, gathering best practice inside and outside of the sector, and within
the LGA.
Culture
3.13. The positive benefits of a number of cultural initiatives are particularly
referenced. For example the review noted that:
•
•
•

•

the Staff Engagement Network is positively regarded by staff at all
levels,
the independent staff survey continues to provide invaluable
organisational insight and an evidential baseline upon which to build,
the creation of the People and Culture Committee at Fire Authority
Level, the external appointment of a Culture and Inclusion Manager
and the production of the DICE Strategy are all positive steps towards
addressing outstanding cultural issues,
the changes to the selection and promotion policy to assess against the
values and behaviours framework (rather than only operational
competency) will help ensure that the workforce of the future AF&RS
delivers on its cultural and wider ambitions, and
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•

the video produced by the Cultural Change champions (which
Members saw at their September 2019 meeting) is powerful and is a
very visual representation of how far AF&RS has come.

3.14. The report sets out that “There is a palpable sense of difference since we
were last with AF&RS which was evident in all of interviews the team
conducted whilst on site. The investment – both financial and in terms of the
time of the Service Senior Leadership team, has meant that the cultural
change message has landed well. The positive and contra-indicators
associated with the values and behaviour framework provides invaluable
clarity and consistency”.
3.15. It is however noted by the review team, and the Service, that there is more
work to do to effect lasting culture change and improve the diversity of the
workforce. The importance of continuing to address pockets of resistance and
tackling poor behaviour is also recognised. We therefore continue to maintain
momentum on our culture change programme through our Yes You Can
recruitment campaigns and positive action, DICE strategy and commitments
to Making AF&RS a Better Place to Work. We are currently piloting
roadshows where cultural advocates will visit all areas of our workforce to
continue to build awareness of our values and behavioural framework and
gain further insight into barriers and training and development needs. The
bullying and harassment and grievance policies are also being revised to align
with the behavioural framework and further enable inappropriate conduct to be
effectively addressed.
4.

CONSIDERATIONS

4.1.

Contribution to Key Policy Priorities
The Service Plan is the driver for capturing the key policy priorities and is an
essential corporate document.

4.2.

Financial Implications
Any costs arising from this report or the peer review will be met from existing
budget.

4.3.

Legal Implications
None

4.4.

Equality & Diversity Implications
None

4.5.

Corporate Risk Assessment
None

203

4.6.

Environmental/Sustainability Implications
None

4.7.

Health & Safety Implications
None

4.8.

Crime & Disorder Implications
None

5.

BACKGROUND PAPERS
Peer Review Visit 14-15 January 2019 Summary Feedback Report

6.

APPENDIX
Feedback Summary from LGA Peer Visit to Avon Fire and Rescue Service
dated 31 January 2020

7.

REPORT CONTACT
Angie Feeney, T/Director of Corporate Services (ext. 284)
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Appendix 1

Chief Fire Officer Mick Crennell and Councillor Donald Davies
Avon Fire and Rescue Service
Police and Fire Headquarters
37 Valley Road
Portishead
Bristol
BS20 8JJ
31st January 2020

Dear Cllr Davies and CFO Mick Crennell
Feedback summary from LGA Peer Visit to Avon Fire and Rescue Service – December 2019

In December 2019 a small peer review team spent the day with officers and members of Avon
Fire and Rescue Service and Authority (AFRS). The purpose of this visit was to review progress
against recommendations previously made during a peer visit in January 2019 and to comment
on the overall improvement journey undertaken by the service. To ensure consistency, the team
was the same on both occasions and consisted of:
-

Neil Odin – Chief Fire Officer - Hampshire Fire and Rescue Service and Isle of Wight Fire
and Rescue Service
Councillor Nick Chard – Chair of Kent Fire Authority; and
Emily McGuinness – Programme Manager, LGA.

This is a note of the key comments and observations of the team and is intended to supplement
existing, more formal reporting on the comprehensive improvement programme undertaken by the
service over the past two years and is therefore relatively ‘light touch’. Nonetheless, the content
should provide assurance to both the service, authority and other interested parties as to the
progress that has been made both overall and in relation to specific points. Where appropriate,
the team have included points/recommendations upon which the officers and members of Avon
Fire and Rescue Service and Authority may wish to reflect.
The team would encourage AFRS to focus organisational time and energy on looking forward and
building from a position of relative strength. Understandably, stories of past challenges have been
a prominent feature of AFRS, and in ensuring the successful delivery of the Improvement
Programme, it was important to maintain a focus on looking backwards and learning lessons.
However, we heard that recent communications with the Minister had recognised the progress
made by AFRS and coupled with the comprehensive closedown report considered and agreed by
the External Improvement Board, this should provide the confidence needed to move forward.
This is not to say that challenges, some of them significant, do not remain, but these challenges
are those faced by all in the sector and in many cases, due to the intensive period of change
experienced, AFRS is better placed than some to start addressing these issues. AFRS has clearly
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articulated plans – operational, organisational and financial – in place covering the short term and
the organisation should be commended for this. However, by extending the horizon of these plans
to between 5 and 10 years, a more long-term approach can be taken and in doing so, a more
confident sense of the future can be forged.
There is a palpable sense of difference since we were last with AFRS which was evident in all of
interviews the team conducted whilst on site. The investment – both financial and in terms of the
time of the senior leadership team, has meant that the cultural change message has landed well.
The positive and contra-indicators associated with the values and behaviour framework provide
invaluable clarity and consistency.
The Staff Engagement Network is positively regarded by staff at all levels and the fact that the
chair of the network has a permanent and participative seat on the Senior Leadership Team is an
indication of the progress made. Following the Baker report and as an integral part of the
improvement programme, AFRS commissioned an external partner – The Glass Lift – to work
with them to deliver real and lasting organisational culture change. This work included an open
and honest staff survey, which had an impressively high response rate and has provided AFRS
with invaluable organisational insight and an evidential baseline upon which to build.
The video produced by the Cultural Change champions is a powerful and very visual
representation of how far AFRS has come. The Senior Leadership team know that there is still a
lot of work to do to effect real and lasting cultural change. When the team were last onsite in
January, we reported that there appeared to be pockets of resistance to the wider change agenda
and that these should be tackled at the earliest opportunity. This seems to still be the case and we
heard from staff – both operational and non-operational – that they would welcome evidence that
known non-compliance is appropriately challenged. Now that the values and behaviours
framework is in place, the structure is there to robustly address this. Taking such action will be
perhaps the ultimate demonstration to the significant numbers of staff who have adopted the
required values and behaviours, that the changes are lasting and real.
The selection process for the most recent cohort of recruits included assessment against the
values and behaviours framework, and this coupled with the intent to continue to develop a more
progressive promotion policy - one based on an ability to demonstrate organisational values and
behaviours rather than only operational competency, will help AFRS ensure that the workforce of
the future delivers on its cultural and wider ambitions.
Additionally, whilst creating the People and Culture Committee at Fire Authority Level, the
external appointment of a Culture and Inclusion Manager and the production of the DICE Strategy
are all positive steps towards addressing outstanding cultural issues, concerns still remain in
some areas such as the diversity of the workforce. AFRS seem aware of these challenges and
openly state cultural change is an ongoing process.
Impressive progress has been in terms of supporting the elected members of the fire authority to
be the best that they can be. The fact that a new, fit for purpose Constitution has been developed
with the support of the LGA and subsequently approved without opposition is a significant
milestone, as is the breadth and content of the member induction programme following elections
in May 2019. The members we met spoke with confidence and clarity about their role as fire
authority members and were able to make distinctions between their roles as fire authority
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members and when acting in the interests of their constituent authorities. The continuation of the
current chairman has provided an invaluable level of stability.
Members have had opportunities, through Member Workshops and Development Sessions, to
engage at the developmental stage of key policies and strategies, including the IRMP. As trust
and confidence between officers and members continues to grow, further opportunities to engage
members more proactively and move, where appropriate, from members not only being involved,
but leading in some areas, should be explored.
The team welcomed the steps that have been taken to delineate the roles and responsibilities of
the Clerk to the Authority and the Monitoring Officer. Even in the absence of a permanent
appointment in this role, the interim arrangements have supported greatly improved
member/officer relations and have provided a sound basis upon which to build.
Prior to the local elections last year, the Chairman and CFO jointly wrote to each of the
constituent Local Authorities to provide them with the Fire Authority Member Skills Framework in
order to influence the best possible selection of AFA Member appointments. The CFO also
conducted presentations to the Council meetings to update them on service progress and
performance – and it is encouraging to note that this is planned to continue on an annual basis.
The pace and impact of the programme of change at AFRS cannot and should not be
underestimated, and this would not have happened without the decisive leadership of the Chief
Fire Officer – for which he, and his senior leadership should be congratulated. If AFRS is to look
more to the future and realising its ambition of being the best it can be, then it would benefit from
keeping lines of delegation under regular review. There is a tendency for ‘all roads to lead to the
Chief’, and in our January report we cited the need to review and enhance capacity at the senior
level within the organisation. We recognise and accept the complex reasons for the time taken to
review the role of Deputy Chief Fire Officer and were encouraged to hear that steps are to be
taken imminently to recruit additional senior level capacity with the recruitment of a Director of
Corporate Services. This is an exciting opportunity for AFRS to bring specialist knowledge,
experience and capacity into the organisation as it embarks on an ambitious transformation
programme.
The transformation plans of AFRS are at a formative stage and as such, understanding is not
consistent across the organisation. As the plans are at such an early stage, there are
opportunities for AFRS to learn from others in terms of best practice – and the potential pitfalls –
in delivering such a programme.
We heard that the Transformation programme will initially look at digitalisation and harmonising
policies and processes. Whilst these are sound elements of a transformation programme, we
would encourage AFRS to spend some time modelling what success looks like. Transformation
implies an ‘end state’ and as such requires clarity as to what they are hoping to transform into.
Without a critical success path, it can be hard to maintain energy, commitment and credibility. The
recent process undertaken to recruit into the newly formed Transformation team has been
incredibly successful. The process was open to all staff, regardless of ‘rank’ and is seen as a
tangible demonstration that the organisation has changed. To hear from unsuccessful applicants
how positive the process was is testament indeed.

207

As reported to the Fire Authority and Independent Improvement Programme Board, there are a
significant number of completed actions undertaken by AFRS over the past two years in the areas
of Governance, Culture, Driving Change and Leadership, and it would not be possible for this
review to comment in any detail on all of these activities. However, the points set out above
support our view that the direction of travel at AFRS is positive and encouraging. Whilst there are
still challenges which they need to address, enhanced levels of self -awareness mean that the
challenges are largely known.
In moving forward, AFRS may wish to give some thought as to how they ensure the positive
momentum and levels of self-awareness are maintained. In the absence of the External
Improvement Board as a vehicle for driving and monitoring improvement, AFRS may find it useful
to maintain some level of external objectivity and support as a means of ensuring the pace and
impact of change is continued, in conjunction with the HMICFRS regime.
Yours Sincerely,
Emily McGuinness
Programme Manager - LGA

208

