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1.   
PURPOSE AND SUMMARY OF REPORT

To inform SMT of the conclusion of the IRMP project, that was initially completed in late 2006, for the impact of the RR (FS) O on RBFRS and to review the implementation plan for resolution. The full report is available on the shared drive in IRMP Development folder, then IRMP III folder, then RRO’s impact folder.

It is titled “Report on IRMP Year Three Project Change in Fire Safety Legislation – The Regulatory Reform (Fire Safety) Order 2005 (RRO) Version 6”

2.   
RECOMMENDATIONS
The Senior Management Team is invited to RESOLVE the IRMP RR (FS) O report recommendations as contained within this SMT report.
3.   
BACKGROUND AND SUPPORTING INFORMATION

See report below.
4.   
FINANCIAL, LEGAL, RISK MANAGEMENT AND POLICY IMPLICATIONS

Each recommendation has a cost given where appropriate. There is currently a risk that RBFRS will not be able to meet its’ statutory duty for enforcement due to capacity issues. These are discussed fully within the report. The enforcement policy is currently under review.
5.   
COMPLIANCE WITH STANDING ORDERS / FINANCIAL REGULATIONS

N/A
6.   
CONTRIBUTION TO STRATEGIC AIMS

RBFRS has the strategic aim to:

· Apply fire safety legislation, without bias, to maximise compliance and minimise loss of life, injury and damage from fire.
7.   
ASSESSMENT AGAINST THE PARTNERSHIP FOR COMMON SENSE

Every IRMP project has representative body involvement and the challenge day raised a number of queries that have been dealt with in this final report.
8.   
BACKGROUND PAPERS

The following documents were considered when carrying out the review:

· Fire Services Act 2004

· The National Framework 2006/08

· IRMP Guidance Note 4

· Chief Fire Officers Association (CFOA) Guidance

· CFOA Community Fire Protection Planning and Management – A Guide for Fire and Rescue Authorities
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Report on IRMP Year Three Project 

Change in Fire Safety Legislation – The Regulatory Reform (Fire Safety) Order 2005 (RR (FS) O)

Introduction

The IRMP project team was first briefed on 11 April 2006, with a view to help prepare RBFRS for the forthcoming change to Fire Safety Legislation. It was necessary for the project team to try and maintain the project whilst at the same time implementing certain aspects due to the legislative time pressures. The report was delivered in March 2007 and contained 22 recommendations. The intention here is that each of these be considered and either discounted by SMT (as being currently in hand in some way) or to be implemented as indicated in the implementation plan. For completeness, all recommendations are listed here:
Report Recommendations
Recommendation 1:

A further review should take place, beginning in April 2008. This will allow a retrospective examination of the policies, procedures, working practices and protocols that will develop and that have been tested in practice.

Recommendation 2:

Management information systems are to be put in place to inform the later review which will take place in April 2008.

Recommendation 3:

The amended and newly introduced risk-based inspection programme should be ratified by the Fire Authority.
Recommendation 4:

A management information system should be developed to provide a timely risk profile of the County to enable the Fire Safety Department to target its risk-based inspection programme at the area of highest risk.

This system should include the delivery of inspection scheduling for the inspection programme based on risk and generate the necessary management reports required.

Recommendation 5:  

There are currently three long term vacancies in the Department.  These should be filled as soon as possible on a permanent basis.  Where this is not possible, in the case of secondment or long term temporary promotion an end date for the vacancy should be set. 

An already suitably qualified person should fill the post in the interim on a fixed term contract.

Any new posts or vacancies should be filled by non-uniformed personnel unless there is justification for the post to be a uniformed post. The issue of out of hours cover should be considered.

Recommendation 6:

The method of recording and reporting LPI 6 (The number of inspections carried out of high risk premises) should be amended to deliver the following outcome:

· To have an overall service target based on a full establishment of 19 officers.  This target will be 1,800 risk-based inspections a year. 
· To have individual targets for officers who are qualified to carry out risk-based inspections.  The will be:
· Office Manager – 50 per annum (4 per month)

· Flexible duty Station Officer per annum – 72 (6 per month)

· Sub Officer – 84 per annum (7 per month)

· Non-uniformed per annum – 144 (12 per month)

Recommendation 7:

A local performance indicator should be developed to reflect the service’s performance under the RRO regarding HMO’s.

A strategy to address BVPI 207 (The number of fires in non-domestic premises per 1000 population) should be developed under the guidance of Service Delivery Policy Group.

Recommendation 8:

Crew and Watch Commanders will be trained in basic fire safety in regard to their workplace responsibilities and to be able to identify, and deal with, fire safety issues encountered in their normal duties.

The outcome of this work will form part of the review in April 2008.

Consideration at this time will be given to expanding operational crews duties to include fire safety work. 
Recommendation 9:

The guidance and procedures on enforcement should be reviewed to emphasise the option of issuing a caution in the appropriate situation. 

The Services of Mr David Stotesbury should be engaged to assist in developing this protocol.

Costs for this recommendation: £1,500.
Recommendation 10:
Option 1

To deal with the foreseeable prosecution workload and to carry out the full requirements of the Fire Safety Support Officer role, an additional post should be established within the Support Services Directorate, to make up the short fall in workload capacity. 

There is no case for this post to be a uniformed post. 

The current FSSO is grade 5 with a salary of up to £31,653 plus staff costs.  It is thought that the new post would attract the same grade but both posts would be subject to a HAY evaluation.

This post holder should be qualified and accredited to Bond Solon, Advanced Professional Certificate of Investigative Practice (NVQ Level 5).  This training would cost £1,500 in total.

No recommendations are made in respect how the new post will be integrated into the structure of the Directorate. This issue is left to Support Services to determine. 

To add resilience and flexibility to the two dedicated officers two other officers are required to assist with interviewing on a needs basis. These officers should be trained to Bond Solon, Advanced Investigative Interviewing Unit. One inspecting officer is already trained to this level. The Fire Safety Projects Officer could provide the additional resilience. This training would cost £500 in total.

The timescale for the above qualifications are left to Support Services to determine, however, timeliness is an issue. 

The cost for this option is £33,653.

Option 2

To train two officers within the Fire Safety Department to Bond Solon, Advanced Professional Certificate of Investigative Practice (NVQ Level 5), one of which would be The Fire Safety Projects Officer. This training would cost £3,000 in total.

To train four other officers within the Fire Safety Department to Bond Solon, Advanced Investigative Interviewing Unit.  One inspecting officer is already trained to this level.The cost for this training is £1,500.
The timescale for the above qualifications are left to Support Services to determine, however, timeliness is an issue. 

The cost for this option is £4,500.

Recommendation 11:

The service should put in place succession planning for the prosecution function.

Recommendation 12:

Management and co-ordination arrangements for the prosecution work should be put in place. 

Recommendation 13:

The job description for the FSSO should be reviewed. Following this review the post should undergo a HAY Evaluation if required.

Recommendation 14:

The implications of rank to role with uniformed officers carrying out prosecution work should be considered and the Job descriptions of non-uniformed and uniformed officers should be reviewed if this work is to be carried out.

Recommendation 15:

The service should engage the Bar Direct Service. 

Recommendation 16:

A training needs analysis should be carried out and a programme developed and delivered to Fire Safety Staff. The feasibility of collaboration on a regional basis is to be considered. 

Recommendation 17:

A post holder should be in place that has the knowledge and understanding of the principles of fire engineered solutions to satisfy the service that the proposals in theory will work in practice. 

As a minimum the person carrying out this role should be trained to British Standard 7974: 2001: Application of fire safety engineering principles to the design of buildings Code of practice as a minimum with other training provided when identified.

Cost for this recommendation:  £2,000.00

Recommendation 18:

It recommended that the service should maintain the provision of this function (a need for research and the provision of advice on technical fire safety issues) within the post of Fire Safety Projects officer.

Recommendation 19:

It recommended that the service should maintain the provision of this function (technical enquiries from the public and other FRS’s) within the post of Fire Safety Projects officer. 

Recommendation 20:

It is recommended that the service should maintain the provision of a hands-on practitioner in a development, monitoring and trouble shooting role within the post of Fire Safety Projects Officer.

Recommendation 21:

The post of Fire Safety Projects Officer should remain but the job description should be reviewed and amended as necessary.  The job title should also be change to reflect the role. 

Recommendation 22:

An implementation team should be established to deliver the recommendations of this report.

Issues arising
The challenge day was held on 27 March 2007 and raised a number of queries about the process and recommendations presented on the day and repeated above. These issues are grouped below:
Timing

In hindsight the timing could have been better. The project has ended up straddling the implementation of the RR (FS) O on 1 October 2006, when it perhaps should have started and finished before – to ensure RBFRS was ready and then (as the report recommends) review the implementation after some time has passed. Having said this, the team did keep in liaison with SDDPG and others as necessary, in order to implement required changes in a timely fashion. Also, it was noted at the time that the timing of the RBFRS Audit (Operational Assessment of Service Delivery) led to delays.
Organisational Structure

Many of the challenge day queries related to the proposed changes to the RBFRS structure and an apparent fear that all Fire Safety posts were to be made non-uniform. These fears were allayed to some extent but there is, no doubt, going to be an impact in some way. However, the AMPM team had been and remains aware of the report and many of the queries raised will, it is hoped, therefore be addressed within the new proposed structure (this report is being written on 2 April – just before the publication of the proposed structure.)
Role Maps and Competence

The challenge day response queried whether or not any proposed increase in responsibility for enforcement activity was actually in the SM role map. Having re-reviewed the role maps it is felt that EFSM3 covers the relevant criteria. However, it is the case that EFSM 3 is not in the GM role Map. There may be a need for ARA negotiation into the future.
Non-uniformed inspecting officer job profiles were reviewed and they state:
· Individuals will work at their personal level of responsibility and authority for advice, information and enforcement issues commensurate with their relevant experience and qualifications.
· Represent the Fire and Rescue Service at technical meetings, conferences, law courts, etc. ensuring a professional image is maintained at all times;

It is felt here that this covers any proposed change. The representative bodies may take a different view.
In terms of competence, it is the case that any change will have to be carefully managed. The intention would be to plan to get people in post who already have the relevant skill sets. Any additional training requirements may be covered by recommendation 16 – Training Needs Analysis.

Capacity and Workloads

The biggest issue relates to RBFRS ability to deliver all appropriate enforcement. The report makes a number of recommendations, including options to cover this. SMT will be aware of the budget bid from last year (for an extra FSSO) that fell but also of the additional training funds approved to support this function. With the current rise in numbers of prosecution activity, this must be quickly addressed. 

Also, discussions are ongoing with CMO to adjust the procedures within the enforcement policy to further support and enhance this function. 
Conclusion and Recommended Implementation Plan to SMT
	Recommendation
	Who
	When

	1 A further review should take place, beginning in April 2008. This will allow a retrospective examination of the policies, procedures, working practices and protocols that will develop and that have been tested in practice.
	Support Services – IRMP plan. 

It is now thought that this should be in 2009/2010 as there are possible changes to inspection of HMO’s involving EH and ongoing changes and development of enforcement protocols that are likely to have an impact.
	2009/2010

	2 Management information systems are to be put in place to inform the later review which will take place in April 2008.
	ISM in liaison with SDDPG. IBIS is under development.
	By end 2007

	3 The amended and newly introduced risk-based inspection programme should be ratified by the Fire Authority.
	New guidance is due from CFOA that will affect the risk-based programme.  There is also evidence, albeit limited, of emerging risk trends.  Therefore this will not be reported to FA. However. SDDPG should keep this under review and adjust as necessary.
	Ongoing

	4 A management information system should be developed to provide a timely risk profile of the County to enable the Fire Safety Department to target its risk-based inspection programme at the area of highest risk. This system should include the delivery of inspection scheduling for the inspection programme based on risk and generate the necessary management reports required.
	IBIS is under development. ISM and FS are in liaison. 
	By end 2007 and ongoing.

	5 Vacancies should be filled as soon as possible on a permanent basis in a timely manner.
	SDDPG – many of these current issues will be resolved by the strategic fit work ongoing.
	Ongoing

	6 The method of recording and reporting LPI 6 (The number of inspections carried out of high risk premises) should be amended to deliver the following outcome:
· To have an overall service target based on a full establishment of 19 officers.  This target will be 1,800 risk-based inspections a year. 
· To have individual targets for officers who are qualified to carry out risk-based inspections.  The will be:
· Office Manager – 50 per annum (4 per month)

· Flexible duty Station Officer per annum – 72 (6 per month)

· Sub Officer – 84 per annum (7 per month)

· Non-uniformed per annum – 144 (12 per month)


	It is now felt that LPI6 should be reviewed,  including the reporting formula, in the light of current (if limited) experience (along with other relevant indicators) by SDDPG to set an appropriate suite of targets to measure and monitor Fire Safety activity and outcomes - and designed to drive down risk.
	End 2007

	7. A local performance indicator should be developed to reflect the service’s performance under the RRO regarding HMO’s.

A strategy to address BVPI 207 (The number of fires in non-domestic premises per 1000 population) should be developed under the guidance of Service Delivery Policy Group.
	It is now felt that BVPI207 should be reviewed in the light of current (if limited) experience (along with other relevant indicators) by SDDPG to set an appropriate suite of targets to measure and monitor Fire Safety activity and outcomes - and designed to drive down risk. These should be linked to the strategic aim.
	End 2007

	8 Crew and Watch Commanders will be trained in basic fire safety in regard to their workplace responsibilities and to be able to identify, and deal with, fire safety issues encountered in their normal duties.

The outcome of this work will form part of the review in April 2008.

Consideration at this time will be given to expanding operational crews duties to include fire safety work. 
	SDDPG to liaise with Learning & Development to establish a programme of training.
L&D implement in 2008/09

Support Services IRMP - Review progress as part of FS review in 2009/2010.
	For April 2008.
2008/09

2009/2010

	9 The guidance and procedures on enforcement should be reviewed to emphasise the option of issuing a caution in the appropriate situation. 

Costs for this recommendation: £1,500.
	As noted above, discussions are ongoing with CMO to adjust the procedures within the enforcement policy to further support and enhance this function. (FSMT & CMO)


	June/July 2007

	10 See above. (Paraphrased):
Option 1 – employ new ‘enforcement officer’.

Option 2 – enhance training for SD staff to support enforcement action.
	The need for enhanced capacity to enforce is already recognised and work ongoing. Budget bids were made. AM (SS) to review FSSO budget bid.
Training to be organised and delivered immediately to enable SD staff to assist enforcement.

Also, the structure for the FS dept may go some way towards resolving this issue but must be monitored by SDDPG.
	Oct 2007

Now

Ongoing



	11 The service should put in place succession planning for the prosecution function.
	SDDPG and Support Services to monitor.
	Ongoing.

	12 Management and co-ordination arrangements for the prosecution work should be put in place. 
	Covered in 9 above.
	June/July 2007

	13 The job description for the FSSO should be reviewed. Following this review the post should undergo a HAY Evaluation if required.
	This work is ongoing and has been discussed at OJNC.
	June/July 2007

	14 The implications of rank to role with uniformed officers carrying out prosecution work should be considered and the Job descriptions of non-uniformed and uniformed officers should be reviewed if this work is to be carried out.
	Noted above in role maps/ competence section. Personnel dept to review in liaison with FSMT.
	Now

	15 The service should engage the Bar Direct Service. 
	AM (SS) to liaise with CMO. It is felt this will support the changes to the enforcement procedures.
	June/July 2007

	16 A training needs analysis should be carried out and a programme developed and delivered to Fire Safety Staff. The feasibility of collaboration on a regional basis is to be considered. 
	AM (SS) has tasked FSSO to liaise with FSMT to derive an appropriate training plan.
	Oct 2007 to report to L&D ready for 2008/09 training plan

	17 A post holder should be in place that has the knowledge and understanding of the principles of fire engineered solutions to satisfy the service that the proposals in theory will work in practice. 

Cost for the relevant training for this recommendation:  £2,000
	SDDPG – having in mind the strategic fit work ongoing.
	Aug 2007.

	18 It recommended that the service should maintain the provision of this function (a need for research and the provision of advice on technical fire safety issues) within the post of Fire Safety Projects officer.


	SDDPG – having in mind the strategic fit work ongoing.
	Aug 2007

	19 It recommended that the service should maintain the provision of this function (technical enquiries from the public and other FRS’s) within the post of Fire Safety Projects officer. 
	SDDPG – having in mind the strategic fit work ongoing.
	Aug 2007

	20 It is recommended that the service should maintain the provision of a hands-on practitioner in a development, monitoring and trouble shooting role for information management systems within the post of Fire Safety Projects Officer.
	SDDPG – having in mind the strategic fit work ongoing.
	Aug 2007

	21 The post of Fire Safety Projects Officer should remain but the job description should be reviewed and amended as necessary.  The job title should also be change to reflect the role. 
	SDDPG – having in mind the strategic fit work ongoing.
	Aug 2007

	22 An implementation team should be established to deliver the recommendations of this report.
	SMT to decide on the basis of this implementation plan.
	Now.


IRMP YEAR III

CHANGE IN FS LEGISLATION – THE REGULATORY REFORM (FIRE SAFETY) ORDER 2005

CHALLENGE DAY – 27TH MARCH 2007

Questions asked to the project team following the challenge day:

1. There was a feeling that due to recent events, the project has been made redundant.  It now appears the F&RS will not be responsible for inspecting HMO’s (Govt & CFO), and the report suggests that 60% of inspecting officer’s time will be in relation to inspecting HMO’s.

2. It was felt that the project was set up too soon and the report has now been superseded by recent events.

3. The report appears to be too specific/prescriptive and should be more generic.

4. The report makes reference to the Fire Safety manager and this is now likely to go, dependent upon consultation around new structure that is ongoing…

5. The report suggests that RBFRS is likely to be involved with 4 prosecutions at any one time.  In reality this is likely to be much more (2 or 3 times as much).  This would suggest that capacity in this area will not be enough to deliver our statutory duty

6. The report is no longer current and needs to be amended to reflect recent changes

7. With uniformed officers being removed from FS, how will the brigade manage the change over period from uniformed to non-uniformed inspecting officers?  Additional training will probably be required for any new post holder.  This will in itself impact on the capacity of inspecting officers to undertake the number of inspections expected.

8. It was felt there was no need to make reference in the report to “this post does not need to be uniformed” as this is irrelevant.  The report should state that the person in post should be competent.

9. The report implies a need to increase resources due to the increase in workloads, however, it appears likely that posts will actually be lost (or capacity will be reduced while inspecting officers become competent)

10. If officers are to be trained in new FS related disciplines, will these fall within/outside of current role maps?  It was felt that if a new discipline was at level 5, it would definitely fall outside the station manager role map. There is a definite need to look at the role maps

11. The number of anticipated inspections for the office manager is not realistic (set as 4 per month).  It is more likely to be 1 or 2 and this may then impact on other work areas.  (This was accepted by the team but an initial estimate had to be made from available data)

12. Is there a strategic aim for FS within RBFRS?  It was felt there was not.  RBFRS have proposed targets but no aim that these targets can be aligned with.  Such an aim could be “To bring risk of fire in commercial properties with RBFRS down……. & set a target” AND “to reduce post incident fire inspections by X% from A to B”.  It was felt that outcomes were needed.

13. It was felt that if we don’t know the strategic aims for FS, how can we match resources against tasks as we do not actually know what we are aiming for.  (It was agreed to look at/provide a strategic aim and include targets etc)

14. Within the report there was 2 recommendations:

· To employ additional inspecting officers

· To provide training

The recommendation to employ additional inspectors has already been rejected by the CFA.  Therefore, should it be included in the report.  (It was felt that it should be included as it is a recommendation and may need to be revisited in the future.  However, it was also suggested the report should be amended to show that this recommendation has subsequently been rejected)

The issues raised on the challenge day are addressed in this report or in the project report.
Some changes to the original project report have been made for accuracy, clarity and consistency and are highlighted in the document “Changes to Report on IRMP Year Three Project Change tin Fire Safety Legislation – The Regulatory reform (Fire Safety) Order 2005 (RRO) Version 6.  This can be found on the shared drive in IRMP Development folder, then IRMP III folder, then RRO’s impact folder.
The final report is titled to “Report on IRMP Year Three Project Change tin Fire Safety Legislation – The Regulatory reform (Fire Safety) Order 2005 (RRO) Version 6 Dated 9 April 2007.  This can be found at the same location.
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