999/221/001.001                      ROYAL BERKSHIRE FIRE AND RESCUE SERVICE

FB 221A


SENIOR MANAGEMENT TEAM REPORT 

	AGENDA ITEM  :
	IRMP Year III – Turnout Times

	TO:
	Senior Management Team

	DATE:
	23rd April 2007

	OFFICER CONTRIBUTING:
	Group Manager – Performance Review


A
PURPOSE OF REPORT

To make SMT members aware of the recommendations following the completion of the Turnout Times report and the subsequent challenge day held on the 27th March 2007
B
PROPOSED ACTION

The Management Team is invited to RESOLVE the report

C
FINANCIAL IMPLICATIONS

There are no financial implications
D
ASSESSMENT AGAINST THE PARTNERSHIP FOR COMMON SENSE

The project team included two members of the FBU and a challenge day was held on 27th March 2007.
E
HEALTH AND SAFETY IMPLICATIONS

There are no Health and Safety implications.

F
EQUALITY IMPLICATIONS 
There are no equality implications.
G
SUPPORTING INFORMATION

Introduction

The project team first met on 2nd May 2006 where the definition of the project was agreed to be: “To review the local performance indicator (LPI) of 70 seconds turnout times for 24 hour crews in order to further optimise Royal Berkshire Fire and Rescue Service’ response standard”.  
It was also agreed that the team would only be looking at the performance indicator in relation to pumps (and not special appliances), and only when a pump is available from its home station or while at a stand-by station.

Research methodology

Data from Pbviews, the way the local performance indicator is currently recorded and what has changed (if anything) since the original LPI of 70 seconds was set was researched and analysed.  In addition, group 2 brigades and all other national brigades were contacted via FINDS to see if any were currently working on similar projects.

Current Situation
Royal Berkshire Fire and Rescue Service introduced a “Turnout times” local performance indicator (LPI) several years ago, to measure the response standard of operational crews from the time Control sent an incident turnout up to the time the appliance booked mobile to the incident.  This LPI was set at 70 seconds and is currently misleading as all turnout times for all appliances are recorded.  This includes wholetime & retained appliances, appliances on station, appliances already mobile, appliances on delayed turnout & special appliances.
For this reason it was agreed that the following approach would be taken:

· To record statistics for 24 hour wholetime stations only

· To record turnout times for the following 3 categories

· Pumps available at home station

· Pumps available at a standby station

· Pumps available at home station which are switch crewing
Data Collection & Data Analysis
For monitoring purposes, Turnout times are recorded on Pbviews against various standards although the LPI is set at 70 seconds.  It quickly became apparent that there must be a problem with the way the data was recorded as Pbviews reported that RBFRS only achieved their turnout target on about 20% of occasions (all turnouts) & only 17% of occasions for wholetime pump turnouts while on station, however attendance times (under the old standard & the new standards) are being achieved at a rate close to target.

To research further into this problem, stations were asked to record “observed” turnout times over a period of time (June 06 – September 06).  These times were recorded by either watch personnel or station commanders, while the time recorded was from the point the station was informed there was a call (turnout system) to the time the pump actually mobilised.  Stations 2, 3, 4, 16, 17, 18, 19 & 20 provided the project team with this data and a total of 100 callouts were recorded.  Once the project team had this data, it was compared to data recorded within Pbviews for the same callouts.  The results are given in Table 1.

Table 1. Comparison between observed and recorded turnout times between June & September 2006.

	
	% of occasions where the turnout time was achieved

	Turnout time
	<71 seconds
	<81 seconds
	<91 seconds
	<101 seconds

	Observed
	54%
	85%
	91%
	97%

	Recorded (Pbviews)
	15%
	28%
	47%
	63%


These results indicate 2 important factors which required further research:

· There is obviously a problem with the way Pbviews records turnout times

· Even the observed turnout times are only achieving the current 70 second standard on 54% of occasions
Further research into the way turnout times are recorded identified the following problems, which in turn lead to the inaccuracies being recorded:

· There is a delay in the stations receiving the call from Control once Control has sent it (normally in the order of 2 seconds).  

· Pumps have to wait until there is clear radio traffic before booking mobile to large incidents or during busy operational periods.  They may also not be able to book mobile if they are in a poor reception area.
· The point at which the clock stops running when recording a turnout time is not when the OIC makes contact with control on the radio, it is when the operator has finished logging the message
· There is currently no way to record a pump on a “delayed turnout” and the clock still starts ticking when Control send the call out to the station.  
Further research into the current 70 second LPI identified several issues that may contribute to a longer turnout time than originally possible.  These include:
· Health & safety of personnel.  Crews should now be rigged in fire kit before the appliance mobilises.  Crews should also be seated with safety belts on.

· Station security.  The stations have a responsibility to ensure the premises are secure before leaving them.  
· The door timer (time delay until the door is closed automatically).  On occasions this is required to be turned off while crews get dressed in fire kit etc and turned back on before the pump leaves the station.  This can be time consuming but is done to ensure the doors do not close on the pump when it is leaving.

· Kitchens.  As no automatic cut offs are used, cookers etc need to be turned off before the appliance can leave the station.

Issues to be Addressed
· The way turnout times are recorded needs to be accurate i.e. from when the station receives the emergency turnout to when the pump mobilises.  This can be achieved in the following ways:

· Status button to send mobile confirmation

· Use of the data management system fitted to appliances

· To introduce a more realistic LPI as factors have changed since the introduction of the 70 second target.

All UK Fire & Rescue Services were contacted via the Fire Inter Networking Data Service (FINDS) to see which ones had a similar LPI and what it was set at.  Only 13 responses were received, of which only 3 stated they had a similar LPI for turnout times.  Several of the others did say they recorded turnout times and monitored them, but did not record them as a specific LPI.  There was also no common standard, although 120 seconds was the most common of those who responded.  
Challenge Day

A challenge day was held at BHQ on 27th March 2007.  A presentation was given to everyone and then questions were taken from the floor.  The questions raised were answered at the time and made no changes to the project team’s recommendations.  The complete list of questions and answers can be seen in appendix A.

Recommendations & Implementation Plan
	Recommendation
	Actions
	Completion date

	1. The introduction of a new standard should be achievable safely.  It should not be set at an unrealistic level and therefore promote the carrying out of unsafe actions to achieve it.


	
	

	2. As the overarching concern is that of attendance times and the turnout time is an integral factor to this, the recording of turnout times should be kept, however, the target should be initially amended to 100 seconds on 90% of occasions.  It is also debateable if this target should be set as an LPI, or merely recorded & monitored and interrogated where an attendance time fails.


	SMT to agree approach

ISM to amend Pbviews 
SD DPG to monitor
SD DPG to consider, develop and amend/introduce any relevant policy.
	23 April 2007

May 2007

Ongoing

June 2007

	3. Turnout times should only be recorded for wholetime pumps, which are available from home station, available from a standby station, or available from home station and being switch crewed with another appliance.  In addition, it may be possible to also include retained pumps when on stand-by at wholetime stations

	SMT / SD to agree which areas should be included / excluded.

	June 2007

	4. The way turnout times are being recorded should be improved by using available technology such as “status buttons” or “data management systems” on appliances.  

· In addition it is recommended that status buttons are initially used as these will be part of the updated ORIS due by April 2007 and will have no additional cost implication.  It is also intended that any future Regional Control Centres will receive certain messages (such as mobile incident) via the use of status buttons.   

· The use of appliance data management systems will require additional funding and may not be compatible with future Regional Control Centres

	Status buttons is the preferred option.  ISM to oversee implementation of updated ORIS.
SD / Control & PR Dept to liaise to consider turnout procedures / radio messages / change in SD orders etc.

Note.  While not part of the project, accuracy of Retained turnout times may also benefit from introduction of status buttons
	2007
2007



	5. It is also appropriate to consider other issues that may be affected by an increase in turnout time.  For example, if the turnout time is increased by 30 seconds, does this imply there will be 30 seconds less travelling time to hit attendance time targets as currently mapped

	ACFO / SDO(SS) liaise with ORH to consider any implications.
None apparent 
	Complete

	6. Ensure automatic door closure timers are set correctly to allow for any turnout time changes


	SS to action as appropriate
	Ongoing

	7. The LPI / standard, should be monitored to ensure it is appropriate.  After a period of time to ensure any new systems are embedded, the standard and recording system should be reviewed to ensure it is accurate and appropriate.  This is recommended to be 18/24 months after the go live date. 


	SD DPG / PR Dept to review
	Ongoing

	8. Where there is a reported failure to meet attendance times, the reasons should be investigated.  By ensuring turnout times continue to be recorded, any investigation will easily identify if the turnout time was a factor, or if more in depth investigation is required. 


	SD DPG to identify trigger point for further analysis for when attendance time target not met & to decide what review process should be once triggered
	June 2007

	9. In the interim before any new, accurate systems are put in place, where an attendance time fails, the reasons should be investigated.  This investigation should consider turnout times although accurate data is unlikely to be available. 


	SMT to decide if appropriate bearing in mind the relatively short time frame for the technical change recommended and the current workloads
	23 April 2007


It is important to note that increasing the LPI from 70 seconds to 100 seconds on 90% of occasions, in no way implies or accepts that the actual response standard of turnouts is being reduced.  It is purely based on evidence that suggests the current LPI is no longer appropriate.

Conclusion

Following an in-depth review of the current turnout times, it is apparent that the way times are recorded is inappropriate and inaccurate.  In addition, the LPI is set at an unrealistic level due to H&S changes that have been introduced since the LPI was originally set.  
The introduction of a more accurate recording method and a more realistic LPI will ensure data is meaningful to managers
H
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Appendix A

Integrated Risk Management Plan Year III

TURNOUT TIMES
Challenge Day

Questions and Answers from the floor

1. How did the % figures come to be – they seem confusing?

a. (C Gill explained) The <101secs figure includes all the previous figures – so is a cumulative total – giving we achieve <101secs on 97% of observed occasions during the research.

2. On delayed turnout times, when does the clock start?

a. (C Gill) When Control press the send button.  No account is currently taken of the delayed turnout.. 

3. Who will monitor and investigate, should attendance time ‘failure’ indicate that turn out times need to be looked at?

a. (C Gill) It will be the Station Commanders but we’re not in this just to create extra work. We will need to establish what the trigger points will be.

4. Can we achieve the investigation? 

a. (C Gill) The team is clear in that a robust recording system needs to be in place for this to work.  

5. Were night time calls included in the survey – when FF would be with ‘boots off’?

a. (D Lee-Philpott) Night calls were included but not very late at night.

b. (C Gill) But, with a recording system in place, we would be able to spot if there were any trends.

6. If not many Brigades do this, why do we need this at all?

a. (C Gill) The team did consider this and, overall, felt that it enables RBFRS to have more robust data that enables us to disentangle times when an attendance time fails. It is the attendance time that is the key issue here.

7. Does this apply to RDS pumps when on standby?

a. (E Cardosa) It will apply to any pump on a W/T station 

b. (C Gill) subject to it being possible to record all these instances.

8. Will we be re-setting door timers?

a. (G Ansell) Anecdotally, some door timers were being disengaged to allow time for dressing, so the team feels that a re-timing is required (recommendation 6)

b. (E Cardosa) The understanding is that recent door fitting has given a 2 minute delay on the door timers.

9. Why has RDS been ignored in this?

a. (G Cross) RDS turn outs were not part of this remit – the team were looking at a 70 sec turn out time. RDS attendance has been considered in other IRMP projects. Also, they were considered within the development of the response standards and the risk mapping across Berkshire.
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