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Introduction 
 
Despite the Conservative Government’s claim that austerity is over and despite the 
narrative from Chief Fire Officers (CFOs), the National Fire Chiefs Council (NFCC), Home 
Office and Government that the incident at Grenfell Tower on 14th June 2017 would be a 
turning point - “a game-changer”, we are yet again responding in 2019 to another round 
of proposed cuts to the Fire and Rescue Service in Hereford and Worcester. Since 2010, 
there are almost 12,000 fewer Firefighters nationally. In Herefordshire and 
Worcestershire, there has been a reduction of 90 Firefighters between 2010 and 2018. 

 
The consultation launched by Hereford and Worcester Fire and Rescue Service (HWFRS) 
is a mid-term Integrated Risk Management Plan (IRMP), action plan which proposes to 
cut fire cover not just in the two cities of Hereford & Worcester but also at Bromsgrove, 
reducing fire cover for three out of the five Wholetime Shift fire stations. Known locally 
as a Community Risk Management Plan (CRMP), HWFRS’s IRMP has been current since 
2014 and at the Fire Authority (FRA) meeting in December 2018 agreed (for political 
reasons), to extend its lifespan by an extra year to 2021. This is dealt with in more detail 
below, but an IRMP, or indeed any risk assessment cannot be considered effective when 
covering a period of seven years.  
 
The consultation must also be viewed in the context of changes to crewing at the three 
Day Crewing fire stations in HWFRS (located at Malvern, Droitwich and Evesham). The 
proposed cuts under Option 1 will mean that guaranteed fire cover will be reduced by 
60% during night-time hours (50% under Option 2). At the start of 2018 there were 10 
guaranteed fire engines between the hours of 18:00 and 08:00, crewed with a total of 40 
Firefighters available 24/7 with adequate Incident Command (IC), provision. Our 
document will demonstrate how further under-resourced HWFRS will be if these 
dangerous cuts to fire cover are approved. With only 4 guaranteed fire appliances which 
will be understaffed with only 16 Firefighters and insufficient IC supervision, providing 
fire cover for the whole of the two counties of Herefordshire and Worcestershire during 
night-time hours can only be seen as a huge risk. 
 
It is important with action plan consultations, when they occur between IRMP cycles, 
that the context of the action plan is fully explained. IRMPs must consider the entire 
service and its service delivery. Therefore, this consultation should include more detail 
on the impact that these proposals will have on the rest of the service (especially 
intervention service delivery), and the community. Our document will explain in more 
depth several aspects of service delivery not covered by the consultation. However, it is 
important to iterate the function and importance of IRMP and its philosophy. So, here in 
this document we need to begin by explaining IRMP in more detail before moving onto 
the contrast in fire cover proposed by the consultation. 
 
The FBU’s position has always been to campaign for a fully funded and modern fire and 
rescue service. A fire service that is fully prepared to respond to all risks within its 
community and for foreseeable future developing risks. There is no evidence that the 
risk in Herefordshire and Worcestershire has declined, in fact it can be argued that the 
risk is increasing. An ageing and growing population with incident statistics rising in 
recent years would indicate that more resources are required not less. Also, incidents 
such as Grenfell and Saddleworth Moor must also indicate that HWFRS’s IRMP is out of 
date. Added to this, HWFRS have incorporated further new aspects of work for 
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Firefighters to undertake under the auspices of collaboration. These should be dealt 
with at a national level, rather than introduced piecemeal and without agreement. 
However, it is clear that Firefighters are being asked to expand their work activities to 
include a broader response model and this therefore justifies increasing Firefighter 
numbers rather than reducing them. 
 
The FBU nationally and locally is always keen to engage with employers and 
management to move our service forward and will do so in the midst of continued 
austerity. Central government funding cuts are at the root of the pressures placed on all 
Fire and Rescue Services and HWFRS is no different in that respect. We appreciate that 
there is intense political and financial pressure, but we urge both management and the 
Fire Authority to work more closely with the FBU. 
 

 
 
 
 
 
 
 
 
Gareth Taylor      Trevor Connolly 
Brigade Secretary      Brigade Chair 
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Executive Summary 

 
The effects of fire and other emergency incidents consistently have a multi-dimensional 
catastrophic effect on the communities we serve. HWFRS provides a fire and rescue 
service which strives to limit this effect on the community. 
 
The population of Hereford and Worcester expect and deserve an efficient and effective 
Fire and Rescue Service (FRS) to be able to deal with a multitude of emergencies across a 
wide spectrum. In the 2013/14 CRMP response the FBU acknowledged that HWFRS had 
provided an effective and efficient, well run fire service for many years which had been 
recognised by the Audit Commission. For the last 11 years HWFRS has been under huge 
financial pressure to continue to provide its service, but with ever decreasing budgets.  
 
Evidence based standards for dealing with house fire persons reported and road traffic 
collision (RTC), persons trapped show that HWFRS’s service delivery provision is already 
under resourced. The consequence of these proposals will only further reduce HWFRS’s 
capacity. Thus creating greater risks to Firefighter safety and to the communities of 
Herefordshire and Worcestershire. 
 
Numbers of staff in Emergency Fire Control, Training, and Fire Safety departments are 
also too low. The aim of HWFRS should be to refill these departments in order that they 
are able to deliver a coherent service for the public of Herefordshire and 
Worcestershire. 
 
Investment in personnel numbers is required to provide a Fire Service for the future in 
response to increasing incident numbers received by HWFRS and in readiness for extra 
activities Firefighters will undertake as a result of national negotiations to broaden the 
work of Firefighters. It is imperative at this point to secure additional funding to prevent 
further erosion of the service and to safeguard the future. It is important to continue to 
influence the Home Office and central government to increase the central grant and 
secure additional funding locally. 
 
There are two specific options provided in the consultation questionnaire, with an 
option to submit an alternative option. The two specific options provided both fail to 
provide the necessary fire cover needed, and also fail to provide adequate details on 
what the ‘Day Duty’ system will look like. 
 
It is important to note that there is no agreement between the FBU and Hereford and 
Worcester Fire and Rescue Authority on any Day Duty system, and therefore it is 
inappropriately presumptuous to include this as part of a public consultation. 
 
Notwithstanding the above, through the course of this document we identify a number 
of conclusions and recommendations, which for ease are listed here: 
  
Recommendation 
 
HWFRS need to carry out a full IRMP to identify the current risks and trends in 
conjunction with changing forecasts of future risk. It needs to address the shortfall in 
its emergency intervention response and make plans to invest in the service. 
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Conclusion 1 
 

 HWFRS is already under-resourced due to central government funding cuts; 

 HWFRS intervention service delivery model is over estimated, where the 
reality identifies significant gaps in fire cover; and 

 Further cuts proposed by this consultation will leave HWFRS further under 
resourced. 

 
Conclusion 2 
 
The potential consequences resulting from the situation described in “Conclusion 1” are: 
 

 Longer first attendance times and delays to subsequent fire engines’ arrival; 

 Fewer resources available for large scale or protracted incidents; 

 Greater potential for Firefighter injury/fatality; and 

 Greater losses/injuries/fatalities for the communities of Herefordshire and 
Worcestershire. 

 
Recommendation 
 
HWFRS need to address the issue of RDS availability. This will need a large increase in 
resources to ensure recruitment and retention are significantly improved, in order to 
bridge the deficiency in the intervention service delivery model. 
 
Recommendation 
 
HWFRS should desist from attempts to pressure local officials to enter a collective 
agreement on DCP. HWFRS should also desist in unsettling members currently working 
DCP through misinformation regarding the legitimacy of DCP. HWFRS should recognise 
and implement the nationally agreed shift systems. 
 
Recommendation 
 
The FRA should set HWFRS a much improved response standard and embark on a 
strategy to achieve it. This should include, in conjunction with the national employers, 
lobbying of the Home Office and central government to increase funding to HWFRS. 
 
Recommendation 
 
For the safety of Firefighters and for an effective response to all incidents, all fire 
engines should be staffed at 5 with a well-trained and competent crew. 
 
Recommendation 
 
In buoying the numbers on watches as described in the previous recommendation, 
HWFRS need to reinstate Watch Commanders to the watch establishment. 
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Effect of Emergencies on Society 
 
Previous IRMP and crewing consultation documents, have outlined the vital service that 
the FRS provides for the wider community. This is reiterated by the commendations 
often used by politicians, and reinforced in many market research surveys. However it is 
still worth reinforcing and repeating it in this response. 
 
In moving away from the National Standards of Fire Cover, the shift in focus for IRMP 
(through the guidance notes and National Framework), was to concentrate on life risk. 
Computer risk models together with the insurance industry are interested in life loss, 
injury and property damage. However, there are far wider implications on society, when 
a fire or other emergency occurs. 
 

Other considerations include: 
 

 Heritage loss (both natural and built); 

 Business interruption; 

 Indirect impact (e.g. effect of fire on nearby transport infrastructure); 

 Environmental damage; 

 Social impact; 

 Economic impact; and the 

 Effect on community cohesion and sustainability. 
 
For example, a fire in a local Post Office or Community Centre would have substantial 
impact on the lives of local inhabitants. Similarly, where a fire affects a business it 
impacts on the livelihood and wellbeing of everyone in that community, not just the 
owners of the business and their employees.  
 
Fires or incidents that affect the transport infrastructure are estimated to have a huge 
economic impact. There are many economic models, but they all undoubtedly agree that 
any significant traffic delay, even to sub motorway routes, costs the local economy tens 
of thousands of pounds. 
 
Therefore, when considering IRMP and the impact of emergency incidents: 
 

 The effect of fire should not be restricted to injury and death 

 The cost of emergencies cannot be fully converted into cash terms 

 All aspects of the impact of incidents must be fed into the IRMP risk assessment. 
 
The above points must be included when outlining the “Scope” of the IRMP. In other 
words, IRMP must start by considering every aspect of risk; otherwise the whole process 
will be flawed. 

 
Once this is done, the rest of the IRMP cycle can be carried out as outlined in our 
document: “The Framework Document: How to Construct an IRMP”, available from the 
FBU website (https://www.fbu.org.uk/publication/framework-document-how-construct-
irmprrp).  
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This document describes the process through a series of cyclical steps given below: 
 
Step 1: Scope. Identify all of the issues that are the business of the FRS. Identify all of the 
internal and external controlling factors that impact upon the FRS. 
 
Step 2: Risk assess each of the issues that are in scope. How likely are they to 
materialise? How harmful are they? Prioritise them according to overall risk and 
determine a performance outcome target (the degree to which you would like the risk to 
be reduced). 
 
Step 3: Develop strategies to reduce the risks. Identify the resources needed to deliver 
each strategy. Allocate resources according to the degree of risk. Identify the inputs and 

outputs of delivery strategies – if short 
term inputs and outputs are achieved, 
long term outcomes should be 
satisfactory. 
 

Step 4: Delivery. Remember that people 
are the most important part of any 
delivery strategy, so to make sure that 
the strategies work, consult staff about 
the practicalities of delivery mechanisms. 
 

Step 5: Monitor the whole process from 
step 1 to step 4. Constantly look for new 
risks and changes to existing risks. 
Monitor performance against inputs, 
outputs and outcomes. 
 

Step 6: Review the process in the light of 
performance. Did the strategies deliver 
the performance outcomes? If so, 
continue with them, if not; develop new 
strategies for the next planning cycle. 

 

Finally, but perhaps most importantly, the function of the IRMP process is simply to be 
honest and to be transparent about the service being proposed. The consultation stage 
of the IRMP process has to highlight the difference between: 
 

1. True efficiency savings, and 
2. Cuts in services that are forced on the FRS, as a result of budgetary constraints. 

 
If providing value for money means providing a lower level of service because fewer 
finances are available, the IRMP consultation has to say so. It is the only way that the 
public can be sufficiently informed to make choices about the services they receive, and 
what they are prepared to pay for them. This is something HWFRS have failed to make 
clear within the consultation. 
 
This is often what local IRMPs understate or omit and in applying our evidence based 
principles to HWFRS, we will later identify the level of intervention service delivery 
HWFRS should be providing in the areas under question. 
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Emergency Cover “Intervention” 
 
At the time of HWFRS’s CRMP in 2014 there was a notable addition In the National 
Framework for IRMP, in terms of providing emergency cover: 

 
Fire and rescue authorities are required to assess the 
risk of emergencies occurring, and use this to inform 
contingency planning. To do this effectively, fire and 
rescue authorities are expected to assess their existing 
capability, and identify any gaps as part of the 
integrated risk management planning process. This 
gap analysis needs to be conducted by fire and rescue 
authorities individually, and collectively to obtain an 
overall picture of their ability to meet the full range of 
risks in their areas.  
 

 
Therefore the IRMP must take account of Civil Contingencies Act 2004 (CCA) Risk 
Register as Category 1 responders, and also plan and provide for conceivable 
emergencies, across the whole range of possibilities. To be properly effective, this needs 
greater central coordination of standards of fire cover on a national scale. However, 
FRSs should be able to make a reasonable attempt at providing a comprehensive IRMP, 
to include and plan for all realistic scenarios. 
 
It is not for the FBU to carry out this function on behalf of FRSs, but we are able to 
demonstrate how this must be applied by using CAST scenario planning. A FRS must plan 
for the two most important services we provide; persons reported in dwelling fire and 
persons trapped at a Road Traffic Collision (RTC). In both instances, attendance times 
and weight of attack are critical for a successful outcome. The development of a fire is 

exponential (a fire doubles in size every minute). 
Therefore in order to rescue casualties and also to 
save property (including businesses and 
livelihoods), the response of the FRS needs to be 
ideally within 10 minutes. (Our neighbours in West 
Midlands Fire Service have an attendance time of 5 
minutes). This also applies to the RTC scenario; 
where the prospect of survival of trapped casualties 
also deteriorates exponentially. 
 

Not only does the attendance need to be within 10 
minutes, the weight of attack also needs to be 
appropriate. An under resourced attendance will 
not only have difficulty in achieving its objectives; it 
will also put personnel in danger by being unable to 
provide safe systems of work.  
 

The FBU has made this clear by robust evidence 
supplied in its document, “It’s About Time,” (shown above). Some of the evidence from 
this document is illustrated in the following diagram: 
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As can be seen, the importance of a prompt arrival with the necessary resources is 
essential to limit the effect of fire. The same is true of many other emergency incidents, 
where the deterioration of the incident is exponential. 
 
According to annual reports published by the Home Office response times to fires 
attended by fire and rescue services have been considerably increasing over the last 20 
years. This is largely due to cuts to the frontline of the fire service.  
 
With this in mind, when planning a fire service response, the FBU has long advocated 
the use of planning tools such as Critical Attendance Standards (CAST). This is explained 
below. 
 

Critical Attendance Standards (CAST) 
 
The CAST scenario planning tools demonstrate the fire service attendance required for a 
huge variety of conceivable incidents. This is done by identifying the resources required 
to successfully deal with an emergency incident, and then realistically plotting those 
resources on a task timeline. 
 
Using these evidence based principle, this document demonstrates the minimum fire 
service intervention cover required in order to deal with the two most basic incident 
types. This can then be compared to the intervention service delivery model for 
Herefordshire and Worcestershire to illustrate how under resourced HWFRS actually is. 
 
The CAST planning for both of these scenarios are illustrated thus: 
 
CAST 29 Table of Resources 
 
The first part of the process is to identify the resources required, which is done in a table 
to show the personnel and equipment. 
 
CAST 29 scenario is a Road Traffic Collision (RTC), involving two vehicles and a casualty in 
each.  The resources required for this incident are shown in the following table: 
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Road Traffic Collision (RTC) 
 
Generic incident-2vehicles-1 casualty trapped in each vehicle 
Two casualties in separate vehicles 
Task Sequence and Personnel Requirements 

1 Initial information gathering 1xIC 

2 Supplementary portable fire extinguisher 1xIC 

3 Liaison with Police 1xIC 

4 General fireground liaison 1xIC 

5 Incident Command 1xIC 

6 Provision of hose reel branch 1xFF 

7 Establish safe working area 1xFF 

8 Provision of rescue and stabilisation equipment 4xFF 

9 Stabilisation of casualty(ies) 1xFF 

10 Stabilisation of casualty(ies) 1xFF 

11 Provision of water from pump/tank-high pressure pump 1xFF 

12 Stabilisation of structure/vehicle 2xFF 

13 Liaison with ambulance 1xFF 

14 Extrication of persons 4xFF 

15 Firefighting/Rescue 1 Firefighter non BA- hose reel branch 1xFF 

16 Maintain safe working area 1xFF 

17 Casualty treatment 2xFF 

18 Casualty treatment 2xFF 

19 Debris/water removal 2xFF 

20 Make up equipment 7xFF 

21 Resource replenishment 1xFF 

22 Debrief 1xIC 

1 Incident Commander Role Firefighter & 9 Firefighters 10 Total 

EQUIPMENT 

Barriers/Cones/Tape x1, Casualty Shield x1, Ear Defenders x10, Eye Protection x10, First Aid Kit 
x2, Hose Reel and Branch x1, Hydraulic Cutting and Spreading Gear x1, Hydraulic Cutting Gear 
x1, Hydraulic Lifting Gear x3, Hydraulic Spreading Gear x1, Lighting Equipment x1, Lines x3, 
Mechanical Lifting/Spreading/Pulling Equipment x2, Pneumatic Lifting Gear x2, Portable Fire 
Extinguisher x1, Pump with High Pressure Capability x1, Radio Communications x6, Resuscitator 
x2, Salvage Sheet x1, Signs x1, Small Gear x1, Specialist First Aid Equipment x2, Stabilising 
Equipment (Blocks and Chocks) x2, Stretcher x2, Water Tank - 1800 litres x1.  

 

Once the resources have been identified, this information is then used to plot the tasks 
of the incident on a task timeline. This takes into account simultaneous activities and 
verifies the minimum number of personnel to successfully deal with the incident. 
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CAST 12 Task Timeline 
 
CAST 12 scenario is a dwelling fire, persons reported. Having completed the Table of 
Resources similar to the one for RTC, the Task Timeline is then constructed thus: 
 

 
The above illustrations depict the minimum requirement of personnel and equipment 
required, to enable a successful outcome for the two most basic incident types that 
FRS’s are expected to deal with. 
 
It is worthwhile to reiterate that HWFRS is instructed (in the National Framework), to 
consider, when planning its intervention resources, the full range of emergencies that 
will be encountered. Indeed it is incumbent on all FRSs to plan for a whole catalogue of 
other incidents as well as those directed by the Home Office. Consideration must also be 
given to: 
 

 CBRN incidents; 

 Terrorism; 

 Major incidents; 

 Climate change; 

 Civil Contingencies; 

 Civil disturbance; and 

 Cross border liaison. 
 
 
 

Firefighting on ground floor.  2 - 4 casualties trapped on upper floor and visible on arrival.  Initial entry via ground floor, and rescue via stairs. 

1. Initial information gathering 
Command 1 

4. General fireground liaison 
Command 1 

3. Cause establishment 
Command 1 

2. Incident command 
Command 1 

19. Liaison with ambulance - Officer 
Command 1 

36. Debrief 
Command 1 

6. Provision of water from pump/tank - high pressure pump 35. Resource replenishment water 
Ff 1 

15. BAEC 50. Make up equipment - 1 Firefighter 
Ff 2 

30. Cutting away 28. Damping down - 2 hose reel - BA 47. Make up equipment - 6 Firefighters 
Ff 3 

28. Damping down - 2 hose reel - BA 47. Make up equipment - 6 Firefighters 
Ff 4 

Fire Appliance 2 
Command 2 to be assigned 

25. Salvage - 2 Firefighters 47. Make up equipment - 6 Firefighters 
Ff 5 

25. Salvage - 2 Firefighters 47. Make up equipment - 6 Firefighters 
Ff 6 

47. Make up equipment - 6 Firefighters 
Ff 7 

47. Make up equipment - 6 Firefighters 
Ff 8 

Fire Appliance 1 

11 
11 

18 
21 

 
17 

 

17 

30. Cutting away 

    3 Minute LAG 

18 
 

# 
37 
37 

# 
  

 
  

 

21 
 

 
 

 

2 to 4 casualties involved rescue via internal staircase 
CAST 12: Dwelling Fire: Single Occupancy 

27 31 # 

110 120 
Duration in minutes 

10 

 
# 27 

41 # 

16 

# 

   
5 

# 
# 

5 # 
 

100 40 50 60 70 

16 

20 

# # 

# 
# 

# 
# 

# 

120 80 90 100 110 

30 80 90 

# 

# 

60 70 

41 # # 

10 20 30 40 50 
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However, returning to the action plan consultation, which is the main intention of this 
document, HWFRS must still consider the following when taking into account minimum 
levels of emergency cover: 
 

 Geographical population centres; 

 Historical data of incidents; 

 Risks within a station ground; 

 Travel distances from support stations; 

 Likelihood of simultaneous incidents; 

 Staffing levels; 

 Standard Operating Procedures; and 

 Specific Incident Procedures. 
 
These are only some of the basic considerations and these should be revisited for mid-
cycle IRMP action plans 
 

Previous Cuts 
 
Of course, the FBU stood in opposition to the cuts proposed in 2014 through HWFRS’s 
IRMP. However, these current proposals advocate a level of intervention fire cover 
inferior to that identified as necessary to address the risk in 2014. The assessment of risk 
has not been reviewed. Therefore there can be no justification for further cuts below 
that level, especially overnight when people are most at risk from fire. 
 
HWFRS has made cuts to non-operational staff and continued cuts to operational crews. 
These latest proposals further reduce the amount of operational crews, removing 
another three firefighter posts. Only 7 years ago there were 184 wholetime firefighter 
posts, these latest cuts will bring the number down to 111. This is a 40% drop in 
wholetime firefighter posts since 2012. 
 
The public want the right amount of firefighters on the right amount of fire engines to 
keep them, (and the firefighters helping them), safe in their hour of need. Therefore, it 
should be encumbent on the FRA to provide a fully funded fire and rescue service. 
 
HWFRS do not staff fire engines with 5 firefighters and the availability of fire engines is 
further depleted (see below). The purpose of IRMP is to provide a risk based service, not 
one that is driven by budget constraints. 
 
Recommendation 
 
HWFRS need to carry out a full IRMP to identify the current risks and trends in 
conjunction with changing forecasts of future risk. It needs to address the shortfall in 
its emergency intervention response and make plans to invest in the service. 
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HWFRS IRMP (CRMP) 
 
With all that is explained above it is clear that IRMP must be kept under reasonable 
review periods. Much has changed since 2014 and to continue to rely upon an aged 
assessment is flawed.  
 
The consultation document does not explain that the Service’s operational response 
demand continues to increase each quarter. In fact the Service is now 11.3% busier 
attending incidents than the 5 year average for operational incidents. In the first three 
quarters of 2018-19 HWFRS attended 499 more incidents in comparison to the first 
three quarters of 2017-18, and 587 more than the average for the past 5 years. Incidents 
in HWFRS have continued to increase each year since 2014. 
 

HWFRS Consultation 
 
HWFRS’s consultation document proposes cuts to fire cover without sufficient  
background evidence presented to the public in regard to what effect these cuts will 
have on them, their friends, families and the communities in which they live. There is no 
mention of slower response times; a loss of three Firefighter posts; that injuries and 
fatalities of the public and firefighters are more likely to increase; that loss of property is 
more likely to occur; and that the environmental impact of fires will be greater and 
longer lasting.  
 
All of the concerns raised above should have been fully explained in the consultation 
document produced for the public and  staff of HWFRS, rather than merely pointing out 
HWFRS needs to reduce their operating costs to match their budget. Interestingly, 
HWFRS currently have a balanced budget until 2021/22.  

 
HWFRS Service Delivery Model; Intervention 
 
Emergency fire cover represents the larger consideration of any IRMP due to the 
proportion of resources needed in this area. The FBU have concerns at the levels of 
resources left to cope in other departments, but the proposals in this consultation 
concentrate on Intervention. 
 
HWFRS’s model has in recent years relied upon four different shift systems. Any changes 
to one of them will have knock–on consequences to the others, and this is the case for 
the Retained Duty System (RDS). 
 
Our members working on RDS stations provide HWFRS with incredible commitment to 
maintain emergency response, but RDS availability continues to be an issue at many 
retained stations. Recruitment and more significantly retention to the RDS is a 
burgeoning national issue for a variety of reasons, but for HWFRS the table below shows 
the percentage of retained availability for the last five years; figures are inputted on a 
quarterly basis as denoted by the ‘x’ axis: 
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Conclusion 1 
 
The only conclusions that can be drawn from the above in conjunction with the 
consultation proposals is that: 

 HWFRS is already under-resourced due to central government funding cuts; 

 HWFRS’s intervention service delivery model is over estimated, where the 
reality identifies significant gaps in fire cover; and that 

 Further cuts proposed by this consultation will leave HWFRS severely under 
resourced. 

 
The FBU are convinced that many members of the public will not realise that these 
proposals will result in a delay of the attendance of the first appliance, and further 
delays of the second and subsequent fire engines at both Hereford and Worcester, due 
to these proposals and genuine gaps in RDS cover. 
 
The growth in population will certainly cause an increase in incident numbers, just at the 
time when intervention fire cover will reduce. This growth in population over the coming 
years will place a huge strain on an already under-resourced Fire Service, let alone the 
Fire Service this consultation document proposes. 
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Conclusion 2 
The potential consequences resulting from the situation described in “Conclusion 1” are: 
 

 Longer first attendance times and delays to subsequent fire engines’ arrival; 

 Loss of Firefighter posts; 

 Fewer resources available for large scale or protracted incidents; 

 Greater potential for Firefighter injury/fatality; and 

 Greater losses/injuries/fatalities for the communities of Herefordshire and 
Worcestershire. 

 
Despite the magnificent commitment our members give to the RDS, relying on RDS fire 
engines carries a degree of risk as these fire engines are not sufficiently crewed all of the 
time. An increased reliance on RDS personnel who are already straining to maintain their 
cover has the potential to place a greater amount of stress on the RDS Firefighter’s 
primary employers and families who face their staff/loved ones being away from their 
primary workplace/home for ever increasing periods. This may result in 
employers/families giving RDS Firefighters an ultimatum - their primary 
employment/family life or the Fire Service. It is highly unlikely that  RDS staff will choose 
the Fire Service over their primary employment (which will pay the majority of their 
wages), nor over any conflict in their home life balance. 
 
HWFRS need to be explicit to RDS staff in regard to how their call volume will increase at 
night, and the knock-on effect this will have on their primary employment and family 
lives. 
 
Recommendation 
 
HWFRS need to address the issue of RDS availability. This will need a large increase in 
resources to ensure recruitment and retention are significantly improved, in order to 
bridge the deficiency in the intervention service delivery model. 
 

Future Projection 
 
For the past 100 years the FBU have championed change and led in the evolution of the 
Fire and Rescue Service. There are discussions taking place at a national level regarding 
the expansion of the role of Firefighters, and it is the FBU that is leading on this work. 
Many of the areas that are being considered will result in fire crews attending more 
operational incidents. With this in mind, now is not the time to cut fire cover - now is the 
time to invest in front line services by increasing the number of firefighters. Staffing on 
fire engines need to increase to 5 rather than maintain the current level of 4. This will 
keep firefighters safer, ensuring they can carry out Fire and Rescue operations more 
efficiently and effectively both now and in the future. The FBU will support proposals 
that seeks to improve the conditions of our members and the service to the 
communities that they serve. However, the FBU cannot advocate a consultation process 
that gives no sound reasoning or reasonable justification for the degradation of fire 
cover and reduction of Firefighter posts.  
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Funding 
 
Council tax levels that HWFRS receives through its precept rose by 2.98% in 2018/19 and 
has risen by 12.4% since 2014/15. The public of Herefordshire and Worcestershire may 
question this increase whilst the fire cover afforded to them continues to shrink. It is 
clear that the policies of central government since 2010, namely austerity, is the 
underlying cause of severe cuts to HWFRS.  
 
In 2018 Her Majesty's Inspectorate of Constabulary and Fire & Rescue Services 
(HMICFRS) conducted the first independent inspection into fire and rescue services for 
12 years. The report focused on three areas: Effectiveness, Efficiency and People. The 
report found that the Effectiveness of the Service was ‘Good’. Under the categories of 
Efficiency and People HWFRS were found to be ‘Requiring Improvement’. If the 
operational response is reduced as proposed within the consultation document this will 
not address the issues raised by HMICFRS and the FBU believe HWFRS should be striving 
to achieve an ever improving service. Our Service should and can achieve ‘Outstanding’ 
in each category.   
 
In prefacing the proposals with explanations of the High Court case against South 
Yorkshire Fire and Rescue Authority which deemed that their Close Proximity Crewing 
(CPC) system was unlawful is sophistry.  The root cause of changes to fire cover in 
HWFRS is central government cuts. 
 

Shift Systems 
 
The FBU have opposed the use of DCP and similar types of duty system since they were 
first conceived. The issues with DCP have been highlighted by the FBU for many years 
through a variety of mechanisms from local objection, to national circulars and 
conference policy. It is an anathema that a public service charged with providing a risk 
critical emergency service should deem it acceptable to contravene the purpose of 
working time regulations which are designed to keep employees safe. There does not 
need to be a Grenfell nor Saddleworth Moor scale incident to identify the dangers of 
Firefighters being on duty for prolonged shifts. Any reasonable size working incident will 
clearly be hampered if the first attending (and subsequent), firefighters have been on 
duty, not for 10 or 20 hours, but for 80 and 90 hours. These duty systems also do not 
comply with the  Fire Service Conditions of Service (Grey Book), that outlines nationally 
agreed duty systems.  
 
Recommendation 
 
HWFRS should desist from attempts to pressure local officials to enter a collective 
agreement on DCP. HWFRS should also desist in unsettling members currently working 
DCP through misinformation regarding the legitimacy of DCP. HWFRS should recognise 
and implement the nationally agreed shift systems. 
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Proposals Overview 

 
On 7th May 2019, the Fire & Rescue Authority (FRA) for Hereford and Worcester Fire & 
Rescue Service released a public consultation document proposing alternative options to 
Day Crewing Plus (DCP) at Hereford, Worcester and Bromsgrove fire stations. This will 
result in a reduction to the intervention service delivery model of up to 60%. 
 
With the demise of the National Standards of Fire Cover, one of the most worrying 
trends we have seen is that Fire Services can set their own attendance standards. These 
attendance standards are then only required to be met a percentage of the time. In 
Hereford and Worcester the first appliance needs to be at an incident within 10 minutes, 
this has to be achieved 75% of the time. The FBU understand that meeting attendance 
response times in remote rural can be logistically difficult, but cannot accept a response 
standard that includes failure to a quarter of our communities as a morally justifiable 
position. The latest figures show that attendance times at primary building fires in 
Hereford and Worcester are getting slower. HWFRS attended 54.67% (281 incidents) of 
primary building fires within 10 minutes in Quarters 1-3 2018/19 (April to December), 
compared with 59.82% in the same period 2017/18. The average time for the first fire 
appliance at all primary building fires was 10 minutes and 26 seconds.   
 
Recommendation 
 
The FRA should set HWFRS a much improved response standard and embark on a 
strategy to achieve it. This should include, in conjunction with the national employers, 
lobbying of the Home Office and central government to increase funding to HWFRS. 
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Day Duty System and Shift System mix – Option 1 
 

 
The first option would mean that for both Hereford and Worcester fire stations, each 
would have one fire appliance staffed on the Wholetime Duty System, one fire engine 
staffed on a non-agreed Day Duty System in the day and then staffed on the Retained 
Duty System at night, with one fire appliance staffed completely on the Retained Duty 
System. This is a reduction from two guaranteed fire engines at night to only one. 
 
Bromsgrove Fire Station would have one fire engine staffed on a non-agreed Day Duty 
System and then on the Retained Duty System at night, and one fire appliance staffed 
completely on the Retained Duty System. This means there will be no guaranteed fire 
engine overnight. 
 
The FBU consider that this option fails to provide the level of fire cover that is necessary 
at all 3 fire stations and reduces the level of fire cover to the communities and 
surrounding areas, as well as reducing the Firefighter establishment by 3.  
 
The FBU also have grave concerns on the affect to response times. Home Office statistics 
confirm that response times continue to rise, and this proposal will undoubtedly 
increase them further. The consequence of this could be catastrophic, and not just to 
the local communities who will have to wait longer for a fire response, but would also 
put firefighters at increased danger waiting for further appliances to attend emergency 
incidents.  
 

 
 
 
 
 
 
 
 
 
 
 
 
 

https://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&ved=2ahUKEwiqo_uz2NfiAhUQzYUKHdNuCcIQjRx6BAgBEAU&url=https%3A%2F%2Fwww.flickr.com%2Fphotos%2Femergency_vehicles%2F20408980796&psig=AOvVaw01FlwqjwUpoM3JZp9foa2i&ust=1560007881528517
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Day Duty Systems and Shift Systems mix – Option 2 
 

 
 
Option 2 is the same as Option 1 except that Bromsgrove Fire Station will have one fire 
engine staffed on the Wholetime Duty System, and one fire engine staffed on the 
Retained Duty System. 
 
Although this option includes an improved proposal for Bromsgrove, it still represents a 
reduction of fire cover for Hereford and Worcester, and is again an overall reduction in 
the level of fire cover for the two counties.  
  

FBU Position on Option 1 and 2 
 
Both of the options proposed will have a potential devastating effect on the Service and 
the community. 
 
The cuts will leave the county of Herefordshire with only one guaranteed fire engine 
during night-time hours – a huge impact on the residents, business owners and people 
travelling through the county. It is a vast area to be covered by just one fire engine 
(some 2,180 km²). Many areas of Herefordshire are remote, and with a rural road 
infrastructure consisting of fewer direct routes and reduced capacity, the people of 
Herefordshire will be waiting for the next guaranteed fire engine to come from 
Worcester - more than 25 miles away for most parts of the county. However if the 
proposals are accepted, there will be only one guaranteed fire engine at Worcester, and 
in the event of simultaneous incidents the Service  cannot guarantee where the next fire 
engine would come from. 
 
Taking away a Wholetime fire engine from Worcester at night, the busiest station in our 
Service which attends up to 2,000 incidents a year and has a number of risks such as the 
M5, River Severn, Royal Hospital, Worcester University, three high rise flats and a 
concentrated collection of hotels, shops and heritage risks including the Commandery 
and the Cathedral will have a massive impact on the people of Worcester. Before 2019 
the next nearest guaranteed fire engine in to Worcester would have come from 
Droitwich or Malvern. Following a decision to implement changes to crewing in March 
2019 the next guaranteed fire engine will travel from Redditch or Kidderminster. 
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Specials 
 
Removing the night-time crew from the two cities will mean that the Aerial Ladder 
Platform (ALP) and boats that are currently crewed by these staff will no longer be 
guaranteed. A nationally increasing trend in the number and severity of flooding renders 
it unacceptable for these resources to be unavailable. 
 

Bromsgrove 
 

 
 
Removing a Wholetime fire appliance from Bromsgrove at night, a station that last year 
attended 888 incidents will leave the residents and visitors to Bromsgrove at greater risk 
from Fire and Rescue incidents. Bromsgrove regularly respond to incidents both on the 
M5 and M42. If guaranteed fire cover is removed between 18:00 and 08:00, the 
residents of Bromsgrove could end up relying on fire appliances from West Midlands 
Fire Service to attend incidents on the motorway networks close to them.  
 

The Alternative – Option 3 
 
The FBU can only advocate a properly funded fire and rescue service and considering 
CAST scenario planning explained above and the increasing risk in Herefordshire and 
Worcestershire, the FBU maintain that HWFRS should be configured with the following:   
 
Two 24 hour crewed fire appliances at both Hereford and Worcester with crews of 5. 
Bromsgrove to have one 24 hour crewed fire appliance with a crew of 5. Staff at all 
three locations to work the nationally agreed Shift Duty System. 
 
Less than £950k¹ per annum could see all three stations returned to a 24/7 guaranteed 
crewed duty system, enhancing both Hereford and Worcester fire stations from the 
current CRMP. 
 
 
 
 
 
¹ This figure takes into account the 25% pensionable pay that DCP staff are currently 
paid. 
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This level of fire cover is appropriate for these locations in Hereford and Worcester. The 
rationale for this is that incident numbers continue to rise with call volumes currently 
11.5% higher than the 5 year average for Hereford and Worcester, and continuing to rise 
on a quarterly basis. Our towns and cities are continuing to grow with major housing 
developments in Hereford, Worcester and Bromsgrove as well as other areas that crews 
from these three stations regularly attend. More houses, more people, more people on 
the roads, creates a greater risk of fire and rescue incidents.  
 

Ridership levels 
 
Currently Fire Appliances are crewed with 4 personnel, this was imposed without any 
agreement with the FBU in 2014. The evidence based FBU policy is that the previous 
minimum crewing level of 5 on each fire engine should be reinstated. Staffing with 5 
riders makes Firefighters safer and more effective, thus making the public safer as there 
will be the correct amount of Firefighters to carry out their tasks. At present, staffing 
with 4 firefighters mean that safety critical tasks are either scrimped or ignored.  
 
We believe it is unacceptable for fire crews to ride fire appliances with 4, especially 
when our neighbours in West Midlands Fire Service and in Shropshire with whom 
HWFRS have a strategic alliance, crew with 5. Firefighters in HWFRS should have the 
same amount of crew on fire appliances as our Firefighting neighbours in West Midlands 
and Shropshire FRSs. 
 
Recommendation 
 
For the safety of Firefighters and for an effective response to all incidents, all fire 
engines should be staffed at 5 with a well-trained and competent crew. 
 

Command and Control 
 
In direct relation to the ridership levels outlined above, the riding of 4 on each fire 
engine has been facilitated by the removal of Watch Commanders from their watches. 
This was done unilaterally by management in 2018 and without any risk analysis through 
the IRMP process. HWFRS’s entire service delivery must be shaped by the IRMP. To 
implement such changes that will affect command and control at operational incidents 
without using the correct protocol of IRMP is foolhardy and dangerous. 
Also, as a consequence to normal day to day activities, not only are watches under-
established they are also under-supervised. The role (and often experience), of a Crew 
Commander does not extend to these responsibilities. And likewise the role of a Watch 
Commander does not extend to them having a broad managerial role to that described 
in their title - Watch Commander.  
 
Recommendation 
 
In buoying the numbers on watches as described in the previous recommendation, 
HWFRS need to reinstate Watch Commanders to the watch establishment. 
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Conclusion and Recommendations 
 
HWFRS are consulting on a mid-cycle IRMP action plan. HWFRS’s IRMP timespan is far 
too long and any such mid-cycle consultation should revisit the tenets of the IRMP so 
that the action plan consultation can be put into context. Otherwise, this consultation is 
likely to seem abstract to the general public; the very people that fund the Fire and 
Rescue Service through their council tax payments.  
 
HWFRS’s CRMP cuts from 2014 have already left HWFRS vastly under resourced. The 
removal of fire engines and loss of firefighters from our communities means our 
counties would be less safe should these further cuts be implemented. 
 
Increasing emergency calls in Hereford and Worcester has been substantial and with 
potential growth to Firefighter’s work activities is juxtaposed to, these proposals, intend 
to reduce fire cover by 60% overnight (10 guaranteed fire engines to just 4). Increases in 
attendance times to homes on fire, road traffic collisions and, more often, incidents 
involving flood water, no matter how ‘slight’, mean an increase in a threat to life – to 
both  the person(s) involved and  the firefighters sent to intervene. 
 
These proposals represent an increase in the threat to lives. 
 
Funding cuts through austerity has decimated all public services. Funding is essential 
to revitalise HWFRS. However, the FBU will always engage with management and FRA 
councillors to explore models of all service delivery. 
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The residents of our two counties deserve a Fire and Rescue Service which is fit for 
purpose, not one that is continually slashed by round after round of CRMP/Crewing 
change consultations. Fewer firefighters on fewer fire appliances, put Firefighters and 
the public they serve at greater risk from Fire and Rescue incidents.  
 
Recommendation 
 
HWFRS need to carry out a full IRMP to identify the current risks and trends in 
conjunction with changing forecasts of future risk. It needs to address the shortfall in 
its emergency intervention response and make plans to invest in the service. 
 
Conclusion 1 
 
The only conclusions that can be drawn from the above in conjunction with the 
consultation proposals is that: 

 HWFRS is already under-resourced due to central government funding cuts; 

 HWFRS intervention service delivery model is over estimated, where the 
reality identifies significant gaps in fire cover; and that 

 Further cuts proposed by this consultation will leave HWFRS further under 
resourced. 

 
Conclusion 2 
 
The potential consequences resulting from the situation described in “Conclusion 1” 
are: 
 

 Longer first attendance times and delays to subsequent fire engines’ arrival; 

 Fewer resources available for large scale or protracted incidents; 

 Greater potential for Firefighter injury/fatality; and  

 Greater losses/injuries/fatalities for the communities of Herefordshire and 
Worcestershire. 

 
Recommendation 
 
HWFRS need to address the issue of RDS availability. This will need a large increase in 
resources to ensure recruitment and retention are significantly improved, in order to 
bridge the deficiency in the intervention service delivery model. 
 
Recommendation 
 
HWFRS should desist from attempts to pressure local officials to enter a collective 
agreement on DCP. HWFRS should also desist in unsettling members currently working 
DCP through misinformation regarding the legitimacy of DCP. HWFRS should recognise 
and implement the nationally agreed shift systems. 
 
Recommendation 
 
The FRA should set HWFRS a much improved response standard and embark on a 
strategy to achieve it. This should include, in conjunction with the national employers, 
lobbying of the Home Office and central government to increase funding to HWFRS. 
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Recommendation 
 
For the safety of Firefighters and for an effective response to all incidents, all fire 
engines should be staffed at 5 with a well-trained and competent crew. 
 
Recommendation 
 
In buoying the numbers on watches as described in the previous recommendation, 
HWFRS need to reinstate Watch Commanders to the watch establishment. 
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