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About this inspection 

This is our third inspection of fire and rescue services in England. We first inspected 

Devon and Somerset Fire and Rescue Service in June 2019, publishing a report with 

our findings in December 2019 on the service’s effectiveness and efficiency and how it 

looks after its people. Our second inspection, in autumn 2020, considered how the 

service was responding to the pandemic. This inspection considers for a second time 

the service’s effectiveness, efficiency and people. 

In this round of inspections of all 44 fire and rescue services in England, we answer 
three main questions: 

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

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

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

This report sets out our inspection findings for Devon and Somerset Fire and Rescue 
Service. 

What inspection judgments mean 

Our categories of graded judgment are:  

• outstanding; 

• good; 

• requires improvement; and 

• inadequate. 

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

If the service exceeds what we expect for good, we will judge it as outstanding. 

If we find shortcomings in the service, we will judge it as requires improvement. 

If there are serious, critical or systemic failings of policy, practice or performance of 
the fire and rescue service, then consideration will be given to a graded judgment 
of inadequate. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-guidance/
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Overview 

Question This inspection 2018/19 

 Effectiveness  
Good 

Good 

Understanding fires and other risks  
Good 

Good 

Preventing fires and other risks  
Good 

Good 

Protecting the public through fire 
regulation  

Good 

Good 

Responding to fires and other 
emergencies  

Good 

Requires 
improvement 

Responding to major and 
multi-agency incidents  

Good 

Good 

 

Question This inspection 2018/19 

 Efficiency  
Good 

Requires 
improvement 

Making best use of resources  
Good 

Requires 
improvement 

Future affordability  
Requires improvement 

Good 
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Question This inspection 2018/19 

 People  
Requires improvement 

Requires 
improvement 

Promoting the right values and 
culture  

Requires improvement 

Requires 
improvement 

Getting the right people with the 
right skills  

Good 

Good 

Ensuring fairness and promoting 
diversity  

Requires improvement 

Requires 
improvement 

Managing performance and 
developing leaders  

Requires improvement 

Requires 
improvement 
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HM Inspector’s summary 

It was a pleasure to revisit Devon and Somerset Fire and Rescue Service. We are 
grateful for the positive and constructive way that the service engaged with our 
inspection. 

We are pleased with the performance of Devon and Somerset Fire and Rescue 
Service in keeping people safe and secure from fires and other risks, and the service 
has made notable improvements in these areas, but it needs to improve the way it 
looks after its people. 

In our 2019 inspection, a cause of concern was issued stating that the service cannot 
be sure that operational staff meet the minimum fitness requirements. We are pleased 
that enough progress has been made for this cause of concern to be discharged. 

However, we have identified a new cause of concern based on the behaviours of 
some staff. The executive board clearly intends to improve the culture of the service. 
But more needs to be done. We have found evidence of poor behaviours that are not 
in line with service values. A common theme during our inspection was that some staff 
groups didn’t feel respected or valued. 

The service needs to do more to make sure its recruitment and promotion processes 
are fair. Many operational staff were frustrated and didn’t have confidence in the 
promotion process. 

The service has the highest number of on-call fire stations in England. In our last 
inspection, we said it should improve the availability of its on-call fire engines. 
Encouragingly, in 2020/21 the on-call availability was 88 percent, an improvement of 
7 percentage points compared to the previous year. 

The service has set up a building risk review team that focuses primarily on  
high-rise premises. We are pleased to see the service has added to the team an 
operational risk information officer and a prevention officer. This makes sure that a 
joined-up approach to prevention, protection and response is taken when visiting 
these premises. 

Fire and rescue services should continually review whether its resources are located 
to respond to areas of greatest risks. The service has done this by closing fire 
stations, allowing it to relocate resources where the risks are greater. It also 
reviewed its duty systems and explored the removal of second and third fire engines 
at some stations. And it introduced a voluntary Pay for Availability scheme for its 
on-call firefighters. We look forward to seeing how the scheme develops. 

We are pleased with the overall effectiveness and efficiency of the service. But more 
work is required in how it looks after its people. We will continue to review progress. 

 

Wendy Williams 

HM Inspector of Fire & Rescue Services 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/retained/
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Service in numbers 

 

 

Incidents attended in the year to 30 June 2021 
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Percentage of population, firefighters and workforce who are female as at 

31 March 2021 

 

Percentage of population, firefighters and workforce who are from ethnic 

minority backgrounds as at 31 March 2021 

 

For more information on data and analysis throughout this report, please view the 
‘About the data’ section of our website.

https://www.justiceinspectorates.gov.uk/hmicfrs/fire-and-rescue-services/data/about-the-data-2021-22/
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Effectiveness
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How effective is the service at keeping 
people safe and secure? 

 

Good 

Summary 

An effective fire and rescue service will identify and assess the full range of 
foreseeable fire and rescue risks its community faces. It should target its fire 
prevention and protection activities to those who are at greatest risk from fire and 
make sure fire safety legislation is being enforced. And when the public calls for 
help, it should respond promptly with the right skills and equipment to deal with the 
incident effectively. Devon and Somerset Fire and Rescue Service’s overall 
effectiveness is good. 

We are pleased with the progress that Devon and Somerset Fire and Rescue Service 
has made in terms of its effectiveness. 

The service has the highest number of on-call fire stations in England. In our last 
inspection, we said it should improve the availability of its on-call fire engines. 
Encouragingly, in 2020/21 the availability was 88 percent, an improvement of 
7 percentage points compared to the previous year. 

We also said the service should improve performance against its response standards. 
It has now set itself a 75 percent target of responding to dwelling fires within 10 
minutes and road traffic collisions (RTCs) within 15 minutes. It is close to meeting 
these targets. 

The service has set up a building risk review team that focuses primarily on high-rise 
premises in the service’s area. We are pleased to see the service has added to this 
team an operational risk information officer and a prevention officer who will focus on 
their respective risks. This makes sure that a joined-up approach to prevention, 
protection and response is taken when visiting these premises. 

Following a fatal fire, the service put in place an effective intervention programme.  
It is also encouraging to see that operational staff are more involved in prevention 
activities. 
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Understanding the risk of fire and other emergencies 

 

Good (2019: Good) 

Devon and Somerset Fire and Rescue Service is good at understanding risk. 

Each fire and rescue service should identify and assess all foreseeable fire and 
rescue-related risks that could affect its communities. Arrangements should be put in 
place through the service’s prevention, protection and response capabilities to prevent 
or mitigate these risks for the public. 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The service identifies risk well 

The service has assessed an appropriate range of risks and threats after a thorough 
IRMP planning process. When assessing risk, it has considered relevant information 
collected from a broad range of internal and external sources and data sets. 
This includes data from operational incidents and health and social care data from 
third-party sources. 

When appropriate, the service has consulted and undertaken constructive dialogue 
with communities and others to both understand the risk and explain how it intends to 
mitigate it. 

Following the introduction of the IRMP 2018–2022, the service created a Safer 
Together programme, which addresses the priorities in the IRMP and how it intends to 
mitigate the risks. For example, the service proposed the closure of eight fire stations. 
The service also reviewed its duty systems and explored the removal of second and 
third fire engines at some stations. We are encouraged to see that the service is 
continuing to review whether its resources are located where the risks lie. 

The service consulted with the public via social media messages and held sessions in 
town halls and libraries. Following the consultation with its staff and the public, the 
service closed two of its fire stations and relocated its resources elsewhere, where the 
risks are greater. 

At the time of our inspection, the service had commissioned an independent 
organisation to improve the consultation process of its new community risk 
management plan (CRMP) 2022–2027. 

Area for improvement 

The service should make sure its integrated risk management plan (IRMP) 
includes clear outcomes that show the public how it is currently mitigating risk. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/integrated-risk-management-plan-irmp/
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The service should update its IRMP 

After assessing relevant risks, the service has recorded its findings in an easily 
understood IRMP. Alongside its IRMP, the service has a fire and rescue plan, which 
describes the challenges the service faces and a Safer Together programme. 
However, at the time of our inspection, the current IRMP hadn’t been updated since 
it was published in 2018 and contained old data from 2016/17. The IRMP explains 
how prevention, protection and response activity will reduce risks to the community. 
But it is no longer aligned to the service’s current plans and the plans are not available 
to the public. At the time of our inspection, the service was consulting on its new 
CRMP, which will replace the current IRMP. The CRMP does inform the public how 
the service is addressing the current risks and identifies the resources (such as 
finances) needed to mitigate the risks. The public will benefit from having an annual 
update to the CRMP, which will show what progress the service has made in meeting 
its objectives. 

A good range of risk information is gathered 

The service routinely collects and updates the information it has about the people, 
places and threats it has identified as being at greatest risk. This includes Devonport 
military docks. 

It has established processes and systems to gather and record site-specific risk 
information (SSRI) and make it readily available to the service’s prevention, protection 
and response staff. This enables them to identify, reduce and mitigate risk effectively. 

The central operational risk information team has a good oversight in managing the 
SSRI records, which includes a quality assurance process. The mobile data terminal 
is updated almost instantly. The service would benefit from training its operational 
staff on how to record the SSRI as some staff we spoke to hadn’t received the 
appropriate support. 

The service has systems in place to make staff aware of any significant changes to 
risk information. It was encouraging to see that, following our last inspection, the 
service has introduced an email bulletin that staff are required to confirm they have 
read and understood. This means staff receive any urgent risk information in relation 
to their role. 

Where appropriate, risk information is passed on to other organisations. The service 
has a data sharing agreement with Devon & Cornwall Police and jointly funds a 
safeguarding officer post, which shares vulnerable persons data. We did find that 
some of the lower risk information (such as individual vulnerabilities data and key 
codes to premises) was past its review date. 

The risk information is continuing to be enhanced 

The service is continuing to develop its risk information. We were impressed with the 
creation of a 360-degree virtual tour of a high-risk premises. This allows operational 
staff throughout the service to virtually walk around the premises and carry out a 
desktop visit. We are encouraged to see that the service is looking to develop this for 
similar high-risk premises in future. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/mobile-data-terminal/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/safeguarding/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/vulnerable-person/
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The service has also developed a system, which was partly released during our 
inspection, that further enhances the management of risk information. It will capture all 
risk information for prevention, protection and response in one place. We look forward 
to seeing how this develops. 

The service is good at learning from operational incidents 

The service records and communicates risk information effectively. It also routinely 
updates risk assessments and uses feedback from local and national operational 
activity to inform its planning assumptions. For example, following a fire in which there 
were multiple fatalities, the debrief process identified that all fire engines should have 
defibrillators available. The service is now investing in these. 

The service also makes good use of information from its operational debrief process 
and national operational learning from fire and rescue services, as well as joint 
organisational learning from other blue light services. 

The service has responded positively to the Grenfell Tower Inquiry 

During this round of inspections, we sampled how each fire and rescue service has 
responded to the recommendations and learning from Phase 1 of the Grenfell Tower 
fire inquiry. 

Devon and Somerset Fire and Rescue Service has responded positively and 
proactively to learning from this tragedy. At the time of our inspection, the service was 
on track to having assessed the risk of every high-risk building in its area by the end 
of 2021. 

It has carried out a fire safety audit and collected and passed relevant risk information 
to its prevention, protection and response teams about buildings identified as high risk 
and all high-rise buildings using cladding that is similar to the cladding installed on 
Grenfell Tower. 

Preventing fires and other risks 

 

Good (2019: Good) 

Devon and Somerset Fire and Rescue Service is good at preventing fires and 
other risks. 

Fire and rescue services must promote fire safety, including giving fire safety advice. 
To identify people at greatest risk from fire, services should work closely with 
other organisations in the public and voluntary sector, and with the police and 
ambulance services. They should provide intelligence and risk information with these 
other organisations when they identify vulnerability or exploitation. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-learning-nol/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/joint-organisation-learning-jol/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/joint-organisation-learning-jol/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/intelligence/
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We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The service’s community safety plan is clearly linked to its IRMP 

The service’s community safety plan is clearly linked to the risks identified in its IRMP. 
The service has identified that accidental dwelling fires and an increasingly ageing 
population are some of the risks the service is facing. 

The service works well with other relevant organisations on prevention and it passes 
on relevant information when needed. We were pleased to see information is used to 
adjust planning assumptions and direct activity between the service’s prevention, 
protection and response functions. 

For example, the service identified a high-rise residential premises that had cladding 
similar to the cladding installed on Grenfell Tower. Prevention, protection and 
response all worked together to provide the relevant support to the residents and 
the responsible person for the building, and risk information was gathered for 
firefighter safety. 

The pandemic has had a negative impact on prevention activities 

We considered how the service had adapted its prevention work during our 
COVID-19-specific inspection in November 2020. At that time, we found it had 
adapted its public prevention work appropriately. But since then, we found that 
the service has accumulated a backlog of about 1,400 home safety visits (HSVs). 
The backlog is because of a change in working practices: only the highest-risk 
individuals received a visit during the early stages of the pandemic. 

The service has telephoned most of the individuals in the backlog but has yet to 
visit them. We are satisfied the service has a clear action plan as to how this will be 
addressed and how the outstanding jobs will be prioritised. 

The service consistently targets its highest risk people for HSVs 

Prevention activity is clearly prioritised using a risk-based approach towards people 
most at risk from fire and other emergencies. The central team assesses the HSV by 
eligibility criteria such as any vulnerabilities the person may have. We sampled HSV 
records and found they were completed to a good standard. 

Most prevention campaigns are carried out by the central team. The service also has 
community champions who work with its partner organisations and communities, 
including those from ethnic minority backgrounds. 

Areas for improvement 

• The service should evaluate its prevention activity so it understands what 
works. 

• Safeguarding training should be provided to all staff. 
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We identified an area for improvement in our last inspection: that the service should 
evaluate whether prevention campaigns can be better supported by operational crews. 
Progress has been slow in this area. The service provides heat maps that show the 
greatest risks in specific areas, and wholetime staff are now carrying out basic HSVs, 
which are currently confined to the doorstep due to the pandemic. The service 
recognises they need to improve the data that is provided to staff. We found that 
wholetime operational staff are also carrying out school talks to Key Stage 1 and 2 
children. 

Home safety specialists receive the appropriate training 

Most staff told us they have the right skills and confidence to make HSVs. 
These checks cover an appropriate range of hazards that can put vulnerable people 
at greater risk from fire and other emergencies. The home safety specialists 
complete the highest-risk visits. They receive enhanced training, which includes 
regular continuing professional development (CPD). Wholetime operational staff have 
recently received training but some staff felt they should be provided with more 
prevention training. 

In our last inspection, we identified an area for improvement that the service should 
assure itself that the HSVs conducted by staff are consistent. The service had 
introduced a process of quality assurance of the work of the specialist prevention staff. 
The service paused this during the pandemic and it had not been restarted at the time 
of our inspection. But we were told plans are in place for the process to restart. 

Safeguarding training should be provided to all staff 

Staff we interviewed told us about occasions when they had identified 
safeguarding problems. For example, staff found children left alone in a property and 
made an immediate safeguarding referral to the police. We found that most staff we 
spoke to have a good understanding of safeguarding and would feel confident in 
making a referral. 

The home safety specialists receive enhanced safeguarding training. However, we 
found that most operational staff we spoke to haven’t received any safeguarding 
training in over two years. The service should assure itself that all staff receive the 
appropriate training. 

The service is good at collaborating in prevention 

The service works with a wide range of other organisations such as care providers, 
social services and other emergency services, to prevent fires and other emergencies. 
It has over 500 partner organisations, which are regularly reviewed. From the HSV 
files we sampled, we found referrals were consistently made from these organisations 
and home safety specialists carried out joint visits with them. 

We were pleased to see the service has introduced a specialist safeguarding officer 
role, which is jointly funded with Devon & Cornwall Police. This is a positive move. It is 
intended to improve how the service handles complex safeguarding cases and makes 
it easier for both services to share information about vulnerable people. This in turn 
allows the service to identify the most at-risk people in the community and provide the 
relevant support where necessary. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/wholetime-firefighter/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/continuing-professional-development/
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The service has effective interventions for reducing fire-setting behaviour 

The service has a range of suitable and effective interventions to target and educate 
people of different ages who show signs of fire-setting behaviour. This includes a 
fire-setters programme, which is for children and young people up to the age of 18. 
The service also has an arson detection dog who works with their handler in the 
prevention team two days a week to assist in education about arson reduction. 

The home safety specialists visit those at a greater risk of arson. They also fit lockable 
letterboxes if appropriate to prevent arsonists from igniting material and pushing it 
through a letterbox. The service’s website informs members of the public about arson 
prevention and, because of the service’s rural area, there is a section dedicated to 
arson risk at agricultural premises. 

When appropriate, it routinely shares information with partner organisations. 
The service has fire investigation officers to support the police in the prosecution 
of arsonists. In the service’s area, there has been a decline in deliberate fires 
since 2018. 

The service should evaluate all its prevention activities 

We found some evidence that the service evaluates how effective its activity is or 
makes sure all its communities get equal access to prevention activity that meets their 
needs, such as the evaluation of road safety activities. However, not all prevention 
activities have been evaluated. As a result, the service is missing opportunities to 
improve what it provides the public. 

We are pleased to see the service carries out several prevention activities. During the 
early stages of the pandemic, it was encouraging to see that a series of virtual 
resources were created, and we were told that 50 percent of primary schools in the 
service’s area had requested them. Water safety is carried out with the RNLI and the 
service has good links with the local authorities in its area to promote road safety. 
The service actively promotes its ‘Learn2Live’ road safety partnership, which runs 
events for Year 12 and 13 students (age 16–18). The events provide students with 
information and resources to help keep them safer on the roads. 

Following a tragic fire, the service provided good support to its communities 

The service provides a range of interventions that it adapts to the level of risk in 
its communities. Following a devastating fire in Exeter, where four people including 
two children tragically lost their lives, we were pleased to see the service put an 
effective intervention programme in place. The aim of the intervention was to provide 
prevention education and advice, in order to reassure and support students who were 
increasingly anxious about fire and its effects. 

The service gave information to children to take home and provided advice in the 
school’s newsletter. Encouragingly, a total of 26 families had an HSV following 
this intervention. The service worked with the school’s psychologist and wellbeing 
teams to make sure the appropriate messages were given. In addition, the service 
provided HSVs in the wider community. 
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Protecting the public through fire regulation 

 

Good (2019: Good) 

Devon and Somerset Fire and Rescue Service is good at protecting the public through 
fire regulation. 

All fire and rescue services should assess fire risks in certain buildings and, when 
necessary, require building owners to comply with fire safety legislation. Each service 
decides how many assessments it does each year. But it must have a locally 
determined, risk-based inspection programme for enforcing the legislation. 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The protection plan outlines the service’s main risks 

The service’s protection plan is linked to the risk it has identified in its IRMP. 
The service has identified fires in heritage premises and deliberate fires as some of 
its main risks. 

Staff across the service are involved in this activity, with information effectively 
exchanged as needed. For example, wholetime operational staff carry out fire safety 
checks at lower-risk premises. The service has also added risk information and 
prevention staff to the building risk review team, which focuses on high-rise premises. 
This information is in turn used to adjust planning assumptions and direct activity 
between the service’s protection, prevention and response functions. This means 
resources are properly aligned to risk. 

The service adapted its protection activities positively during COVID-19 

We considered how the service had adapted its protection activity during our 
COVID-19-specific inspection in November 2020. At that time, we found it had 
adapted its protection work well. It continued to give support and guidance to care 
homes, hospitals and crematoriums as these premises were considered a priority to 
remain functional during the pandemic. Since then, we are encouraged to find that 
protection activity has continued, and wholetime operational staff and specialist 
protection staff are continuing to carry out face-to-face visits.  

Area for improvement 

The service should make sure it has an effective quality assurance process, so 
staff carry out audits and fire safety checks to an appropriate standard. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/heritage-site/
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All high-risk premises will be inspected over a three-year cycle 

The service has reviewed its RBIP, which is focused on the service’s highest-risk 
buildings. It uses a variety of methods to identify and categorise risk. The service 
identifies low-risk buildings, where fire safety checks will be carried out by operational 
staff, advocates (who work on zero-hours contracts to supplement regular staff) and 
some protection staff. The service told us it has identified 1,508 premises as high risk, 
such as buildings with sleeping accommodation, and specialist fire safety staff will 
inspect these over a three-year cycle. Protection staff we spoke to have a clear and 
consistent understanding of the service’s highest risk premises. The service is on 
track to inspect these premises by 2024 in line with its RBIP. 

The service has an effective building risk review team 

The service has been proactive in inspecting all high-rise buildings. It has set up 
a building risk review team that focuses primarily on high-rise premises in the 
service’s area. Audits have been carried out at all high-rise buildings the service has 
identified as using cladding that is similar to the cladding installed on Grenfell Tower. 

We were pleased to see the service has added to the building risk review team an 
operational risk information officer and a prevention officer who will focus on their 
respective risks. This makes sure that a joined-up approach to prevention, protection 
and response is taken when visiting these premises. Information gathered during 
these audits is made available to response teams and control operators, enabling 
them to respond more effectively in an emergency. 

At the time of our inspection, the service was on track to having revisited all the 
high-rise, high-risk buildings in its area by the end of 2021. The service has told us it 
will continue to carry out this activity. 

The fire safety audits sampled were completed to a consistently high standard 

We were pleased to find that wholetime operational staff are aware of their 
requirement to conduct fire safety checks after receiving additional support. This was 
an area for improvement we identified in our previous inspection. Following the initial 
training course, the operational staff receive a two-yearly refresher. The wholetime 
operational staff we spoke to felt confident in completing fire safety checks. 

We reviewed a range of audits of different premises across the service. This included 
audits as part of the service’s RBIP; after fires at premises where fire safety 
legislation applies; where enforcement action had been taken; and at high-rise, 
high-risk buildings. 

The audits we reviewed were completed to a high standard in a consistent, systematic 
way, and in line with the service’s policies. In most files we sampled, we found that the 
responsible person for the premises received the outcome of the audit either on the 
same day or within a two-week period. 

We found that the service is carrying out far fewer audits per 100 known premises 
than the rate for England. However, we were pleased to see that, as of March 2021, 
55 percent of fire safety audits result in an assessment that fire safety is unsatisfactory 
in the premises. This is much higher than the average for England of 25 percent. 
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Encouragingly, this means that the service is consistently targeting the right premises. 
We are keen for services to focus as much on the quality of the audits as on the 
number of audits that are carried out. 

Relevant information from the audits, such as the evacuation plans in high-rise 
premises, is made available to operational teams and control room operators. 
The service told us that a fire safety audit is carried out following a fire in 
commercial premises. However, not all the sampled post-fire records provided 
evidence that an audit had taken place. 

The service is continuing to increase its resources in protection 

The service has enough qualified protection staff to meet the requirements of the 
service’s RBIP. Wholetime operational staff complete fire safety checks and specialist 
fire safety staff complete fire safety audits. The service has recruited an additional 19 
specialist fire safety staff to provide more resources in this function. This enables the 
service to provide the range of audit and enforcement activity needed, both now and in 
the future. 

Staff get the right training and work to appropriate accreditation. Most are working 
towards or have achieved their level 4 diploma in fire safety. The service is also 
investing in its operational crew managers. They complete a level 3 certificate in fire 
safety to enhance their skills. 

Limited quality assurance is carried out 

We found that limited quality assurance of its protection activity takes place. 
The service recognises this and has recently recruited a quality assurance officer. 
This will allow the service to assure the quality of the fire safety checks and audits 
that take place. 

The service has a quality assurance process in place for enforcement notices. 
Managers check the contents of an enforcement notice before it is served. 
However, from the electronic files we sampled, we found limited evidence of 
this happening. 

The service is good at using its full range of enforcement powers 

The service consistently uses its full range of enforcement powers, and when 
appropriate, prosecutes those who don’t comply with fire safety regulations. 
For example, in February 2021, a property owner was given a suspended custodial 
sentence following a fire at a building of which they were landlord. 

In the year to 31 March 2021, the service issued: 

• 2 alteration notices; 

• 13 enforcement notices; and 

• 11 prohibition notices. 

It is encouraging to see that 17 prosecutions were completed between 2016 and 2021. 
The service can do this because it has built a good relationship with its legal counsel 
who provide support on enforcement and prosecution activities. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/diplomas-in-fire-safety-engineering-design/


 

 18 

In our last inspection, we identified an area for improvement that the service should 
ensure it has effective arrangements for providing specialist protection advice out 
of hours. At the time of this inspection, the service introduced a new policy that allows 
fire safety staff (including those in non-operational roles) to respond to dangerous 
conditions out of hours. 

The service works closely with partner agencies 

The service works closely with other enforcement agencies to regulate fire safety and 
routinely exchanges risk information with them. The service has a protocol with some 
local authorities that provides clarification on which authority uses its powers in certain 
parts of a premises. The service has carried out joint inspections where necessary. 
For example, it inspected a high-rise residential building with Plymouth City Council 
that resulted in 42 flats being prohibited. The service worked closely with the housing 
teams to make sure the premises were safe. 

The service regularly shares information with local housing providers, the police and 
the Care Quality Commission. It is currently working with Somerset Care, which is a 
care provider managing 27 care homes. It provides fire safety advice and carries out 
fire safety audits in these premises to make sure a consistent approach is taken. 

The service responds to building and licensing consultations on time 

The service responds to all building and licensing consultations on time, so 
consistently meets its statutory responsibility to comment on fire safety arrangements 
at new and altered buildings. The service has a general email address to which all 
building consultations are sent electronically. This results in the service being more 
efficient as it can allocate these consultations quickly to dedicated staff. 

The service works well with businesses 

The service proactively engages with local businesses and other organisations to 
promote compliance with fire safety legislation. We raised this as an area for 
improvement in our last inspection. During the early stages of the pandemic, the 
service contacted most care homes in its area. It provided fire safety guidance and 
support to the responsible person over the telephone. 

In addition, the service set up a central fire safety help desk to give advice and support 
to premises’ responsible persons and/or business owners. The service has continued 
to run this help desk, which is staffed by two competent protection staff. Although the 
effectiveness of the fire safety help desk hasn’t been formally evaluated, the service 
told us that it received over 100 calls a month at the peak of activity with a similar 
number of emails. Any interactions with the responsible person or business owner are 
recorded on the relevant system to show that support has been provided. 

We found that the service has a clear process for responding to fire safety complaints 
from the public. All complaints are received by the fire safety help desk and staff use 
their discretion on the type of response that is required. 
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The service has reduced its attendance to automatic fire alarms 

A risk-based approach is in place to manage the number of automatic fire alarms. 
The service has a four-stage process following an automatic fire alarm activation. 
This ranges from first leaving an information leaflet at the premises to finally carrying 
out a fire safety audit. But some operational staff were unsure of what was required 
of them. The service can recover the cost of attendance to automatic fire alarms. 

The service gets fewer unwanted automatic fire alarm activations because of 
this work. For the year to 31 March 2021, the number of automatic fire alarm 
activations decreased to 18 percent of all emergency calls received from 22 percent in 
the 12 months before. Fewer calls mean that fire engines are available to respond to a 
genuine incident rather than responding to a false one. It also reduces the risk to the 
public if fewer fire engines travel at high speed on the roads. 

Responding to fires and other emergencies 

 

Good (2019: Requires improvement) 

Devon and Somerset Fire and Rescue Service is good at responding to fires and 
other emergencies. 

Fire and rescue services must be able to respond to a range of incidents such as fires, 
road traffic collisions and other emergencies in their area. 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The Safer Together programme is addressing the risks identified 

The service’s Safer Together programme addresses how the risks identified in its 
IRMP will be mitigated. Its fire engines and response staff, as well as its working 
patterns, are designed and located to enable the service to respond flexibly to fires 
and other emergencies with the appropriate resources. For example, the service has 
created response plans against all incident types to make sure the right number of fire 
engines are attending incidents at the time of a call. It has also introduced a new 
service delivery model to better match its resources to risk in a Pay for Availability 
scheme for its on-call firefighters. 

The service has improved its understanding of its response standard 

There are no national response standards of performance for the public. But the 
service has set out its own response standards. In our previous inspection, we 
identified an area for improvement that the service should improve its performance 
against the response standards. The service has now set itself a 75 percent target of 
responding to dwelling fires within 10 minutes and RTCs within 15 minutes.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/retained/
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The service is now close to meeting all its standards. Home Office data shows that in 
the year to 31 March 2021, the service reached: 

• 71 percent of dwelling fires within the 10-minute target; and 

• 76 percent of RTCs within the 15-minute target. 

The average response time to dwelling fires in the year to 31 March 2021 was 
8 minutes 53 seconds, which is faster than the average for the predominantly rural 
service group of 9 minutes 11 seconds. The service has continually seen its 
call-handling times decrease. It should update this performance standard in its IRMP. 

Fire engine availability has been high 

To support its response plan, the service aims to have: 

• 98 percent of 56 risk-critical fire engines available; and 

• 85 percent of the remaining 66 fire engines available at all times. 

In 2020/21 the overall availability (wholetime and on-call combined) was 89 percent. 

In our previous inspection, we identified an area for improvement that the service 
should improve the availability of its on-call fire engines. The service has the highest 
number of on-call fire stations in England. In 2020/21 the availability of on-call fire 
engines was 88 percent, an encouraging improvement of 7 percent points compared 
to the previous year (it was 81 percent in 2019/20). We are pleased to see the 
availability of its on-call fire engines is improving. 

Staff have a good understanding of how to command incidents safely 

The service has trained incident commanders who are assessed regularly 
and properly. Each commander has an assessment every two years. This enables 
the service to safely, assertively and effectively manage the whole range of incidents 
that it could face, from small and routine ones to complex multi-agency incidents. 

The service has an incident command vehicle, which can be sent to fire stations for 
training. This makes it easier for command assessments to take place. We found that 
incident commanders trained to levels 3 and 4 receive CPD. However, this is not 
always the case for some incident commanders trained to levels 1 and 2. The service 
should make sure all incident commanders receive CPD in between their two-yearly 
command assessments. 

As part of our inspection, we interviewed incident commanders from across the 
service. The incident commanders we interviewed are familiar with risk assessing, 
decision-making and recording information at incidents in line with national best 
practice, as well as the Joint Emergency Services Interoperability Principles (JESIP). 

The service has completed a gap analysis following adoption of national operational 
guidance. It is working with other fire and rescue services to implement the guidance 
and to make sure a consistent approach is applied. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/joint-emergency-services-interoperability-principles-jesip/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-guidance/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-operational-guidance/
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Risk information is easily accessible to staff 

We sampled a range of risk information for those premises the service considers 
highest risk, for example hospitals and a prison. Information included what is in place 
for firefighters responding to incidents at high-risk, high-rise buildings and what 
information is held by fire control. 

The information we reviewed was up to date and detailed. It could be easily accessed 
and understood by staff. Encouragingly, it had been completed with input from the 
service’s prevention, protection and response functions when appropriate. 

The service is familiar with some of the significant risks in neighbouring fire 
and rescue service areas, which it might reasonably be asked to respond to in 
an emergency. As part of the Network Fire Services Partnership (NFSP), the 
service has access to Dorset & Wiltshire Fire and Rescue service risk information. 
However, some operational staff, including fire control, were not aware of the risk 
information available to them from other services. The service shares information 
about cross-border risks and major risks through a national database, which 
flexible-duty officers have access to. The service should make sure that all operational 
staff have access to this information. 

There are good arrangements to keep the public informed about incidents 

The service has good systems in place to inform the public about ongoing incidents 
and help keep them safe during and after incidents. This includes its website, which 
provides details about incidents on an interactive map. The service also uses social 
media to provide live incident information and to alert the public of disruption to local 
roads caused by incidents. The communications team have an out-of-hours contact 
rota, which can be accessed through fire control. 

The service should test its ability to provide fire survival guidance to many 

callers simultaneously 

The service has an effective partnership with Dorset & Wiltshire and Hampshire & Isle 
of Wight fire and rescue services through the NFSP. All three services share the same 
mobilising system, which means that, when necessary, they can take emergency calls 
for each other and mobilise resources. 

During our inspection, the service supported Hampshire & Isle of Wight FRS with 
that service’s ability to provide fire survival guidance to many callers simultaneously. 
But the service hasn’t reviewed its own ability to provide fire survival guidance to many 
callers simultaneously, as we would have expected it to. This was identified as 
learning for fire services after the Grenfell Tower fire. 

Control has good systems in place, for example Airwave radio, to exchange real-time 
risk information with incident commanders, other responding partner organisations 
and other supporting fire and rescue services. It has taken steps to review its  
high-rise procedures. Maintaining good situational awareness enables the service 
to communicate effectively with the public, providing them with accurate and 
tailored advice. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-control/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/mobilisation/
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Fire control staff are not always included in major exercises 

The service’s fire control staff are integrated into the service’s command, training, 
debrief and assurance activity. Fire control staff provided examples where they had 
been involved in a debrief following a fatality and the lessons learned were 
communicated to them. 

But fire control staff aren’t always involved in major exercises that are arranged 
internally. This means that they don’t have the opportunity to learn from others or 
contribute to the exercises. 

Effective operational debriefs are carried out 

We identified an area for improvement in our last inspection that the service should 
assure itself that the learning from lower-level incidents is routinely being captured. 
We are pleased that the service has addressed this. The service has good 
arrangements to share and receive operational learning locally and nationally. This is 
managed by the operational assurance team, which acts as a single point of contact 
for receiving and sharing information. 

As part of the inspection, we reviewed a range of emergency incidents and 
training events. These include fires that resulted in fatalities and exercises at the 
Devonport dockyard. The operational debriefs that we sampled had taken place within 
the timescales set out in policy. The service manages and identifies any trends and 
has responded to learning from incidents to improve its service for the public. 

Of the respondents to our staff survey, 28 percent (114 of 413) said they weren’t 
confident the service listens to feedback after operational incidents. We found that 
some staff have problems with their breathing apparatus as the Bluetooth connectivity 
is not always reliable, but they aren’t provided with the resolution. 

Responding to major and multi-agency incidents 

 

Good (2019: Good) 

Devon and Somerset Fire and Rescue Service is good at responding to major and 
multi-agency incidents. 

All fire and rescue services must be able to respond effectively to multi-agency and 
cross-border incidents. This means working with other fire and rescue services (known 
as intraoperability) and emergency services (known as interoperability). 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area.  
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The service is well prepared for major and multi-agency incidents 

The service has effectively anticipated and considered the reasonably foreseeable 
risks and threats it may face. It has tactical and multi-agency plans for all its high-risk 
premises such as the Hinkley Point power station and Exeter Airport. The service also 
considers community risks such as wide-area flooding. 

It is also familiar with some of the significant risks that could be faced by 
neighbouring fire and rescue services, which it might reasonably be asked to respond 
to in an emergency. The service was working with blue light and local authority 
partner organisations to support the planning for the G7 summit. But it has more to do. 
As previously mentioned, the service has access to risk information in some areas, 
but staff were not aware of all the significant risks faced by neighbouring fire and 
rescue services. 

There are effective arrangements in place to respond to major and multi-agency 

incidents 

We reviewed the arrangements the service has in place to respond to different major 
incidents, including marauding terrorist attacks (MTA). The service has good 
arrangements in place, which are well understood by staff. For example, fire control 
staff were familiar with what to do when a major incident is declared. And they knew 
how to request national resilience assets. To support them, a tactical advisor is 
assigned to fire control who acts as the liaison between fire control and the scene of 
the incident. The incident commanders we spoke to were confident in their ability to 
manage multi-agency incidents and work with partner organisations. 

The service has its own MTA teams. It has trained all the service’s operational staff in 
MTA and aligned its staff to the latest joint operating principles. This was identified as 
an area for improvement in our last inspection. All station-based staff are required to 
undertake four MTA training exercises per year. To support a major incident, the 
service has resources such as: 

• an urban search and rescue team; 

• mass decontamination units; 

• high-volume pumps; and 

• trained national inter-agency liaison officers. 

There was a high-profile incident in Plymouth involving an active shooter who 
tragically killed five people. The incident was dealt with by the police, but the service 
was ready to deploy its resources. Ultimately, they were not needed. 

It works effectively with its neighbouring fire and rescue services 

The service supports other fire and rescue services responding to emergency 
incidents. In May 2020, the service supported Dorset & Wiltshire Fire and Rescue 
Service at the major fire in Wareham Forest. It used some of its national assets such 
as the high-volume pump. The service also supported Cornwall Fire and Rescue 
Service at the G7 summit, which involved national leaders from across the world. 
The service has formal agreements for providing support to its neighbouring services. 
It is intraoperable with these services and can form part of a multi-agency response. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-resilience-assets/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/urban-search-and-rescue-usar/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/national-inter-agency-liaison-officer-nilo/
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Cross-border exercises take place 

In our last inspection, we identified an area for improvement that the service should 
make sure it has effective arrangements in place to monitor service-wide and 
cross-border exercises. The service has an organisational exercises procedure 
document, which sets out how exercises are carried out, including cross-border 
exercises. The service has worked with Cornwall Fire and Rescue Service and 
provided its operational staff with risk familiarisation and training on national assets. 

The document also sets out how external organisations will be involved, such as 
Devon & Cornwall Police, local authorities and the South Western Ambulance Service 
NHS Foundation Trust (SWASFT). This enables them to work more effectively 
together to keep the public safe. We were encouraged to see that feedback from 
these exercises is used to inform risk information and service plans. 

There is a good understanding of JESIP 

The incident commanders we interviewed had been trained in and were familiar with 
the JESIP. The service could provide us with strong evidence that it consistently 
follows these principles. This includes: 

• staff knowledge and use of the joint decision-making model; and 

• use of nationally recognised messaging (that is, messages that all emergency 
services and related agencies understand). 

The service works well with its partner organisations 

The service has good arrangements in place to respond to emergencies with other 
partners that make up the two local resilience forums (LRFs): Avon and Somerset; 
and Devon, Cornwall and Isles of Scilly. These arrangements include working with the 
service’s partners to prepare multi-agency response plans for high-risk sites. 

The service is a valued partner and is represented in the LRFs’ strategic and tactical 
co-ordinating groups and subgroups. During the initial stages of the pandemic, the 
service co-ordinated ambulance driving with the SWASFT for the south-west region, 
and shared information (such as the number of incidents it responded to). In addition, 
the service delivered essential items to vulnerable persons and trained NHS and 
clinical care staff who work with COVID-19 patients in the fitting of face masks. 
We were pleased to see the service continued to support SWASFT by providing staff 
to drive ambulances. 

The service takes part in regular training events with other members of the LRF and 
uses the learning to develop planning assumptions about responding to major and 
multi-agency incidents. The service took part in regional exercises with Cornwall Fire 
and Rescue Service in preparation for the G7 summit. It also carried out submarine 
and ship fire exercises.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/local-resilience-forum-lrf/
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The service keeps up to date with national learning 

The service keeps itself up to date with national operational learning updates from 
other fire services and joint organisational learning from other blue light partner 
organisations, such as the police service and ambulance trusts. This learning is used 
to inform planning assumptions that have been made with other partners. 

The service had attended an unexploded ordnance device in Exeter. The service 
mobilised its urban search and rescue team, among other resources, who assisted 
with the evacuation of residents. An internal command debrief was held and all 
learning was shared with the LRF multi-agency debrief group.
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Efficiency
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How efficient is the service at keeping 
people safe and secure? 

 

Good 

Summary 

An efficient fire and rescue service will manage its budget and use its resources 

properly and appropriately. It will align its resources to the risks and priorities identified 

in its integrated risk management plan (IRMP). It should try to achieve value for 

money and keep costs down without compromising public safety. It should make the 

best possible use of its resources to achieve better results for the public. Plans should 

be based on robust and realistic assumptions about income and costs. Devon and 

Somerset Fire and Rescue Service’s overall efficiency is good. 

Fire and rescue services should continually review whether its resources are located 
where the risks lie. The service has done this by making a bold move to close fire 
stations and relocating resources where the risks are greater. It also reviewed its duty 
systems and explored the removal of second and third fire engines at some stations. 

In October 2020, the service introduced a voluntary Pay for Availability scheme for its 
on-call firefighters despite a lack of support from the Fire Brigades Union at national 
level. We look forward to seeing how the scheme develops. 

In our previous inspection, we said the service needs to establish whether operational 
crews are productive and used efficiently to support prevention, protection and 
response. The service is taking steps to make sure the workforce’s time is as 
productive as possible. This includes implementing new ways of working. 

The service has a long-standing relationship with the SWASFT, which has developed 
through co-responding to category 1 incidents that are classified as life threatening 
and needing immediate intervention. Also, in collaboration with Devon & Cornwall 
Police, the service has introduced new roles. These collaborations have helped the 
service to achieve savings, which haven’t affected its operational performance and the 
service it provides to the public.  

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/integrated-risk-management-plan-irmp/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/retained/
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Despite the good progress made in this area, Red One Ltd, has an agreed debt of 
over £700,000. This debt has been accumulated over several years. The trading arm 
has a five-year business plan in place, which details how this debt will be repaid to the 
fire authority. 

Making best use of resources 

 

Good (2019: Requires improvement) 

Devon and Somerset Fire and Rescue Service is good at making best use of 
its resources. 

Fire and rescue services should manage their resources properly and appropriately, 
aligning them with the services’ risks and statutory responsibilities. Services should 
make best possible use of resources to achieve the best results for the public. 

The service’s budget for 2021/22 is £74.22m. This is a 1.99 percent increase from the 
previous financial year. 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

There are enough resources to deliver the objectives in the IRMP 

We are encouraged to see the improvements the service has made since the last 
inspection. The service has enough staff allocated to prevention, protection and 
response to reflect the risks and priorities identified in the IRMP. This was an area for 
improvement we identified in our last inspection. For example, the service has 
recruited extra protection staff and the fire authority has agreed that the service will 
recruit extra firefighters over the minimum number required due to staff retirements. 
The service would benefit from updating its IRMP to clearly show to the public the 
resources it has available (such as people). 

The service has clear financial plans. They are built on sound scenario planning. 
They help make sure the service is sustainable and are underpinned by financial 
controls that reduce the risk of misusing public money. The executive board and the 
fire authority provide overview and scrutiny of the service’s budget performance to 
ensure the appropriate use of public money. 

The service is effective at matching its resources to risk 

The service made a bold move to close fire stations and relocating its resources 
where the risks are greater. It also reviewed its duty systems and explored the 
removal of second and third fire engines at some stations. We expect fire and rescue 
services to continually review whether their resources are located where the risks lie. 

The service has the largest number of on-call firefighters in England. We are pleased 
that the service is continuing to review its duty systems. In October 2020, it introduced 
a voluntary Pay for Availability scheme for its on-call firefighters despite a lack of 
support from the Fire Brigades Union at national level. The scheme pays for an 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-and-rescue-authority/
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individual’s availability by the hour. Retainer fees, attendance and disturbance 
allowances are combined to reward the individual for the actual hours of availability. 
We spoke to on-call firefighters who welcome this scheme. At the time of our 
inspection, 85 percent of on-call stations had opted in. The service told us about the 
main benefits, which are: 

• greater flexibility in the number of hours firefighters are required to commit to; 

• more efficient use of resources by having only the required number of firefighters 
available at any one time; and 

• an end to unnecessary mobilisations of additional crews to stations. 

However, we spoke to on-call supervisory managers who told us that their workload 
has increased as they are now managing the Pay for Availability duty system. 
The service will be carrying out an evaluation, but we are interested to see how this 
scheme develops in future. 

Wholetime staff are more productive 

In our previous inspection, we said the service needs to establish whether 
operational crews are productive and used efficiently to support prevention, protection 
and response. We are encouraged to see the improvements the service has made. 
The service’s arrangements for managing performance are clearly linked to the 
service’s strategic priorities. 

The service is taking steps to make sure the workforce’s time is as productive as 
possible. This includes implementing new ways of working. The service has recently 
introduced new work routines for its wholetime staff. The station calendars are 
populated by the central administration team with prevention, protection and response 
activities, including training. Activities such as e-learning are carried out during the 
night. This makes sure that all wholetime staff are productive in what they do. 

The service has also recently introduced HSVs that wholetime staff complete. 
Most staff we spoke to welcome this as they wish to be seen out in their community 
and providing support where needed. 

The service has a structure to review and report on performance at all levels of the 
organisation. It publishes performance data on its website every three months, which 
includes response information. 

The service is effective at collaborating with others 

We are pleased to see the service meets its statutory duty to collaborate, and routinely 
considers opportunities to collaborate with other emergency responders. The service 
has a long-standing relationship with the SWASFT. It co-responds with the SWASFT 
to category 1 incidents that are classified as life threatening and needing immediate 
intervention. Also, in collaboration with Devon & Cornwall Police, the service has 
introduced the following roles: 

• Community support officer (combines a police community support officer and an 
on-call firefighter). 

• Community responder (an on-call firefighter trained as a special constable). 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/wholetime-firefighter
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This is a practice that achieves financial efficiencies and benefits for the community 
and the services involved. An evaluation of the community responder role has been 
carried out, which has identified some improvements to be made. We look forward to 
seeing how these roles develop. 

The service has a collaboration plan, which outlines the several collaborations it has. 
The service should continue to review and evaluate the benefits and results of all its 
collaborations. 

There are clear business continuity plans in place 

We are encouraged to see the improvements the service has made since the last 
inspection. The service has good continuity arrangements in place for areas where 
threats and risks are considered high. These threats and risks are regularly reviewed 
and tested so that staff are aware of the arrangements and their associated 
responsibilities. As part of the NFSP, the service regularly tests its ability to take calls 
from its neighbouring fire services. Any learning points are documented and 
incorporated into its process. 

Despite business continuity exercises taking place, the service would benefit from 
carrying out an exercise in a full evacuation of its control room as this hasn’t been 
carried out for several years. It is unclear how the service would cope in a situation in 
which they couldn’t use the control room for several hours or days. 

The service shows sound financial management 

There are regular reviews to consider all the service’s expenditure, including its 
non-pay costs. And this scrutiny makes sure the service gets value for money. 
For example, the fire authority reviews the service’s expenditure on a regular basis. 
The service also has external auditors who review the service’s financial management 
and its sustainability. 

The service has made savings and efficiencies, which haven’t affected its operational 
performance and the service it provides to the public. We found that: 

• it received capital of £367,000 by selling one of its fire stations; and 

• removing 9 fire engines has reduced its fleet costs by £2.49m, with ongoing annual 
savings. 

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

 

Requires improvement (2019: Good) 

Devon and Somerset Fire and Rescue Service requires improvement at making the 
service affordable now and in the future.  



 

 31 

Fire and rescue services should continuously look for ways to improve their 
effectiveness and efficiency. This includes transforming how they work and improving 
their value for money. Services should have robust spending plans that reflect future 
financial challenges and efficiency opportunities, and they should invest in better 
services for the public. 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The service understands its future financial challenges 

The service has a sound understanding of future financial challenges. It plans to 
mitigate its main or significant financial risks. For example, the service has acted on 
the pension court ruling in the ongoing firefighters pension dispute. 

The underpinning assumptions are relatively robust, realistic and prudent, and 
take account of the wider external environment and some scenario planning for 
future spending reductions. These include a potential reduction in council tax and 
business rates. The service also plans to implement a zero-based budget approach in 
the 2022/23 year. This should generate further savings as finances will be spent only 
when needed. 

The service’s Pay for Availability scheme was first introduced in October 2020. It is 
anticipated the service will incur an additional £2.8m expenditure per year from this 
investment if all stations take up the scheme. It is too early to tell whether the scheme 
provides value for money for the public as the full benefits are yet to be realised. 

There is a clear reserves plan 

The service has a sensible and sustainable plan for using its reserves. The fire 
authority aims for the general reserve to be maintained at 5 percent of the annual 
budget. At the start of 2020/21, the general reserve exceeded this at 6.88 percent of 
the authority’s net revenue budget. 

The service has generous reserves as these have been built up over several years 
from underspending in the capital programme and savings made in other areas. 
There is a clear plan for how these reserves will be used. A significant amount of 
funding has been set aside to support the change activity such as the service’s digital 
transformation and development of its people. 

Areas for improvement 

• The service needs to make sure that its fleet and estate strategies are 
regularly reviewed and evaluated to maximise potential efficiencies. 

• The service should be aware of, and invest in, developments in technology 
and future innovation to help improve and sustain operational efficiency and 
effectiveness. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/zero-based-budgeting/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/reserves/
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The fleet and estates plans should be aligned to the IRMP 

The service has a fleet plan, but the estates plan was still in draft. As mentioned 
earlier, the service would benefit from aligning its plans to its IRMP. We found that in 
some important areas such as fleet and estates, little progress is being made to 
achieve greater efficiencies through national initiatives and contracts. And the service 
doesn’t exploit opportunities often enough to improve efficiency and effectiveness 
presented by changes in fleet and estate provision. 

The service has a ten-year plan for its fleet. Operational staff we spoke to were 
pleased to be involved in the design phase when introducing new fire engines.  
At the time of our inspection, the service had just commissioned a survey to review 
all its estates. We found that some of the service’s estates were in disrepair and staff 
we spoke to often told us that any problems identified in the estates take a long time 
to resolve. We found that a drill tower had been decommissioned because required 
improvements had not been made, and some stations had problems with their heating 
system, which are yet to be fixed. We would encourage the service to make 
improvements in its estates. 

There is an environmental plan in place. Improvements are planned, such as making 
waste reduction a priority and introducing telematics in vehicles. We recognise the 
service is investing £314,000 from its reserves to make environmental improvements 
throughout the service. 

The service should use technology to help improve and sustain operational 

efficiency and effectiveness 

The service has a digital plan, which details how new technology will support staff. 
The service uses technology to improve efficiency and effectiveness. For example, it 
has partly released a new risk information IT application. This allows prevention, 
protection and response to share information instantly in one system. 

At the time of our inspection, the service was rolling out Microsoft 365. We spoke to 
some staff who told us that the service releases several new IT applications; however, 
these aren’t always further developed and limited support is provided when the 
applications are released. For example, most operational staff spoken to told us there 
wasn’t a method to record any CPD that takes place at an individual fire station. 
Management told us there is a way to record this, but this appears not to have been 
communicated effectively. 

We found that prevention, protection and response staff record most of their activities 
in a paper-based system. This isn’t an efficient use of time as the same staff then 
transfer the information to the relevant IT system. 

Trading arm 

As we reported in our last inspection, the fire authority had set up a trading arm, Red 
One Ltd. The company provides services to other fire and rescue services, the public 
and the commercial sector. At the time of our inspection, Red One Ltd, has an agreed 
debt of over £700,000. This debt has been accumulated over several years. 
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The trading arm has a five-year business plan in place, which details how this debt will 
be repaid to the fire authority. The business plan also details how fundamental 
changes have been made to the way the trading arm operates. The fire authority 
produces group consolidated accounts reflecting the performance of the service and 
Red One Ltd. In addition, the service has two non-executive directors on the board 
and controls to safeguard against conflicts of interest are in place. 

In view of the accrued debt, we will continue to have regard to the way the contract 
is administered, although we accept that responsibility for the contract rests with the 
fire authority.



 

 34 

People
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How well does the service look after its 
people? 

 

Requires improvement 

Summary 

A well-led fire and rescue service develops and maintains a workforce that is 
supported, professional, resilient, skilled, flexible and diverse. The service’s leaders 
should be positive role models, and this should be reflected in the behaviour of staff at 
all levels. All staff should feel supported and be given opportunities to develop. 
Equality, diversity and inclusion are part of everything the service does and its staff 
understand their role in promoting it. Overall, Devon and Somerset Fire and Rescue 
Service requires improvement at looking after its people. 

We are satisfied with some aspects of how well the service looks after its people, but 
there are areas where it needs to improve. 

In our 2019 inspection, we highlighted as a cause of concern that the service cannot 
assure itself that operational members of staff meet the minimum fitness requirements 
to perform their role. We are pleased that annual fitness assessments are now part of 
the operational staff’s maintenance of competence, which allows the service to 
monitor the assessments more closely. We are satisfied that the service has made 
enough progress for this cause of concern to be discharged. 

Despite most staff telling us they are aware of the service’s values; we found some 
behaviours that didn’t meet the standards expected. A common theme during our 
inspection was that some staff groups didn’t feel respected or valued. As a result, we 
have raised a new cause of concern. Nevertheless, it is encouraging to see various 
staff networks in place and the service has recently agreed to provide more support 
and time to these. The service has also recently introduced some new initiatives, such 
as ‘safe to’, which allows staff to challenge poor behaviours. However, more needs to 
be done in this area and all staff need to feel empowered to challenge poor behaviour. 

In our previous inspection, we identified an area for improvement that the service 
should have an effective grievance process in place. While some work has been done 
in this area, the service needs to do more. We were told by some staff that they don’t 
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have the confidence to raise workforce concerns as they felt it would be used against 
them in future promotion opportunities. 

The service needs to do more to make sure its recruitment and promotion processes 
are fair. From the files we sampled, we found that most applicants hadn’t been 
provided with feedback following the promotion process. We spoke to many 
operational staff who were frustrated and didn’t have confidence in the process. 

Promoting the right values and culture 

 

Requires improvement (2019: Requires improvement) 

Devon and Somerset Fire and Rescue Service requires improvement at promoting the 
right values and culture. 

Fire and rescue services should have positive and inclusive cultures, modelled by the 
behaviours of their senior leaders. Health and safety should be promoted effectively, 
and staff should have access to a range of wellbeing support that can be tailored to 
their individual needs. 

 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

Cause of concern 

The service has shown a clear intent from the executive board to improve the 
culture of the service. However, more needs to be done throughout the 
organisation. We have found evidence of poor behaviours that are not in line with 
service values. Some staff didn’t have the confidence to report these issues. 

Recommendation 

By 31 August 2022, the service should develop an action plan to: 

• make sure that its values and behaviours are understood and demonstrated at 
all levels of the organisation; and 

• make sure that staff are trained and supported to identify and challenge 
inappropriate behaviour when identified and that they have clear mechanisms 
in place to raise their concerns. 

Area for improvement 

The service should monitor secondary contracts to make sure working hours are 
not exceeded. 
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The service’s values are not routinely demonstrated by some staff 

We highlighted in our previous inspection that the service’s values and behaviours 
should be understood and demonstrated at all levels of the organisation. The service 
has a clearly defined set of values, and 97 percent (569 out of 586) of respondents to 
our staff survey said they are aware of them. Most staff we spoke to during the 
inspection displayed the service’s values and 84 percent (490 out of 586) of 
respondents to the survey said they are treated with dignity and respect at work. 

However, the culture of the organisation doesn’t always align with its values. We are 
concerned that some behaviours we saw or were told about didn’t meet the standards 
expected. A common theme during our inspection was that some staff groups didn’t 
feel respected or valued. For example, we found inappropriate behaviours by some 
wholetime firefighters towards their on-call colleagues. 

We were also told about cultures amongst local teams in some parts of the service 
where staff demonstrate unacceptable behaviours, such as disguising racist or sexist 
language as banter. Some firefighters made it clear that they wouldn’t work in some 
areas of the service due to the negativity they have experienced. 

We found that some staff didn’t have the confidence to challenge poor behaviour. 
We were told that managers would deal with this inconsistently and that, worryingly, 
some managers might ignore it. Of the respondents to our staff survey, 45 percent 
(261 out of 586) said they couldn’t challenge ideas without experiencing detrimental 
treatment afterwards. The service has recently introduced some new initiatives, such 
as ‘safe to’, which allows staff to challenge poor behaviours. There are also HR 
business partners assigned to stations to provide extra support. However, much 
more needs to be done in this area and all staff need to feel empowered to challenge 
poor behaviour. 

We were told that there is a disconnect at different levels of the service such as middle 
management. Some staff told us that information is not always filtered down effectively 
from senior leaders and, similarly, feedback provided to middle managers doesn’t 
make its way to senior leaders. Of the respondents to our staff survey who answered 
the relevant question, 34 percent (196 out of 569) stated that senior leaders did not 
consistently model and maintain the service’s values. 

The service has wellbeing provision in place 

The service continues to have well understood and effective wellbeing policies in 
place that are available to staff. Of the respondents to our staff survey, 98 percent 
(575 out of 586) reported they can access services to support their mental wellbeing. 
A significant range of wellbeing support is available to support both physical and 
mental health. For example: 

• The service has trained mental health first-aiders to support staff. 

• External counselling and occupational health services are available. 

• Specialist defusing officers are deployed immediately to staff who have 
experienced a traumatic event. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/wholetime-firefighter
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/retained/
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The service has trained defusers who provide support to staff immediately after they 
have experienced a traumatic incident. Attendance is mandatory but participation is 
not. Although this is a good practice, some staff told us that the defusing sessions are 
not always consistent, and the quality of the sessions varies. We were told that some 
defusers go into too much detail, which can have a negative effect on those staff who 
haven’t been directly involved in the incident. For example, staff told us that after a 
recent fatality, the defuser went into explicit detail about the scene of death, which 
caused trauma to staff who were not initially exposed to it. 

Health and safety arrangements are effective 

The service has effective and well understood health and safety policies and 
procedures in place. This was identified as an area for improvement in our last 
inspection. Since then, the service has recruited additional staff in the health and 
safety team and the chief fire officer now chairs the strategic health and safety 
committee, which meets quarterly. We were told this allows resulting actions to be 
completed in a timely manner. 

The service has also put in place processes to make sure its operational staff are 
meeting the minimum fitness requirements to perform their role, in response to this 
area being highlighted as a cause of concern in 2019. We are pleased that annual 
fitness assessments are now part of the operational staff’s maintenance of 
competence, which allows the service to monitor the fitness assessments more 
closely. All its operational staff are required to undergo an annual fitness assessment 
alongside a three-yearly medical. We are satisfied that the service has made enough 
progress for this cause of concern to be discharged. 

Both staff and representative bodies have confidence in the health and safety 
approach taken by the service. At the time of our inspection, the service introduced a 
personal alarm for those staff who mainly work alone, such as home safety 
technicians. Our staff survey shows that 92 percent of respondents (542 out of 586) 
feel their personal safety and welfare is treated seriously at work. 

There is a clear process to manage absence 

As part of our inspection, we reviewed some case files to consider how the service 
manages and supports staff through absence including sickness, parental and 
special leave. 

We found there are clear processes in place to manage absences for all staff. There is 
clear guidance for managers, who are confident in the process. Absences are 
managed well and in accordance with policy. The service introduced a new IT 
application that makes it easier for managers to review absences. The manager is 
now sent prompts, such as a prompt that a return-to-work interview is due. The 
application also allows the service to monitor any trends. There was evidence of 
managers making regular contact with staff who weren’t at work due to sickness. 

Overall, the service has seen a decrease in staff absences over the 12 months 
between 1 April 2020 and 31 March 2021. 
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The service should improve the way it monitors working hours 

The service has a policy on working hours and the management of secondary 
contracts. But not all staff we spoke to comply with them. This was an area for 
improvement we identified in our last inspection. As of 31 March 2020, 34 percent 
of wholetime staff had secondary employment. We found some of these were 
not properly monitored. For example, some on-call firefighters’ primary role is 
driving vehicles. These staff can also work wholetime shifts to cover any crewing 
shortfalls and volunteer to drive ambulances. We were told by staff that it is up to the 
individual and their manager to manage their hours but this doesn’t always happen. 

Getting the right people with the right skills 

 

Good (2019: Good) 

Devon and Somerset Fire and Rescue Service is good at getting the right people with 
the right skills. 

Fire and rescue services should have a workforce plan in place that is linked to their 
integrated risk management plans (IRMPs), sets out their current and future skills 
requirements and addresses capability gaps. They should supplement this with a 
culture of continuous improvement that includes appropriate learning and 
development throughout the service. 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The service has some workforce planning arrangements in place 

The service does some workforce planning, but it doesn’t take full account of the skills 
and capabilities it needs to be able to effectively meet the needs of its IRMP. At the 
time of our inspection, we found the service’s workforce plan was still in draft. The lack 
of workforce planning resulted in several vacancies in the prevention team during the 
early stages of the pandemic, which then resulted in a backlog of HSVs. We also 
found the number of staff in temporary promotion positions has increased in the last 
two years in most departments. The data shows that, in the year to 31 March 2021, 
63 wholetime members of staff (mostly crew and watch managers) were on a 
temporary promotion.  

Areas for improvement 

• The service should make sure its workforce plan takes full account of the 
necessary skills and capabilities to carry out the IRMP. 

• The service should address the high number of staff in temporary promotion 
positions. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/integrated-risk-management-plan-irmp/
https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/watch/
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However, we recognise the service is getting better at workforce planning. It now has 
strategic oversight where senior leaders and heads of department meet to provide 
more focus on workforce planning. The service has recently recruited in prevention, 
protection and response and there are workforce profiles for operational staff, which 
allow the service to better forecast which staff may be retiring. 

As the service is the largest employer of on-call firefighters, we were pleased to see it 
leading the design of the national on-call operational firefighter apprentice scheme. 
The service ran a pilot course, which six apprentices successfully passed. 

Learning and development takes place 

The service has a people plan, which details how the service aims to develop its staff. 
There is a structure in place for operational staff to follow to further develop 
themselves. However, this isn’t always the case for non-operational staff. We were 
told by some staff that they aren’t given the same opportunities as operational staff 
to develop. 

Supervisory managers complete an Institution of Occupational Safety and Health 
qualification and crew managers also complete the level 3 certificate in fire safety. 

During the pandemic, the service has adapted how it offers learning and development 
opportunities. It now includes the use of virtual platforms. However, some staff felt that 
the level of learning and development available to them decreased during this time. 
Overall, 68 percent of respondents to our staff survey (398 out of 586) said they are 
satisfied with the level of learning and development that is available to them. 

Most staff receive the appropriate training 

The service carries out most of its risk-critical training for operational staff well. 
The service has a good system in place to allow staff to monitor their training records. 
This allows the service to have better corporate oversight. We found good systems 
in place to make sure managers take responsibility for maintaining their team’s 
critical competencies. The service recognises that on-call firefighters make up most of 
its workforce and has invested in its e-learning packages to allow them to carry out 
some of their learning remotely. 

Most staff told us that they can access the training they need. Overall, 79 percent of 
respondents to our staff survey (463 out of 586) said they have received sufficient 
training to effectively do their job. We also found: 

• prevention staff receive the appropriate training; 

• protection staff use the National Competency Framework to ensure consistent, 
professional training of staff; and 

• fire control staff training is aligned to the NFSP. 

We spoke to on-call firefighters who welcome the new Pay for Availability scheme. 
This allows them to attend a more diverse range of incidents, which results in their 
operational skills being continually maintained. 

https://www.justiceinspectorates.gov.uk/hmicfrs/glossary/fire-control/
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Ensuring fairness and promoting diversity 

 

Requires improvement (2019: Requires improvement) 

Devon and Somerset Fire and Rescue Service requires improvement at ensuring 
fairness and promoting diversity. 

Creating a more representative workforce will provide huge benefits for fire and 
rescue services. This includes greater access to talent and different ways of thinking, 
and improved understanding of and engagement with their local communities. 
Each service should make sure equality, diversity and inclusion are firmly understood 
and demonstrated throughout the organisation. This includes successfully taking steps 
to remove inequality and making progress to improve fairness, diversity and inclusion 
at all levels of the service. It should proactively seek and respond to feedback from 
staff and make sure any action taken is meaningful. 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

The service should listen to its staff’s ideas and suggestions 

Senior leaders have engaged with the workforce by providing it with weekly 
communication blogs. They also have a programme of engagement sessions with 
staff that take place throughout the service. These allow senior leaders to provide 
useful updates. During the early stages of the pandemic, a senior leader contacted 
each wholetime watch to give daily support. 

Although the service has some means of gathering staff feedback, they are 
inconsistent and not wide ranging. For example, 39 percent (230 out of 586) of staff 
responding to our survey said they weren’t confident their ideas or suggestions will be 
listened to. 

The service has various staff networks in place such as: 

• Female Firefighters Forum; 

• Dyslexia and Disability; 

• Multicultural Support; and 

• Fire Pride. 

Areas for improvement 

• The service should make sure that it has effective grievance procedures. 
It should identify and implement ways to improve staff confidence in the 
grievance process. 

• The service should improve staff understanding of the purpose and benefits of 
positive action. 
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The network chairs meet with the chief and deputy chief fire officer every quarter, who 
in turn update the workforce with any developments in the weekly blogs. The networks 
influence improvements. For example, the Dyslexia and Disability Network makes 
sure reasonable adjustments are considered in all training material. Furthermore, the 
service has recently approved a business case for providing more support and 
dedicated time to the networks. 

While the wider workforce welcomes the networks, some staff told us they would like 
to be involved and they aren’t always provided with information following the meetings. 
We are pleased to see the networks in place but the service should continually work 
with and develop them as they can bring about positive changes to the service. 

The service needs to instil confidence in staff who raise workforce concerns 

In our previous inspection, we identified an area for improvement that the service 
should have an effective grievance process in place. While some work has been done 
in this area, the service needs to do more. We were told by some staff that they don’t 
have the confidence to raise workforce concerns as they felt it would be used against 
them in future promotion opportunities. 

The service must go further to improve staff understanding of bullying, harassment 
and discrimination, including their responsibilities for eliminating it. Through our staff 
survey, 14 percent (82 out of 586) of respondents told us they had been subject to 
bullying or harassment and 18 percent (105 out of 586) to discrimination over the past 
12 months. Not all representative bodies felt that the service had appropriate 
processes in place to eliminate bullying and harassment and that appropriate action 
was taken. We were also told that cases take a long time to resolve. 

Although the service does have policies and procedures in place, staff have limited 
confidence in the service’s ability to deal effectively with cases of bullying, harassment 
and discrimination, grievances and discipline. 

As previously mentioned, the service has recently introduced a ‘safe to’ initiative. 
This has influenced the review of policies and procedures for matters such as 
discipline, grievances, resolution and capability to perform a role as required to help 
make sure people feel safe to learn, contribute and challenge. We recognise that this 
will take time to implement. 

We found that exit interviews aren’t always carried out, particularly for on-call 
firefighter roles. The service may be missing opportunities to work with staff to find out 
what does and doesn’t work in the organisation and to identify any potential 
improvements the service could make. 

Not all staff understand the benefits of positive action 

The service has made some improvements in increasing staff diversity at all levels of 
the organisation. Joiners from ethnic minority backgrounds and female joiners have 
increased in the last two years. On 31 March 2021, for wholetime firefighter 
recruitment, 13 percent of new recruits were women and 6 percent were from ethnic 
minority backgrounds. Of the whole workforce, 1 percent were from ethnic minority 
backgrounds and 13 percent were women. The England average is 5 percent from 
ethnic minority backgrounds and 17 percent women. 
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The service is continuing to learn from its firefighter recruitment campaigns and 
evaluates each stage. For example, the service has reviewed its recruitment policy 
and removed outdated or unnecessary criteria that could be causing disproportionality. 

While positive action is carried out to promote roles throughout the service, this is not 
always understood by the workforce. During our interviews, we were told by 
individuals that they felt positive action discriminated against them because they were 
white males. Staff we spoke to didn’t know why the activities take place and what the 
benefits of having a diverse workforce are. 

It was good to see that a recent senior staff appointment was made from outside 
the service. But the service knows it needs to go further to increase workforce 
diversity, especially in middle and senior management. 

More needs to be done concerning EDI 

The service has improved its approach to EDI but there is more to do. It is 
encouraging to see how the service acted swiftly to address inappropriate language 
and poor behaviour of some firefighters. An intervention workshop was arranged that 
centred on understanding how the use of language affects different people and on 
staff’s ability to challenge inappropriate behaviour. We found that staff are required to 
complete EDI training every three years. The service should review whether the 
frequency of this training is enough. We were told that senior leaders received 
bespoke EDI training internally, but there are no plans to roll this out to the rest of the 
workforce. The service would benefit from having a clear plan and an evaluation 
mechanism when new initiatives are introduced, as this would allow it to better 
understand how effective they have been. 

The service has a process in place to carry out equality impact assessments (EqIAs). 
The ones we reviewed had been completed to a good standard and involved 
engagement with external organisations. However, more could be done to improve 
organisational learning, as we found that the information and findings in the EqIAs that 
may affect staff with protected characteristics wasn’t shared across the service. 
Furthermore, we found that staff aren’t trained in how to complete an EqIA and the 
EqIAs aren’t regularly reviewed or evaluated. Alongside EqIAs, the service has people 
impact assessments. The service will benefit from reviewing whether both processes 
are required as this may cause confusion to staff. 

The service has reviewed its workplace facilities 

We are pleased that the service has reviewed its workplaces to ensure the facilities 
are accessible and suitable for female staff. We identified this as an area for 
improvement in our last inspection. Investment has been made in some stations, such 
as the installation of dividers and the provision of individual restrooms. 

However, we were surprised to find that, in some stations, males were continuing to 
use facilities provided for females, and staff didn’t have the confidence to speak up. 
We recognise that some stations require longer term investment and plans are in 
place for those stations to be modernised, but males should not be using facilities 
provided for females. 
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Managing performance and developing leaders 

 

Requires improvement (2019: Requires improvement) 

Devon and Somerset Fire and Rescue Service requires improvement at managing 
performance and developing leaders. 

Fire and rescue services should have robust and meaningful performance 
management arrangements in place for their staff. All staff should be supported to 
meet their potential, and there should be a focus on developing staff and improving 
diversity into leadership roles. 

 

We set out our detailed findings below. These are the basis for our judgment of the 
service’s performance in this area. 

Staff don’t have confidence in the promotion process 

The service needs to do more to make sure its recruitment and promotion processes 
are fair. The service has made changes to its promotion process but recognises it 
needs to do more. The staff survey shows that 57 percent (335 out of 586) of 
respondents disagreed that the promotion process is fair. 

From the files we sampled, we found that most applicants hadn’t been provided with 
feedback following the promotion process. This means that staff can’t develop or 
improve before they apply next time. The process has an endorsement stage at 
which a line manager approves the suitability of a firefighter going for promotion. 
However, most staff said the endorsement stage was inconsistent and not fair. 
For example, a firefighter told us they were endorsed by a manager they hadn’t met. 
We spoke to many operational staff who were frustrated and didn’t have confidence in 
the process. In addition, managers aren’t trained in having those difficult 
conversations with staff who they deem unsuitable for promotion. We were also told 
by on-call firefighters that the requirements to join the wholetime duty system changed 
midway through the process and the whole experience was onerous. The service has 
carried out an evaluation of its on-call-to-wholetime firefighter process and there are 
plans in place to improve it. 

Areas for improvement 

• The service should make sure its selection, development and promotion of 
staff is open and fair, and that feedback is available to staff. 

• The service should improve all staff understanding and application of the 
performance development review process. 

• The service should put in place an open and fair process to identify, develop 
and support high-potential staff and aspiring leaders. 
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The service needs to review individuals’ performance more often 

Since our previous inspection, a new personal performance development IT 
application has been introduced. However, through interview, focus group and staff 
survey, we found staff (at various levels) who had not had a conversation about 
learning and development or a personal development review in the last 12 months. 
Furthermore, not all staff had specific and individual objectives and not all had had a 
conversation in the last 12 months about their performance. 

The service told us that managers receive performance training from an external 
organisation, which encourages managers to hold regular performance conversations. 
But in our staff survey: 

• 32 percent (188 of 586) of respondents said they hadn’t had a personal 
development review in the last 12 months; 

• 55 percent (322 of 586) of respondents said they have a conversation about 
performance with their line manager twice a year or less; and 

• 6 percent (33 of 586) of respondents said they have never had a conversation 
about performance with their line manager. 

The service should identify and develop its high-potential staff at all levels 

The service should put in place an open and fair process to identify, develop and 
support high-potential staff and aspiring leaders. This is an area for improvement we 
identified in our last inspection. The service has invested in a range of leadership 
programmes. These include Chartered Management Institute certificates and 
apprentice leadership courses. But more progress needs to be made. 

The service needs to improve how it actively manages the career pathways of staff, 
including those with specialist skills and those who are suitable for leadership roles. 
The service doesn’t have a talent management scheme to develop leaders and 
high-potential staff. 

Temporary promotions aren’t well managed, and we found evidence of them being in 
place for longer than appropriate. For example, our data shows that one staff member 
has been in a temporary post for more than six years. 

A sponsorship programme has been introduced with partner organisations. This is 
open to females who wish to develop themselves. Seven females enrolled on the 
first programme. They were matched with sponsors at senior leader level who 
will provide mentoring and support. They can attend various board meetings 
and workshops. We spoke to some females who spoke highly of the programme and 
we look forward to seeing how this develops in future. 

The service told us that over 50 on-call firefighters have transferred to the wholetime 
duty system. We spoke to some of the on-call firefighters who are attending a 
migration course. There was some frustration at having to complete the wholetime 
development programme despite some staff being competent supervisory managers 
in their on-call capacity. The service should review the process for this.
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