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INTRODUCTION
Since the 1990’s managers have both initiated and been affected by rapid and possibly irreversible change.   Continued pressure from Central Government and the market’s drive for efficiency has necessitated changes to the role of management in both the Private and Public Sectors.  The Emergency Services in particular have undergone unprecedented changes, following the publications of the Modernising Government White Paper (1999).

As an employee of Hampshire Fire and Rescue Service (HFRS), I have witnessed countless changes to Service Management Strategy over eight years.  The reasons for which have gradually become more apparent to me, through my Business and Public Service Management studies at University College Winchester.
However, I now question whether Performance Management is too readily applied across the Public Sector, and whether Government targets and time-lines are realistic and practicable.  I also question whether the Public Service functions can sustain effectiveness and efficiency during this massive modernisation agenda.
My analysis will concentrate on the Fire Service using Hampshire Fire and Rescue Service (HFRS) as the ‘control’ Fire and Rescue Authority.  My aim is to analyse whether the restructure was necessary and whether the Government’ Performance Management targets are improving or hindering the smooth running of the Modern Fire Service.  I will be paying particular attention to the gender and ethnic-minority group issues.
CHAPTER 1 - BACKGROUND

Pressure from Central Government necessitates the implementation of unprecedented strategic management changes to the Emergency Services, following the publication of the Modernising Government White Paper (1999).
The White Paper called for action ‘to tackle under-representation of women, ethnic minorities and people with disabilities’ and emphasised the priority for Public Services to serve and reflect the full diversity of society, on issues of fairness and diversity.  HM Fire Service Inspectorate produced a Scoping Study (2001) and the DTLR a second Equal Opportunities Action Plan (2001) and both reiterated an agenda for change.

The Government wants ‘a society which is equal for all’. The Fire Service, traditionally a white male-dominated, militaristic organisation, needs to change its’ service delivery and employment terms, to make inroads into historically, hard to reach parts of the community.  

The scoping study Managing a Modernised Fire Service (2001) was completed prior to the Fire Service Thematic Review into Equality and Fairness (2001) which identified most senior managers (uniformed and non-uniformed) understood the value and implementation of diversity in the workforce. There was clear evidence this was not universally understood and owned at Watch/Station level.  This reaction initiated a further review into leadership in the Fire Service. 
The Fire Service dispute (2002) had major implications for the future of the UK Fire Service.  Agreement reached embodied increased pay in exchange for major reform and modernisation.
Improved Community Safety is a key issue with the need for reductions in fires, fire injuries and fire deaths and the requirement to work with other agencies to reduce these and improve quality of life. 
HFRS commissioned the Opinion Research Services (2003) to undertake a survey of Hampshire residents, under the remit of the National Public Opinion Survey (NPOS). It looked at aspects of the Service and the resultant influence on householders.  
The Office of the Deputy Prime Minister (ODPM) accelerated the publication of the White Paper (2003) Our Fire & Rescue Service to bring about the modernisation of the UK Fire Service and the drive for Civil Resilience.  Following major terrorist attacks (2001) the need to reappraise the response capacity and capabilities of the UK Emergency Services became apparent.  Emphasis was placed on Partnership working, Integration, Regionalisation and New Dimensions Emergency Planning.  
The ODPM created the Civil Resilience Directorate (CRD) in June 2003, to co-ordinate national resilience planning. The CRD has been involved with both the Civil Contingencies Bill (2004) and the Fire & Rescue Services Act (2004). The two substantive parts of the Bill and accompanying non-legislative measures, cover arrangements for civil protection and emergency powers. The policies and arrangements for handling major emergencies are evidence based. 
Section 9 of the Fire & Rescue Services Act (2004) empowers the Secretary of State, to specify the type of emergency a Fire & Rescue Authority (FRA) must respond to and the nature of the provision.  
The current major Fire & Rescue Service initiatives:

· Resilience and New Dimensions Strategy 
· Firelink Radio Communications Project 

· Regional Management Boards (RMBs) – 

· Integrated Risk Management Plan (IRMP) 
· Integrated Personal Development System (IPDS)

· Comprehensive Performance Assessment (CPA)

· Implementation of Fire Safety Enforcement,  Fire Safety, Licensing and Equalities Legislation
· FiReControl Project 
· Partnership Working 
The Fire & Rescue Services Act (2004) is the first substantial piece of legislation since the Fire Services Act (1947). It puts Fire Prevention at the heart of legislation, and provides FRAs with flexible powers to work with partners in the community, to develop best response to local challenges, whilst giving wide discretion to plan, equip and respond to meet local risk and priorities.

The ODPM National Framework Document (2004/5) required the Fire Services to become actively involved in partnership working, to deliver improved public safety, a reduction in arson and hoax calls, and an emphasis on Fire Prevention.  The culture change from the prescriptive to the risk assessment approach.  Effective enforcement action, measured against performance indicators will necessitate personnel and systems development and increased use of e-delivery. Changes have been introduced to complete the rank to role assimilation and analysis of Management roles.
The ODPM National Framework Document (2005/6, takes account of the progress achieved on modernisation, covering key areas of Integrated Risk Management Planning (IRMP); Resilience and New Dimensions; the establishment of Regional Management Boards and Regional Control Centres and Equality and Diversity issues.  
Integrated Personal Development System (IPDS) will impact through: National Occupational Standards (NOS); role maps; management structures; points of entry; assessment process; development processes; training options.  Personnel will benefit from structured opportunities; career pathways; flexibility in management; recognition of competence; benchmarked standards; individual participation.  

The expectations of the National Framework will be central to the Audit Commission’s assessment of the Fire & Rescue Service. The Comprehensive Performance Assessment (CPA) is an important element of the Audit Commissions Strategic Approach to Regulation.  
The Audit Commission (2004) published a consultation report on methodology for Fire CPA, following a pilot implementation of four Fire Authorities. These Authorities and representative bodies undertook a feedback workshop (2004), which produced interesting information to rethink and improve Fire CPA.  September 2004 saw the production of the ‘Response to Consultation – Comprehensive Performance Assessment for the Fire & Rescue Service in England’. Outcomes will be measurable against the aims and objectives of the ODPM for the British Fire & Rescue Service
Hampshire Fire & Rescue Service (HFRS) conducted a CPA Self-Assessment (2004) prior to their CPA Review (2005).  Solace Enterprises, an accredited provider, co-ordinated the Peers Challenge (2004) HFRS submitted a timetable of activities and produced a CPA Self Assessment Evidence Register (2004). 
HFRS Chief Officer and members of the Senior Management Team gave a ‘warts and all’ feedback from the Peers Challenge (2004), to Service personnel, in a series of presentations. This presentation and CPA Self Assessment Evidence Register are on the HFRS website (www.hantsfire.gov.uk) .  
CHAPTER 2 - INTEGRATED RISK MANAGEMENT PLAN (IRMP)
The White Paper (2003) highlighted that the National Standards of Fire Cover were inflexible and focused on risk to property rather than to life.  In April 2003 these standards were replaced with local Integrated Risk Management Plans (IRMPs) which each Fire Authority is required to have in place and maintain. 

IPMPs set out the FRA’s strategy, in collaboration with other agencies for:

	· reducing the number and severity of fires, road traffic accidents and other emergency incidents occurring in the area for which it is responsible;

· reducing the severity of injuries in fires, road traffic accidents and other emergency incidents;

· reducing the commercial, economic and social impact of fires and other emergency incidents;

· safeguarding the environment and heritage (both built and natural); and

· providing value for money




Source: The Fire and Rescue National Framework 2005/06, Para 1.2, Page 7
Following assessment of the local need, the IRMP must set out plans to effectively tackle both existing and potential risks to the community   Each FRA must consult with their local communities to produce an annual Action Plan, which makes effective and efficient use of resources, targeting areas of greatest risk and concentrating on placing resources where they will have the biggest impact on saving lives. 
Central Government provided initial guidance on the preparation and maintenance of the IRMP and on the impact of the Working Time Regulations (2004) on current and new working practices. However in reality FRAs have to use the resources they have available because of budgetary restrictions.  The ODPM intends the process to become easier by realigning the IRMP and Best Value Performance Plan (BVPP)
Several FRAs have not completed the customisation of the Fire Service Emergency Cover (FSEC) Toolkit and have therefore found problems making significant changes.
In HFRS the IRMP is the core of the Corporate Planning Framework, being influenced by key policies, plans and strategies, which are in themselves subject to audit and review through external and internal audit, Comprehensive Performance Assessment (CPA) and the Self-assessment and Review. The future of the Service is now built on four key elements to drive down risk: 

Prevention 
Preventing emergencies is preferable to responding to them. The Service is now proactive and embraces partnership working.  Groups most at risk are targeted, particularly the elderly. HFRS work with the Police to promote the serious social impact of arson. Community Fire Safety Teams, supported by Operational Response personnel, focus on delivering education activities and safety campaigns to their local communities.  HFRS aim is to ensure every house in the county has a Home Safety Check and smoke alarms fitted.
Protection
Fire Safety Officers engage in design-stage risk reduction with architects and designers to ensure all aspects of building and use adhere to technical fire safety standards through the enforcement of statutory regulations.  HFRS are encouraging the use of sprinkler systems in ‘at-risk’ buildings.  They have transferred 2% of resources into prevention and protection activities and planned a thorough publicity and education campaign to support the introduction of the new Fire Safety Regulatory Reform Order (2001)
Response 
HFRS Wholetime firefighters (full-time) crew fifteen Fire Stations in densely populated areas and Retained (part-time) firefighters who live and work locally respond to the remaining thirty-seven Fire Stations when required. To meet the ‘8/80’ response target (respond within eight minutes in 80% of incidents), trials are taking place in Popley, Havant and Winchester to assess integration of Fire Crews at Community Centres.
A major drain on resources is turnout to Automatic Fire Alarms (AFA) so HFRS will now separate emergency and non-emergency calls in an approach to reduced attendance.
HFRS have complied with Government by the introduction of a Co-responders Scheme to mount a first response to specific medical emergencies in support of the Ambulance Service.  Staff are concerned that they do not become substitutes for the Ambulance Service
Resource 

To improve the effectiveness and quality of service provided HFRS needs to ensure the workforce possess the right skills and abilities to meet their targets.  The aim is to produce short, medium and long-term strategy and workforce plans.  Central to this will be the Integrated Personal Development System (IPDS).  They will use Best Practice in recruitment/retention of under-represented groups, and develop initiatives to reduce ill-health and absence to ensure health and safety of the workforce.
The Condition Survey for the Authority’s sites and buildings will be regularly updated. Substantial improvement to the practical facilities and accommodation at Service Headquarters are planned.  The vehicle fleet has to satisfy current and future risks and be cost-effectively maintained.
Information and Communications Technology (ICT) needs to be more resilient in business-critical areas and more responsive to users’ needs and demands and this will be monitored.  The network capacity will be increased to successfully deliver facilities that exceed expectations for enabling electronic service delivery (e-government).
HFRS will compare and analyse the cost of service delivery with other Authorities of a similar size and risk profile, to identify areas for potential improvements in relative cost-effectiveness.  Group Managers will receive budget allocations to pump-prime and support local initiatives aimed at reducing risk in local communities.
HFRS will participate in Local Public Sector Agreements (LPSAs) activities with other partners where outcomes have the potential to produce safer communities. And will actively participate in the South-East Regional Management Board to identify opportunities for improving cost-effectiveness and quality of delivering front-line and support services.
(Source: Derived from HFRS IRMP 2005)
IRMP is therefore planning at a strategic level which is totally in the control of the Fire Service. It becomes a reality through the Corporate Plan which is the heart of the Organisation.
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                    Source: Derived from HFRS Corporate Plan 2005
One problem with IRMP is that a section of the workforce is ‘too long in the tooth’ and fails to recognise the need for change because the system has always ‘worked’.  In truth they are probably frightened of change.
Another is that Senior Management Teams will put a disproportionate effort into meeting targets imposed on FRAs from the national perspective as there is an inbuilt incentive to concentrate totally on targets:

· 3% reduction in number of building fires by 2006

· diverting 2% of current resources to prevention activities by 2008

· 20% reduction in fire deaths and injuries in the home by 2010

· 10% reduction in fires started deliberately by 2010

There is concern that Government uses the same criteria for the Fire Service as for schools and hospitals, which are totally different organisations.  Government has not taken account for Scale of numbers, for instance, if HFRS have a major incident with six fire deaths, this has a large impact on statistics if, in previous years HFRS have only had one fire fatality.  It only takes an individual incident in their geographical area to completely upset the targets. This would be more apparent in a FRA like Devon and Cornwall where annual fire deaths could be just one, how can this then be reduce by 20%?   Government should not compare small rural FRAs with large urban FRAs , Firegrounds are different.
FRAs are tasked to educate and inform to aid prevention. It is fruitless informing the elderly not to use chip-pans as their likely response is “we’ve used them for years and the chips taste better” so better to target the children.  Also if Health Service advertising has failed over time to stop people from smoking, it is unlikely that the ODPM can stop it by saying “smoking causes fires”.
Characteristic of the Fire Service 1950-2005
In 1950s firemen (men only) worked seventy-two hours per week and beds were therefore needed on stations. Throughout the 1960s the hours were still high but there was a strong community spirit.  They socialised, ate, and trained together.  They looked out for each other and their own families were included in station life.
The regime was military where recruits were brought down to size and then built up, encouraged and ‘nurtured’.  This made a strong unit, members understood and worked well together and relied on each other in dangerous situations.

1970s there was discontent, strikes and changes in conditions.  Real bad-feeling were experienced among the striking factions because of their close knit community.  Hours were cut and Conditions of Services were changed.  The Union banned overtime to protect its’ members but this lasted thirty years and subsequently worked against them. 
Discontent regarding changes and cutbacks, will kill morale and dedication to the Service.  The community breaks down, camaraderie goes, niggles start and firefighters no longer socialise together. Because the shift system allows, most firefighters have second jobs and these gradually take precedence over firefighting.

Today, Government perceived ‘interference’ in Service procedures, has alienated firefighters. They know they possess the expertise to function in operational situations far better than ‘outsiders’.
The Fire and Rescue Act 2004

The Fire and Rescue Act (2004) is the first substantive fire legislation since the Fire Services Act (1947).  Performance management was non-existent; FRAs were measured by their physical resources. For instance, they  met the criteria if they had the requisite number of appliances.  No account was taken of the vehicles’ performance.

Central Government took a prescriptive approach to managing FRAs. Following Acts of Parliament, Home Office (HO) Circulars were randomly issued together with ‘Dear Chief Fire Officer’ letters stating “It would be a good idea if you…….” and it was necessary to comply.
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Source: Derived from various Fire Service documents
Government legislation becomes a reality through the annual National Framework.  The Chief Officer is basically now a Chief Executive – he executes  and FRAs are more or less, given a piece of rope to play with to achieve the Framework requirement, with higher standards than previously.  
CHAPTER 3 - REGIONALISATION

The acceleration of the White Paper (2003) to bring about the modernisation of the UK Fire Service and the drive for Civil Resilience, was as a direct result of the terrorist attacks on 11 September 2001 (9/11), which resulted in the deliberate destruction of the World Trade Centre, New York and the partial destruction of the Pentagon in Washington. These events brought about the realisation that should a similar attack happen in the UK, our Emergency Services working in isolation, would not have the capability to cope.  

The Fire Services Act (1947) was introduced to standardise equipment after World War II with the realisation that shared crews from other counties had incompatible equipment and procedures.  The same happened on ‘9/11’ when communication, Control Systems, Command Management and procedural issues were incompatible.  The massive surge of calls to the Emergency Services, rendered the Control and Communications Centres incapable.
It became apparent in UK that local FRAs lacked the capability to provide an effective, efficient and economical service in specialist areas such as responding to major terrorist attacks and natural disasters.  It was agreed that there should be collaboration on training and procurement services and that a Regional approach should be adopted.
However, the Emergency Services will only have the capability to deal with something as big as 9/11.  Contingency plans can not be made for example suicide bombers. 

The ODPM worked closely with the Local Government Association (LGA) to set up nine Regional Management Boards (RMBs) across the Country. These had six key areas of work which should:

	· integrate common and specialist services – such as Fire Investigation

· put in place effective Resilience Plans  for large scale emergencies

· introduce Regional Personnel and Human Resource functions

· develop a regional approach to Training

· establish Regional Control Centres

· introduce Regional Procurement within the context of a National procurement strategy




Source: The Fire and Rescue National Framework 2005/6, Para 2.9, Page 13
The Secretary of State will procure equipment and services for FRAs and direct them in the use of that equipment, to ensure uniformity of approach across the Service, crucial to National Resilience.
However there is much scepticism about bringing FRAs under the ‘umbrella’ of the RMBs.  The Fire Brigades’ Union (FBU) see no discernible benefits to the Service or public safety.  Fire Authorities are concerned that the right measures are not in place to safeguard successful implementation.  
The Shadow Secretary of State, Phillip Hammond, believes that “tax-payers' money should be focused on firefighting, not creating additional tiers of regional bureaucracy”.  Speaking at the Local Government Association (LGA) Fire Conference on 16 March 2005 he stated that the Conservative Party would plan to stop regionalisation, strengthen national resilience and maintain local accountability in the Fire Service.  They believe that Fire and Rescue as a local service should be controlled by locally accountable FRAs, “not by a regional quango”.
FiReControl Project
The Government commissioned Mott MacDonald to review  Fire Control Rooms (2000) this was updated in 2003, following the outcome of the Independent Review of the Fire Service (Bain, Lyons and Young, 2002) and  the White Paper (2003) which recommended a move to a network of Regional Control Centres (Appendix ix).  

The FiReControl Project is co-ordinating the amalgamation the forty-six local Fire Brigade Control Rooms in England, into nine Regional Control Centres (RCCs).  As part of the Critical National Infrastructure, they will be capable of handling large scale incidents ranging from environmental disasters to terrorist attack.   They will have the same organisational structure, roles and responsibilities using the same technology, systems, processes and methods. Through the resilience network, should any RCC cease to be operational, there will be capacity to provide fallback support. 
The first RCC are planned to go live early in 2006 and the remainder at the end of 2007. For a smooth and seamless transition it is necessary maintenance of business continuity during the transfer regarding staff training (forty-six operating schemes), and best-practice delivery of the service from nine locations.  
Although autonomy has been given to FRAs all communications and Control Centre issues have been ear-marked for Regionalisation.  This applies to procurement, because equipment, appliances and buildings will be dealt with regionally.  IRMP budgetary items in the Corporate Plan then become a nonsense as regions decide which appliances etc. to purchase. The whole approach to recruitment, training and development will also become regional. A bigger agenda has taken away the IRMP Response Plan; I wonder whether the Fire Service returning to the days of the Fire Service Act (1947).
All FRAs have slightly varied Response Plans.  HFRS have numerous thatched properties and Control will automatically send four pumps, a water carrier and an Officer to a thatch fire.  However some counties have relatively few thatches and just send one pump, a water carrier and an Officer. With RCCs how soon will it be before a common approach is agreed?
RCCs will be imposed on FRAs at the expense of operationally proven local Control Rooms. FRAs will have to delegate critical functions to unaccountable RMBs. The Conservatives question whether single RCCs could effectively provide an adequate cover to the areas such as 23,000 sq km in the South-West region. 
Another concern is that RCCs will experience similar teething problems that the new Air Traffic Control Centre, Swanwick experienced with computer systems failure, which resulted in chaos for airlines (www.pcw.co.uk./news/1115573).
Firelink Radio Communications
The existing radio systems are currently the responsibility of individual FRAs and have a limited level of interoperability between Brigades and other Emergency Services.  Most wide-area radio systems were installed in the 1970s and the existing radio spectrum will be withdrawn in 2007. 

The Firelink Project is designed to ensure voice communication between the Police, Ambulance and Fire Services at major incidents. It is an important investment in radio communication which will bring improved resilience to ensure the Fire and Rescue Service can respond to priority incidents.
CHAPTER 4 - NEW DIMENSIONS – CIVIL RESILIENCE 

The Government have provided a modern legislative framework and created a statutory footing for FRA activities currently undertaken. This ensures a consistent approach for enhanced national resilience – the country is prepared to detect, prevent and respond at speed and certainty to major emergencies.
FRAs had to develop their capacity to respond to new challenges in accordance with the national New Dimensions Programme.  Effective response was needed to meet the whole range of incidents they might encounter such as chemical, biological, radiological and nuclear (CBRN) incidents (terrorist threat); chemical spills and collapsed buildings (industrial and domestic accidents); flooding; and earthquakes (natural disasters).  The right equipment is now available; staff are trained to professional standards and are familiar with the risks; effective Command and Control Systems are in place and Incident Commanders have received the appropriate training and experience. 
The New Dimensions team deliver the Programme at national, regional and local level to the Fire and Rescue Service; Police; Ambulance; Local Authorities; Emergency Planning Agencies; Government Agencies and other Central Government Departments, and work closely with emergency services to develop equipment and incident command to ensure a co-ordinated approach. 
The team has work with industry to develop state-of-the-art portable mass-decontamination units, capable of processing two-hundred people per hour, following a CBRN incident. They also plan for the transport, housing, food, childcare and other needs involved in a national response to a single or multiple large-scale incident.   Plans are being developed to deal with the psychological after-effects of responding to catastrophic incidents.

The New Dimensions programme provides equipment and training to expand the national 
Urban Search and Rescue (USAR) capability.  Over four-hundred firefighters were sent to Texas to practice rescue techniques in a safe, realistic environment. This formed the foundation of courses now provided at the Fire Service College.
CHAPTER 5 - COMPREHENSIVE PERFORMANCE ASSESSMENT (CPA)

The Comprehensive Performance Assessment (CPA) was proposed in the White Paper Strong Local Leadership – Quality Public Services (2001) and is now an important element of the Audit Commission Strategic Approach to Regulation 
The Audit Commission, an independent body provides practical recommendations for best practice and is responsible for ensuring public money is spent economically, effectively and efficiently, to achieve high-quality local and national public services.   
The Government invited them to create and implement a modified corporate assessment for the Fire and Rescue Service, which would be fully consistent with the National Framework Document.  It would use a self assessment, a peer challenge element, a set of Key-Lines of Enquiry (KLOE) supported by diagnostic guidance to enable judgements to be made and a rules-based scoring system. (Audit Commission 2005)
The Audit Commission (2004) published its’ consultation report on the methodology for Fire CPA, following visits of the review teams to four voluntary pilot FRAs – Cheshire; Cumbria; Nottinghamshire and Merseyside.  A feedback workshop (2004) produced interesting and useful information to rethink and improve Fire CPA.  
The second pilot (September 2004) was completed on Greater Manchester, Hertfordshire, Somerset and Stoke & Staffordshire FRAs.  The remaining Authorities were reviewed in January-April 2005. The pilot highlighted that Fire CPA had no other form of inspection finding, unlike Local Authorities with their Ofsted and SSI Performance Ratings.  The usefulness of Best Value Performance Indicators (BVPIs) was limited because they covered response to fire and other incidents, but at that stage did not fully address fire prevention and protection activities.
Each Authority’s performance analysis is structured round a set of KLOE, with three overall questions and nine themes

	·  What is the FRA trying to achieve? 

· Leadership and priorities

· A balanced strategy

· How has the FRA set about delivering its priorities?

· Capacity: governance and management

· Capacity: resources and value for money 

· Capacity: people

· Performance Management   

· What has it the FRA achieved to date and, in light of that, what does it plan to do in the future?

· Achievement of objectives

· Achievement of improvement

· Future Plans


 (Source: Audit Commission 2005) 
When assessing each FRA’s evidence, the Review Teams have incorporated Community Fire Safety (CFS); Equality and Diversity; Integrated Personal Development System (IPDS); Integrated Risk Management Plan (IRMP) and Partnership Working as diagnostic tools, in conjunction with the ODPM BVPIs, to help form robust and credible judgements
A quality assurance framework is used throughout the whole process, which ensures fairness and consistency of standards and judgement.  Each FRA is then classified on a five-point scale using nine themes, which carry the same weight and classification:
	Category
	Rules


	Excellent
	No scores of 2 or 1.  At least four scores of 4

	Good
	No scores of 1. At least seven scores of 3 or more

	Fair
	No more than two scores of 1. At least five scores of 3 or more

	Weak
	No more than three scores of 1.  At least six scores of 2 or more

	Poor
	Any other combination


(Source: Audit Commission 2005)

In 2005 the focus has widened to include Fire Prevention, Protection and Response.  Draft reports are issued to the Brigades for comment and once finalised, placed in the public domain.  Improvement plans are then expected to be produced for review against future CPAs

Although not a formal part of Fire CPA 2005, the Audit Commission recommend the use of Peer Challenges as an integral part of methodology. The process is a valuable learning opportunity for FRAs as self-assessment is a very powerful tool to drive organisational improvements.  People at all levels will learn things about their own organisation which they were not aware and will therefore emerge from the process, with a better and broader understanding.  Management will benefit in understanding and planning for the future.  However the Action Plan at the end of the process is the most important element.
HFRS has received the Fire CPA Draft Report (2005). An embargo prevents the release of the resultant classification before August 2005.
CHAPTER 6 - INTEGRATED PERSONAL DEVELOPMENT SYSTEM (IPDS)

As a direct result of several incident-related accidents in the 1990s, where firefighters lost their lives, the Health and Safety Executive highlighted a need for appropriate training and development, through implementation of competency-based training systems to drive down risk.  Her Majesty’s Inspectorate of Fire Services identified that there were inherent flaws relating to the fundamental development of Fire Service personnel and a need for a ‘cradle to the grave’ development system, encompassing all personnel at every career stage, from the point of attraction through to retirement (HFRS Training Review 2004)
Following a decade of discussions between the Government, employers and the Unions, plans for the implementation of an Integrated Personal Development System (IPDS) were progressing prior to the Fire Service Dispute 2002.  The Government swiftly seized this opportunity to kick-start the modernisation programme.

The Office of the Deputy Prime Minister (ODPM) issued Fire Service Circular 9/2002 which advised that IPDS had been formally endorsed by the Central Fire Brigades Advisory Council (CFBAC) for England and Wales and the SCFBAC for Scotland.  This represented the largest single change in the history of the UK Fire Service, a complete paradigm shift in the way the Service developed and managed its personnel.
Independent Reviews of the Fire Service (IRFS)
An independent review of the Fire Service (Bain, Lyons and Young, 2002) suggested that successive Governments had failed the Fire Service through lack of adequate guidance and leadership on Fire Policy.  As Bain (2002) highlighted the key to change is through a risk based approach to the provision of Fire Cover, improved Human Resources Management, better co-operation between FRAs and increased flexibility at all levels of management.  This will subsequently lead to an improved service to the Public, a more rewarding career for employees and ultimately the saving of lives.
Historically the Fire Service was a purely reactive public emergency service, where the emphasis was placed on ‘putting out fires in buildings’.   The Fire Service now dealt with other threats and different circumstances, and the requirement now is for management of risk, through promoting Fire Prevention, Community Fire Safety, Fire Safety Enforcement and Partnership working. 
The Bain Report (2002) felt Service personnel policy, procedures and practices gave cause for concern.  Despite clear policies from management and the Fire Brigades Union (FBU) in favour of diversity, it was only given lip-service.  Harassment and bullying were still too prevalent. Fire Services needed urgent action to implement an improved programme of risk management.  IPDS provides the framework but is not a substitute for effort.  Senior staff need to broaden their expertise in personnel management through more external training with a proportion of officers being appointed from outside the Service (Bain, Lyons and Young, 2002).
In respect of Conditions of Service, amendments to the ‘Grey Book’ (conditions for uniformed personnel) were necessary regarding crewing, shift patterns and daily working practices, with only core conditions laid down centrally. Flexible shift patterns, part-time working and such should be managed locally.  Appointment and promotion regulations should be reduced to a set of core national requirements and the Disciplinary Regulations needed to be replaced with a system based on the Arbitration, Conciliation and Advisory Service (ACAS) Code of Practice (Bain, Lyons and Young, 2002)
The Bain Report (2002) also highlighted the need to review the relationship between the Retained and Wholetime firefighters to remove any stigma that Retained were viewed as second class. Pay should be at the same hourly rates and the same standards applied to medical and training so Retained and Wholetime could be fully interchangeable.  ‘Senior management should also have the opportunity to create roles other than fire fighting on a retained basis, such as Community Fire Safety and Control Room operations’ (Bain, Lyons and Young, 2002).
The Hay Group (2002) conducted an IRFS and investigated the notion of reward in support of strategic change.  It found that like most traditional public service and private sector organisations, the Fire Service had an implied reward strategy probably set twenty years previously.  

There was the assumption that length of service and experience in rank reflected incremental growth in individual contribution and that everyone developed at the same pace.  The only real reward for doing well was promotion to the next rank, with no recognition that progression could be achieved by other methods.  The process for assessing salary market competitiveness was still set in an era when pay practices throughout the UK were more homogeneous (Hay Group, 2002).
The IRFS (2002) recognised the ‘Seven Levers of Success’ for organisational change (Burke and Litwin, 1992) which has been adapted to help a wide range of organisations.  The key element for successful organisational change is to look at the strategic objectives.  Leadership is at the heart of everything and needs to assess values, cultures, management and style.  Then scrutinise work processes, business systems, reward and recognition while looking at individual and team competence, and finally after reviewing the organisation, team and job design, witness the achievement of results (Hay Group, 2002)
The Fire Service had not covered issues which large, well run organisations typically included.  Personnel developed at their own pace and needed  rewarding for new skills and capabilities within their roles, and for behaviour associated with successful work in a broader role and the willing acquisition of new skills to enable progress. (Hay Group, 2002) 
The IRFS (2002) highlighted that growth in current and new technical specialisms coupled with changing career patterns and work styles, had to be acknowledged. An agreed analytical and transparent approach was needed to ensure fair rewards for different kinds of skills and responsibilities.  The Service needed to attract, develop and progress a more diverse workforce, taking account the varying life cycle needs of employees.  By looking at rewards on a ‘total reward’ basis and seeking to be competitive within their means, the Fire Service will be able to recruit, engage and retain the right personnel (Hay Group, 2002).
IPDS Ethos
The IPDS embraces the full range of Fire Service Activity by providing a framework to enable all personnel both uniformed and support, to attain and maintain the level of competency needed to fully meet the demands of their role, as specified in the National Occupational Standards (NOS).  It gives a structured career pathway with role maps to develop and acquire further skills.  Personnel will benefit from structured opportunities; flexibility in management; recognition of competence; benchmarked standards; and individual participation.  This subsequently leads to a better developed, safer more effective, motivated and proficient workforce, delivering an improved quality of customer service, IPDS acknowledges that not all employees wish to further their career and will provide training to maintain their present core competencies. 
Although the principle applies to all staff the IPDS role maps have yet to been considered for non-uniformed support personnel.  IPDS Helpline advised that this is because there is no clearly identified method of monitoring performance to NOS.  Once CPAs move through the Fire Service it should start to happen but HR managers feel that the Job Evaluation might then be compromised and development needs are different.

The major ethos of IPDS acknowledges the requirement for new skills and a fundamental change from the traditional rank-based structure, to that of role based in order to reflect the changing roles and responsibilities.  Nationally the Fire Service had to consider the actual tasks personnel undertook.  This resulted in major changes to the uniformed rank structure.  Thirteen operational ranks have been replaced by seven core roles.  Six other specialist and support ranks have been replaced by 4 core roles and each role has a clearly defined role map.
	EXISTING RANK

	NEW KEY ROLE

	Firefighter
	Firefighter

	Leading Firefighter
	Crew Manager

	Sub Officer
	Watch Manager

	Station Officer
	Watch Manager or Station Manager

	Assistant Divisional Officer
	Station Manager or Group Manager

	Divisional Officer
	Group Manager

	Senior Divisional Officer
	Area Manager

	Deputy Chief Officer
	Brigade Manager

	Chief Fire Officer
	Brigade Manager

	Fire Control Operator
	Control Operator (Control)

	Senior Fire Control Operator
	Watch Manager (Control)

	Fire Control Officer
	Watch Manager (Control) / Station Manager (Control)

	Group Control Officer
	Group Manager (Control)

	Principal Fire Control Officer
	Group Manager (Control)


Source: Derived from HFRS IDPS Newsletter July 2004

The core principles used for uniformed members of the Service have been combined to form the IPDS ‘Helix’ learning and development system (IPDS Website and Appendix vi)
NOS apply to the entire emergency Fire Service Industrial sector with the advantage being, the transferability between constituent organisations to help achieve successful outcomes on occasions when they have to work together.
CHAPTER 7 -THE GENDER AND ETHNIC MINORITY ISSUE
The White Paper (1999) called for action ‘to tackle under representation of women, ethnic minorities’ and emphasised for Public Services to serve and reflect the full diversity of society, on issues of fairness and diversity.

The Equal Opportunities Task Group (DTLR, 2000) tasked Fire Brigades with meeting twenty-nine targets which included:

No. 6
Build monitoring into service delivery satisfaction surveys to enable results to be analysed by race and gender

No 18
Each Brigade to conduct an audit of its recruit selection tests and withdraw any test considered to be either directly or indirectly discriminatory

No 20
Audit and cost outstanding needs in relation to facilities for women (in both brigades and training centres) and accelerate the completion of provision of these facilities

No 25
Implementation of positive action initiatives to redress imbalances in the workforce and encourage under-represented groups to gain access to development and promotion opportunities

No 26
Develop a national recruitment campaign supported by representatives from under-represented groups

The Stephen Lawrence Murder Inquiry Report (1997) had implications for several Public Sector organisations and agencies. The recommendations strengthened the existing race legislation through the Race Relations (Amendment) Act (2000).  Each Brigade was required to produce a realistic Strategic Action Plan, Race Equality Scheme (RES) and to monitor internal employment functions with regard to their impact upon operational firefighters, non-operational employees and applicants from different racial group. It  felt  the Fire Service profile  was not representative of the multicultural community it served. 

HFRS published a revised RES (2005-2008) following an internal review aftera visit from the Commission for Racial Equality (CRE) who advised the enhancement of areas of the RES (2002) to meet the full compliance under the Act (2000).  Consultations took place between the Local Diversity Group, the Equalities Team, the external Equality and Diversity Advisory Group, organisations and individuals From across Hampshire, representative bodies, including employee representatives and the Deputy Chief Officer (Human Resources, Training and Safety and Risk Management)
The Fire CPA highlighted the statistically low ethnic-minority uptake within HFRS (0.8% of the workforce is from ethnic-minority groups) and subsequently awarded a lower score for this section.  HFRS is a highly respected and professional Brigade within the Fire Service and was somewhat taken aback.
HFRS actively promotes their commitment to race equality and diversity through communication and publicity, ensuring public events reflect and reinforce that commitment.  The publicity posters, leaflets, signage on Service vehicles, HFES website, training brochures and such, portray ethnic-minority and female firefighters (which is not reflective of the predominantly white male workforce).

The HFRS’ Prince’s Trust Volunteers’ Programme, Southampton franchise, operated from St, Mary’s Fire Station, but was transferred to the Afro-Caribbean Community Centre to help develop stronger community links and promote the Fire Service.  The development programme is designed to give teams of employed and non-employed youngsters aged 16-25 years opportunity to work in the community and the incentive to make a contribution of lasting impact, on themselves and their communities.  HFRS use the programme as a management development tool for its personnel, through working with both under-represented groups and with youngsters from diverse backgrounds.
Other HFRS initiatives are the Young Fire Fighters Association aimed at youngsters with a development need, aged 14-18 years, and the Young Firesetters Intervention Programme.  Children of all ages who have a fascination with lighting matches, lighters and fires and are referred by the courts, teachers, social worker or parents for counselling by trained HFRS instructors.

HFRS constantly promote all manner of Fire Service opportunities through the media and local radio stations.  They strive to increase the profile of a career in the Fire Service. Recruitment campaigns target under-represented groups including young mothers and the Gay community.  The Community Safety Teams visit all communities, and are always at large outdoor events, Trade Fairs, Exhibitions, Employment Fairs and such.  

The Chief Fire Officer and crew members from St. Mary’s Fire Station, visited a Southampton mosque and met with leaders of the community. The meeting was televised for the local South East BBC and ITV news programmes

Archived historical records document the original recruitment specification for HFRS was for candidates to have a naval background; to be under twenty-five years of age; to be able to read and write and to be of pure British descent.  Nowadays the recruitment profile shows that 80% have been recommended by friends and family and 10% have a previous military background.  Not a good representation of the wider recruitment pool required through equalities legislation.

	Population figure taken from the National Census (2001):

· Female 51%

Minority Ethnic 7.9%

UK

· Female 52%

Minority Ethnic 3.27%
Hampshire

APU and HFRS figures 2005 show an obvious disparity:

· Female 1.5%

Minority Ethnic 2.5%

UK Fire & Rescue Service

· Female 2.2%

Minority Ethnic 0.8%

HFRS Operational 




 Source: Derived from HFRS Service Managers Seminar information – April 2005

Following consultations with their employees, stakeholders and the public in Hampshire, HFRS produced a report (2003) and undertook a survey of Hampshire residents, under the remit of the National Public Opinion Survey (2003).  Where possible and appropriate, comparisons were drawn with the previous 2000/1 survey.  A demographic breakdown of the responses, indicated slightly more female respondents (54%) than male (46%) and 96% considered their ethnicity to be White British, their age ranged as follows:

	Age Range
	Number of Respondents
	%

	18-24
	  60
	  4

	25-29
	  80
	  5

	30-44
	428
	28

	45-59
	391
	26

	60-74
	354
	23

	75+
	209
	14


Source: Derived from HFRS Survey (2003)
Section 8 (2003) considered the recruitment of women/minority groups. Female respondents believed the recruitment of both groups, was important then their male counterparts did:

	Importance of Recruiting


	Gender
	Very

Important
	Fairly

Important
	Not Really

Important
	Not at all

Important

	Women
	Male
	11
	26
	43
	21

	
	Female
	23
	36
	30
	11

	Minority Groups
	Male
	14
	23
	41
	22

	
	Female
	28
	36
	26
	10


Source: derived from HFRS Survey (2003)
The 2002 recruitment target for 4% female operational personnel within the Fire Service (excluding Control Room and support Staff) has been revised and is now 15% by 2009.  Having thoroughly searched the Corporate Plan (2004/5): in-house Service documentation: the HFRS website and BVPIs, in June 2004, I failed to locate accurate statistics for male to female workforce comparisons.  Eventually I obtained them from the Employment Relations Information Manager and an update in March 2005.
[image: image1.png]Nos. Nos.
HFRS Gender | June March % Support % Uniformed % Workforce
Employees 2004 2005
+- 2004 | 2005 | +/- 2004 | 2005 | +/- 2004 | 2005 | +/-
Support Male 165 | 165 0| 4955 | 4769 | -1.86 882 | 8.94| +0.11
Female 168 | 181 +13 | 5045 | 52.31 | +1.86 898 | 9.80| +0.82
TOTAL 333 | 346 | +13
{ Support)
Uniformed Male | 1498 | 1460 -38 9746 | 9733 | -0.13 | 80.11 | 79.09 -1.02
Female 39 40 +1 2.54 267 | +0.13 209 | 217 | +0.08
TOTAL 1537 | 1500 -37
{Uniformed)
TOTAL Male | 1663 | 1625 -38
(Support& TFemale | 207 | 221 | +14
Uniformed)
TOTAL 1870 | 1846 -24
EMPLOYEES





Table   Source:  Derived from information supplied by HFRS Employee Relations Department
CHAPTER 8 - QUALIATIVE RESEARCH

As a member of HFRS support staff for eight years, I am aware of perceived misgivings over the recruitment/selection of female firefighters, and the lack of opportunity for females to attain senior management positions within the Service.  I decided to interview a small cross-section of male uniformed personnel to obtain a more in depth analysis rather than sending questionnaires to a wider selection.  I asked each of my interviewees the following set of questions:

· How do you perceive the role of women in the Fire Service?

· Is there a place for female operational firefighters?

· How would you feel about working for a female Officer on the Station/ Fireground?

· Do female firefighters impact on the day-to-day running of the Watch / Station?

· Would you like to see their numbers increase and could they make it to CFO?

· Do you think the selection process has been affected?

· Do you think the timescales set by the Government are realistic and achievable – e.g. women to make up 15% of operational firefighters by 2009? Increased ethnic and minority group recruitment

Interview ‘A’ – Group Manager (June 2004)  

.

He felt fire-fighting was an inappropriate job for females, “it can be cold, wet, miserable and they have to witness awful things.  Today’s society should not expect its’ women to do what a firefighter or a coalminer does”.

He acknowledged equalities legislation prevented discrimination but there was no reason why women can not function as operational firefighters. This was a moral decision rather than logic. He gave his full support to the phased introduction of women into the Service.

The Fire Service structure he recognised had evolved over the last ten years and was now a “political football” which would encounter problems.  Historically being a male dominated militaristic organisation with a wealth of expertise, it is “irritated” that Government and society dictate how it will function. This gets confused as “having a downer on women in the Fire Service”.

He questioned the Government’s 15% target as a number “plucked from the air”, with no relevance, realistically it should be 50%.  The Fire Service already employ sizeable % of female workers, in support functions but politically the target is set at the operational workforce.  He wondered why Government had not the same targets for coalmining and concluded that is not a high profile public organisation.

He stated that nationally each post attracts 4-5 applicants.  Anyone can apply.  HFRS have 50-60 posts annually.  Realistically there will never be a situation where 15/100 applicants will be women capable of becoming firefighters. Most women failed the general fitness aptitude test. Generally they said “stuff this I’m knackered, I’m wet and I’ve broken a nail”.  Human Resources has re-assessed the procedure and developed Functional Tests (can you do tasks) but women were still not passing, so some equipment was redesigned for ease of handling.

He conceded that generally female recruits do have determination and aptitude. The upper body strength can be worked on, and they are now getting through the selection process. Unfortunately males who would previously have been rejected, “duffer blokes and dough bags” are being accepted because standards are lower. Employment Law dictates that the two-year probationary period is now obsolete, and they could therefore stay for thirty years.

He was adamant that today no matter how “fluffy the thinking re directives for change, the actual job is exactly the same as it’s always been and will always be”.  Changes and cutbacks can kill morale. Government has alienated firefighters.  With so many changes occurring at once “it was misconstrued that women were not welcome.”
He believed we needed a more stringent control/tool.  Political correctness and Government Directives which have changed job titles from ‘ranks’ to ‘roles’, has resulted in reduction in discipline and the Service is now “on the same level playing field as Sainsbury’s – risk critical”.

He cites the Stephen Lawrence Inquiry as being the catalyst for the Government’s push on diversity.  The Police Service was found to be wanting in implementing equalities legislation.  “They had a ‘them and us’ relationship with their communities.  An unfair comparison was made with the Fire Service”.  The important difference being that the Public revere the Fire Service which has strong ties to its communities and does not consider itself sexist or racist.  “Firefighters regularly put their lives on the line to save members of the public no matter what their culture.”
He felt the Report committee members were drawn from ethnic and gay groups with no balanced members to even the process, which he felt was completely flawed, not factual, unnecessarily created problems, and was politically driven.

Women were gradually becoming a part of Station life – Basingstoke, the second busiest fire station in Hampshire, has a female Station Officer in charge of a Watch.   He feels that women will make it to the top.  Recruitment and Selection dictates that once out of the Training School, if determined enough, they can reach Senior Management level and above.

Interview ‘B’ - Station Manager (June 2004)
He agreed that legally, morally and personally females should be operational firefighters. They “are capable but will find it hard to come into a male-dominated environment”.  He considered the Fire Service negligent in implementing changes prior to Government intervention, but felt Government had given very little guidance for the last thirty years and questioned why.

He acknowledged HFRS had long been pro-active in targeting the recruitment of ethnic minorities and women, but had failed to deliver. In certain cultures, a Fire Service career is not desirable, preferring to manage their own businesses.  He saw large numbers of Chinese/ Indian people segregating themselves and not embracing the English language.  “Many are successful business men and women who understand the intricacies of legal, financial and management systems, but profess ignorance of our language and the requirements for Fire Safety Inspections”.

He considers the selection procedure historically was “built on a whim, having no bearing to the job”.  The height restriction 5’8” would exclude 90% of women; the 2” chest expansion test, as a measure of lung capacity, had no medical grounding and usually precluded females.  The fitness tests and equipment have been redesigned to aid women.  “Health & Safety welcome the resultant knock-on effect for all firefighters, with a reduction in manual-handling injuries”.

He considers having female firefighters on Station “dilutes the testosterone levels and Watches are better off.” Initially there were problems, for the first six-eight weeks individual males usually “postured”; females were an unknown quantity; assumptions were made about their sexuality; they worried about complaints of sexual harassment; or that inappropriate liaisons would lead to constructive dismissal.  The Service had very little experience in this area and an inability to deal with issues.  “The structured inductions and the positive attitudes of the women as they ‘muck-in’, has helped replace the initial ‘fear’ by raising levels of morale.” 

After the initial introduction of ‘silly rules’, (for example three people in the shared dormitory before they could go to bed; no-one to sit on another person’s bed) slight and subtle changes crept in.  (for example the introduction of unisex toilet/shower facilities with locks on outside door) 

He would have no problem working with a female Officer on the fireground, but felt it might present problems on Station, but this was purely a novelty factor having no previous experience in his working environment – “there would be a mishmash of values and roles”. He would respect the role even though his “sexist view-point said blokes should be boss”.  

Interview ‘C’ – Non-uniformed Inspector (June 2004)
He felt if specifications were met “without the Service bending the rules to facilitate them”, females should be admitted.  He acknowledged Government Policy required the integration of females into operational firefighting and felt it was achievable “if women WANT to do the job”.  With the issue of ethnic recruitment he felt that cultural differences and the caste-system made the Fire Service “too lowly” a career. However he thought the German HFRS employees should be included in this category. And that the Fire Service should be targeting schoolchildren for future recruitment.

His concern was that standards and operational efficiency could be affected, especially on the issue of strength.  One test at his recruitment, was to “carry a 12 ½ stone man across his shoulders for 100yds, place him down, answer questions and test recovery rates”.  Physical tests have changed. Health and Safety no longer permit this test.  Consequently, should circumstances require this method of rescue, all firefighters would be unable to comply and could face prosecution should the rescue go wrong.  He conceded improved standards in Fire Safety have resulted in fewer incidents of fire but worried that complacency would set in.

He felt recruits no longer were of the same calibre and have changed from manual worker to “nambies”.  Children no longer played out in the streets, preferring the computers/TVs.  “Being excused PT/games at school leads to poor cardio-vascular rates”.  He felt in twenty years this will be a major problem with “older blokes being fitter”. 

He felt pregnancy was an issue.  On confirmation of pregnancy female firefighters immediately cease operational duties and are entitled to a maximum of one year’s maternity leave, receiving ‘Back to Operations’ training on their return.  This impacts on “manning levels – oops I’m not allowed to say that.  What happens if four women on the Watch all got pregnant – they’d have to keep their jobs open for them so there’d have to be a higher level of firefighters to compensate – they’d always have to carry a spare in case it happens”.
In regard to women on the Watch “they can handle it as good as any bloke if the vibes are good and there’s plenty of mickey- taking.  Once you’ve lost that, then that’s the end of the Watch”. (Tongue in cheek) “As the cooks have been laid off they can take over the cooking in the kitchens”.

He wondered whether the Discipline Codes and Employment Law would apply equally to female and male firefighters.   The IPDS would ensure promotion was fair and would not favour females above their male colleagues.  He thought the Service “attracted lesbians” but thought male firefighters only felt vulnerable around gay male colleagues.

Interview ‘D’ – Sub Officer (March 2005)
He perceived the role of women in the Fire Service as being exactly the same as for male firefighters.  They have a place in the community and therefore in the workplace as long as they are employed to do the job.

He felt females should be appointed as operational firefighters as long as they are capable.  However the role has “physical limitations” and male colleagues sometimes do the jobs for them - therefore two people tackling the job. Having worked with several female firefighters he considered they were “better than males in respect of performance - they want to do the job to make a point”.

He stated Health and Safety requirements permit a minimum manning level of four to an appliance.  Some females are too short or not strong enough to take the ladder weight. In a situation where one of these females is one of the four, this piece of equipment can not be used, unless she was the fifth crew member.  The Crew Manager can not complete risk and management operation assessments if he has to cover for the female operative.  “Therefore have to pick a specific place to put the female and this has limitations”
If females had been promoted fairly, he had no problem with reporting to a female Officer on the fire-station.  HFRS has no problems at present with promotions though he felt “some Brigades had promoted females for status and PR”. With regard to female Officers on the Fireground “rank is rank irrespective of gender, race or religion.  It’s the uniform which helps define us, as I see role rather than the person”

His perception was that Watch/station culture is “testosterone-based”, male firefighters act as “gentlemen” restricting swearing, jokes and banter.  Females often “overcompensate with sex-talk, mucking about and swearing to become one of the lads”.  Banter is a stress reliever and females are aware of the atmosphere so will try to alleviate this “to let the blokes know they can get away with things”.

He was emphatic that standards had been lowered and reduced to target minority groups in general, not just females.  This had impacted further along the line with inadequate firefighters being recruited and dismissed due to “physical inability to perform workload”.

He had witnessed some senior management “actively cheating the system to achieve their minority targets – assisting in selection tests and bullying assessors to accept minority people” Tests had definitely been reduced or removed completely due to minority groups being unable to perform in those areas. “No ladder putting up, just extending.  No casualty-drag over certain distances and in certain times and they’re looking into hose- running as people don’t have the upper body strength.” He felt all selection tests should involve work related tasks not simulation.

The Government he felt had no perception of the effect of their targets, the Service should set their own in respect of applicants and community structure for all minority groups – “how we can employ 15% when only 7% apply?”  Government was conscious of its image “look what we have done – increased diversity etc.” We now need to target the people who are interested

He was aware that male employees feel discriminated against.  We have to justify to potential male applicants why they are precluded from attending ‘Try It Days’ for females only. “Opportunities are blatantly designed at females to the detriment of males – females only mean that they are shown and trained to a better standard during the Open day, and males are not given this opportunity”.  He felt that all applicants should be equal irrespective of gender, race or religion.
Additional Interview
I took the opportunity to interview a non-uniformed female colleague from the Asian community hopeful that she would be able to give her honest opinion of the revised HFRS Racial Equalities Scheme (20005-2008) and asked the following:

· Did she feel offended that she was being classified as a member of an ‘ethnic-minority group’?

· Was she aware of any reason for the Fire Service failing to attract larger number of recruits from the Asian community?

· What could/should the Fire Service do to attract members of the ethnic-minority groups as operational firefighters?

· Did she agree with Government’s use of targets to boost recruitment from the under-represented communities and with the revised RES?

Interview ‘E’ – Administrator (April 2005)

She was not offended to be classified as a member of an ethnic-minority group, considering herself British but culturally Asian. Her community automatically assumes the term applies to Asians not Afro-Caribbean, Chinese. “We are what we are and we’re born into whatever creed or culture just as long as our religion is respected”.  She felt upset when people referred to Asians as “Pakis” because although “we share the same colour we’re from different countries and cultures like the Scots and the Welsh and French”.’
She stated that he Service does not attract Asian recruits simply because the Asian community does not recognise fire-fighting as being a “prestigious job”. There is a risk to life ‘so why risk placing your son/daughter in a job that might get them killed?’  Fire fighting in India is classed as a menial job without the need for qualifications. The British Army and Police Force fail to recruit for the same reasons.  Sikhs were more likely to follow a career in the Army ‘because they’re born fighters’.  Asian families have an inbuilt belief in hard work and strive to get the best education for their children who they expect to aspire to become lawyers, doctors, surgeons etc.

She knows that Asian female operational firefighters would be frowned on by their own community, especially if married, because they would “be mixing with a variety of people and men from other cultures”, possibly having to share dormitories. This is all related to culture and the caste system

Religion does not play a part ‘Hinduism is a way of life and not a religion’.  She feels that Sikhs would be prepared to remove their turbans and shave their heads, if they were serious about joining the Service.  She feels that the younger generation would be more likely to do so, as they have been brought up in and embraced western ways.
In order to successfully recruit, she recommended “education” and publicising the fact that firefighters have to have “qualifications” to attain the appropriate standards to do the job.  

Although pleased the ethnic-minority is being recognised ‘treated as people and not just black, and  being the lowest of the low’ she feels that the Government targets are actually having an adverse effect, as people feel they have to ‘walk on egg-shells’ for fear of appearing to be racist.  It can cause resentment. The person who is recruited and appointed should be the best person for the job and not because they meet the criteria of ‘female and black’.  She would like to think she was successful through her own merit and would worry that she was chosen for the wrong reasons. 
Reflection
My intention was to conduct five interviews in an office away from the Fire Station, uninterrupted by telephones and queries.  I carefully and deliberately selected possible interviewees who I felt would give an all round picture and would have definite opinions on ‘the acceptance of women as operational firefighters’. 

When approached I explained the reason for my qualitative research and stressed that their names would remain anonymous throughout.  I gave the estimated time for each interview as 10-15 minutes during which time I would need to take notes.  Each person stated they were happy to oblige and expressed an interest in seeing the final report.

My fifth interviewee was to have been a Firefighter from the Watch, but unfortunately difficulty arose in tying him down to a time when he would be on duty and when we would be uninterrupted by the ‘call out’ system.  However, I took this opportunity to investigate the ethnic-minority issue, and although only one opinion was sought, I feel the content is very valid

I chose my interviewees for the following reasons:
A - Group Manager (Divisional Officer on the Fireground)) in his early 40s who had attained this rank while still relatively young, and was high enough in the hierarchy to see the whole picture, from both the Government’s and the Fire Service’s perspective, and who would be bold enough to voice his personal opinions.  He was sincere in his opinions and quite frank
B - Station Manager (Station Officer on the Fireground) in his 30s) he has an enquiring mind and was working in Group Training.  He had successfully managed a mixed Station Watch, and served in both Operations and Fire Safety.  He is also a champion for Fairness and Dignity at work and had been instrumental is bringing a major disciplinary issue to the attention of Senior Management, resulting in the dismissal of five firefighters.
C – Non-uniformed Fire Safety Inspector (previously Sub-Officer managing a Retained Station) in his late 50s.  He was known for having strong views regarding equality issues.  Being of the ‘old school’ he was a prime candidate to receive Fairness and Dignity Training.  He was wary of giving me controversial views, so initially was quite cautious and ‘politically correct’.  Unfortunately, he was distracted by the coverage of the D-Day landings the previous day and often went off at a tangent, comparing the Navy with the Fire Service.   

D – Watch Manager (Sub Officer on the Fireground) in his 20s.  A Training Instructor who is passionate about his job with the Fire Service but who is renowned for becoming discontent and can be quite vocal and ‘cocky.  He has served on several station grounds and various departments, always requesting transfers to other areas. He recently applied to numerous Brigades throughout the Country for Watch or Station Manager positions.  Despite giving a running commentary of the benefits and packages offered by each Brigade applied for, he has surprisingly accepted a sideways transfer with HFRS.

E – Administrator (In Training Function) in her early 40s.  She left a previous job because of perceived discriminated against her on grounds of race.  Having lived in Africa until she was eight years old, she fled with her family to UK with only the clothes on their backs, to escape persecution.  As the daughter of a wealthy respected businessman, she had to watch her father struggle, initially as a bus diver and then through sheer grit and determination he succeeded in owning a chain of businesses.  Although extremely devote in her religion she has thoroughly embraced the western values. She is well respected within the Service having worked with both the HR and Training functions but sometime takes comments from colleagues too literally, over analyses them and misinterprets them.  I sometimes wonder if this is a translation issue because she speaks English at work and two different languages with family and friends.
Each interview lasted approximately 30-40mins (double my estimated time).  The information flowed easily and apart from my occasional prompt, I allowed A, B, C, D and E to do the talking, and felt with the possible exception of C, that their true feelings shone through. Interviewee ‘E’ started off a little guardedly and was initially hesitant with her responses.  However once the ‘ice was broken’ and she relaxed I felt her true thoughts were expressed.  The subject matter was so relevant that I feel I could and should explore this area in greater depth at a later date
To summarise:
Women should be allowed into the Service as operational firefighters if the recruitment and selection procedure is fair and if they are capable of doing the job.  They can be an asset to the Watch/Station and can be a calming influence.  However, they want to be accepted by their male colleagues for their capabilities and to be treated as ‘one of the lads’.  They are often better than their male counterparts in terms of performance because they want to succeed.  Women Officers are welcome and will gain the respect of the Watch/Station if they have been fairly promoted and can reach Senior Management levels.  
It was felt that the selection process has definitely been restructured in favour of attracting the female and ethnic- minority group applicants.  Male applicants feel discriminated against.  It was a concern that standards were slipping.  However some types of equipment and procedures had been redesigned to the benefit of both genders in regard to manual-handling issues.
The Fire Service feels it should be independent to set its own agenda at local level because they have the knowledge and experience. Discipline is important.  The rank structure should stand because there has to be respect on the fire ground

Government timescales and targets are not always realistic or practical.   Senior Management had been witnessed trying to influence Instructors in selection procedures in order to meet Government targets.
I have included an article written for The Guardian by Raekha Prasad (2002) charting the career of Danielle Cotton, Public Servant of the Year and highest ranking operational woman firefighter in Britain (Appendix).  She is the Chair of Networking Women in the Fire Service (NWFS) see Homepage (Appendix)
CHAPTER 9 - SUMMARY
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