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JOINT INDEPENDENT AUDIT COMMITTEE
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	REPORT BY
	Group Manager Ro Cutler 

	SUBJECT
	NFRS HMICFRS Inspection update.

	RECOMMENDATION
	Committee to note report



1 Purpose of report

1.1 On the 18th of September 2024, His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) published their Round 3 Report  Effectiveness, efficiency and people 2023–2025: Northamptonshire Fire and Rescue Service

1.2 The report sets out findings from the inspection giving recommendations for improvements and identifies notable practices. 

1.3 This report is to update JIAC how Northamptonshire Fire and Rescue Service (NFRS) will respond to the report, including governance, reporting mechanisms and assurance. 


2 Relevant Fire Plan/ IRMP strategic objective/ priority

2.1 This report contributes to the Police Fire and Crime Plan Priorities of:

· Protect and support those who are vulnerable
· Effective justice
· Modern Services that are fit for purpose

2.2 This report contributes to the strategic current CRMP objectives of:

· Keeping our staff safe and well


3 Background

3.1 On the 18th of September 2024, HMICFRS published their Round 3 Report  Effectiveness, efficiency and people 2023–2025: Northamptonshire Fire and Rescue Service

3.2 The report was conducted in March 2024, following the published methodology of examining 11 areas, to give a rounded assessment of NFRS, including an assessment of:

· The operational service provided to the public (including prevention, protection and response)
· The efficiency of the service (how well it provides value for money, allocates resources to match risk, and collaborates with other emergency services); and
· How well the service looks after its people (how well it promotes its values and culture, trains its staff and ensures they have the necessary skills, ensures fairness and diversity for the workforce and develops leadership and service capability).

3.3 Each of the 11 areas were then graded as outstanding, good, adequate, requires improvement, or inadequate.

3.4 During the inspection HMICFRS reviewed relevant policies and processes, examined and interviewed and held focus groups with staff in a variety of roles and at all levels of seniority.

3.5 HMICFRS also analysed data provided by NFRS.


4 Key Findings and recommendations

4.1 NFRS were judged to graded;
· Good in 3 areas
· Adequate in 5 areas 
· Requires Improvement in 3 areas

4.2 16 Areas for Improvement (AFI) were identified in the following areas.
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4.3 The Cause for concern, first identified in the HMICFRS Round 2 report 2021/22, has remained. The Cause for concern was divided into 4 recommendations, which have now been divided further to 5.

HMICFRS recognise the hard work and progress that has been made in improving service hasn’t made enough progress since the last inspection to improve equality, diversity and inclusion, but there is still more work to do for the benefits to be realised.

Recommendations for ensuring fairness and promoting diversity

The service should improve equality, diversity and inclusion (EDI) by:
· working with staff to develop clear EDI objectives and training to increase awareness of EDI and its importance across the organisation;
· developing effective ways to show how it monitors and evaluates EDI objectives, including understanding and addressing the effect positive action has on staff;
· making sure it has robust processes in place to do equality impact assessments and reviewing any actions agreed as a result;
· making improvements to the way it collects equality data to better understand its workforce demographics and needs; and
· supporting staff and managers to confidently challenge and manage inappropriate behaviour.

4.4 HMICFRS Identified 3 areas of Innovative and Promising Practice;
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5 Overall Outcomes  

5.1 HM Inspector Roy Wilsher’ summary contained the following statements: 

I am pleased with some aspects of the performance of Northamptonshire Fire and Rescue Service in keeping people safe and secure from fire and other risks, but it needs to improve in some areas to provide a consistently good service. At the time of the inspection, I recognise that the service had experienced several changes in chief fire officers’ posts and other senior leadership roles. I don’t underestimate the significance of the constant change in leadership roles and its effect on the performance, culture and efficiency of a fire and rescue service.
Overall, there is a clear commitment from staff and senior leaders to improve. It has established some good processes and has sound financial planning. But it is important the service now progresses these improvements further.

6 Chief Fire Officers Comments

The Chief Fire Officer is pleased with the progress Northamptonshire Fire and Rescue Service has made, both in the way it keeps people safe and in the way it supports firefighters and staff. Plans are in place to tackle the areas highlighted by HMICFRS that need to be better.
However, it is recognised that there is still work needed to ensure firefighters and staff across the Service do more to prevent fires and other risks. There are still improvements needed in people and culture, making sure that leaders and staff do all they can to promote the right values and to improve diversity. Cultural change is a long journey, and I and my Chief Fire Officer Team will provide the leadership this Service needs to carry on with our improvement plans. 

7 NFRS Approach to the report 

7.1 The Performance and Assurance policy, A30, has been reviewed and changed to reflect the new Fire Standard, Internal Governance and Assurance.

7.2 The Cause of Concern and AFI’s in the report that fall within the People Pillar, will continue to be managed through the People and Culture Board, chaired by The Chief Fire Officer. All actions from the Round 2 Report and, Serving with Pride are being reviewed to ensure that the findings in this latest report are captured and addressed. 

7.3 AFI’s that represent Efficiency and Effectiveness will be reviewed within the new Internal Governance meetings of Continuous Improvement Board, Project Management Board and Service Assurance Board.

7.4 Each AFI is being assessed and identified if it fits within current work streams or if a new work stream is commissioned with a Senior Responsible Officer. 

7.5 These work streams will be Monitored through Quarterly Assurance Reviews and a centralised tracking.

8 Progress to Date

8.1 As of the date of this report the Chief Fire Officer has published an action plan to address the Cause of Concern. See appendix A

8.2  It is anticipated that HMICFRS Inspection team will return to review the Cause of Concern in Spring/Early Summer 2025.

9 Financial Implications and Risks
	
9.1 At this stage there are no additional financial implications to report.

9.2 As progress is made through the gap analysis and recommendations it is likely there will be some finance implications. These will be raised through existing structures and processes.   

9.3 Risks associated with non-compliance would see the adverse comments within the report moved to AFI’s, and potentially AFI’s moved to Causes of Concern in the Round 4 Inspection

9.4 If sufficient progress is not made in the Cause of Concern, during the 2025 Revisit, the Service could enter Monitoring.  
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Appendix A: Cause of Concern Action Plan


	Engage with its staff to develop clear EDI objectives and training to increase awareness of EDI and its importance across the organisation, including understanding and addressing the impact positive action is having on staff. 

	
	

	HMICFRS Statement 
	Actions

	Service has limited representation from staff groups that can help support effective decision making.
	Continue work on setting up staff networks using police networks to assist. 

• Draft and publish the staff network group policy 
• Set up networks with clear Terms of Reference and invite to actively influence Projects, Policies and decisions. 
• Join police networks where we note its unlikely that fire are able to set up our own networks due to lack of numbers or people wating to lead them.  
• To establish an EDI working group (by July 2024) (subgroup of PACB) consisting of representatives across departments, unions and staff networks to identify issues/progress activity and to be a conduit to the wider organisation.

	Staff told us that middle managers are a barrier to driving positive action
	Work with Middle Managers so they understand what the service is currently doing and what we expect of them. 

•  Service to fully understand what  positive action is actually taking place and bringing this information to People and Culture Board (PACB) to assess
•  Based on above, Service to communicate to Middle Managers what we do and how they can help 
• As part of middle managers seminar dedicate time from input from Positive Action Team to speaking about their roles / responsibilities and what positive action is and how they can take ownership
• Positive Action Team  to do regular inputs into cohort days and consider if more regular meetings between Middle Managers and members of the positive action team should be diarised: to share best practice and gain support from them. 
• Positive Action Team to deliver an input within internal EDI training- begins autumn 2024. Ensure Positive Action Team is a topic discussed within safe space meetings beginning autumn 2024
• Middle managers to sit in as an observer on some of the recruitment panels so they can the independent nature an unbiased processes - with the aim of then advocating fairness across recruitment processes- can begin on next recruitment processes

	Positive action strategy, but disappointingly this is yet to be implemented
	•  Via PACB the strategy owner to present an agreed implementation plan for how the strategy will be turned into actions

	The service knows it needs to do more to increase diversity at all levels in the workforce. There has been limited progress to improve ethnic and gender diversity
	Continue to progress forward outcomes of Serving Pride via the PACB.

• Continue the work of the PACB board implementing  SWP outcomes
•  Monitor outcomes and changes to inform demographics changes in the service over time
•  Bolster the work of Positive Action to provide coaching towards individual from diverse backgrounds to enter the service

	Limited evidence to show what the service has done to address disproportionality in recruitment, retention, and promotion processes.
	Set up better reporting and monitoring of data for promotion and recruitment to enable the service to analyse if there is disproportionality.

• Work with staff network groups as they are established to allow for mentoring  and positive action within them 
To build enough time in recruitment processes to ensure PA activity can take place.
• To provide new recruitment material to stations and giving briefings to staff so they can have a clear understanding of their role in recruitment, ensuring they are targeting those from under represented groups and have the material to support this activity. material to be produced by sept 2024
• Deliver PA plan to recruit and retain individuals from diverse backgrounds
• Set up monitoring via PACB to determine if there is indeed disproportionality in recruitment and retention / promotion. Papers to be   quarterly reported to PACB noting trends in this data.  
• Based on the above set up targeted interventions to break down barriers if there are areas where applicants with protected characteristics failing in the processes 











	

Make sure it has robust processes in place to undertake equality impact assessments and review any actions agreed as a result. 

	

	HMICFRS Statement 
	Actions

	More work is needed to make equality analysis more consistent and robust: EQiAs we reviewed lacked in detail with limited use of data to form outcomes
	Review how we sample EQiAs to ensure they are more detailed. 

• Provide better links for authors of EQiAs to seek guidance to allow them to be produced as part of the policy / system / project and not a tick box after thought. 
 • Consider sending a SEO and other key stakeholders who work within policy to NFCC EQiA training courses. 

	


HMICFRS found that although all new and renewed policies must have an EQIA,  that this wasn’t replicated for projects or strategies, which left gaps in understanding.
	Ensure that EQiAs carried out for all activities across  the service including for those projects being managed by DDat, commercial etc.

• Review and standardise the EQiA template across  both Police and Fire to enable this be used for both services 
•  Ensure that all projects and other strategies have EQiAs as part of standard practice 
• Review templates that ensure papers / decisions brought to SLT and other governance boards have an EQIA within them (or it is linked to) 

	

The service doesn’t properly assess or act on the impact on each protected characteristic. There was an absence of data analysis or actions made from EQiAs
	Carry out meta analysis of EQiAs every 12 months to determine where there have been impacts on protected characteristics and if this proportionate. 

• Carry out an analysis of all data from EQiAs over a 12 month period to ensure that lessons are learned if there is any impact on protected characteristics. 
•  Paper and data to be considered at PACB as part of standing item each year




	
 Make improvements to the way it collects equality data to better understand its workforce demographic and needs.

	
	

	Actions
	Impact/Evidence
	

	Low return from staff around protected characteristics  as they were reluctant to give information due to concerns on how it would be used. The service should do more to improve the workforce’s understanding of how data is used which should help to improve trust.
	Evidence shows that in actual fact staff returns have improved, nevertheless there is still more to be done to target these areas we believe that there is a gap in completion of PCs. 

• carry out analysis of the data to provide most up to date stats on %s of the workforce completing / not completing their PCs.
• Analyse data to determine if certain parts of workforce (such as On-call or particular stations) are more likely to not declare 
• Develop bespoke interventions (and use local managers) to engage with areas that tend not to declare to understand their concerns and give reassurances about how the data will be used.
• Further push out Safe to Say through internal  communications
• Set up 6 monthly monitoring via a report to the PACB to look at the stats for declarations and the trends so they can be identified at early stage  
	






	Support staff and managers to confidently challenge inappropriate behaviour

	Actions
	Impact/Evidence

	Some staff with protected characteristics did not report bullying, harassment, or discrimination due to concerns about confidentiality or being victimised
	Roll out independent investigation service fully to build staff confidence in confidentiality. 

• Consult with RBs around change to policy to include AAC
•  Roll out new investigation service 
• Monitor protected characteristics within formal process showing concerns raised over time through PACB
• Use follow up Serving With Pride survey to examine  progress made

	Service has realigned its bullying and harassment policy to form part of the renewed grievance policy. We found this information to be diluted and lacks detail on bullying, harassment, victimisation and discrimination.
	Review the new  bullying and harassment policy to make sure it contains any details that were previously within it that may have been diluted; especially around bullying, harassment, victimisation and discrimination.

• Review Policy to ensure that it is clear around references to  bullying, harassment, victimisation and discrimination.
• Carry out gap analysis against previous policy to ensure there are no missing sections 
•Ensure that Grey / Green book staff can get to sections of policy easily and simply

	Most staff told us that they are unsure where to locate information on bullying, harassment, victimisation and discrimination and were unaware of the policies and procedures in place. 
	Comms to be sent out to all staff on regular basis via Weekly Bulletin that signpost people to where the new policy is. 

• Comms to be sent out to all staff on regular basis via Weekly Bulletin that signpost people to where the new policy is 
• Consider having dedicated section of intranet for HR issues specifically highlighting the bullying, harassment, victimisation and discrimination policy 

	The service does not provide sufficient training to managers to support them with grievance cases, discipline investigations or welfare support
	Provide training for all managers in how to carry out investigations and discipline. 

•Commission of Andrea Adams Consultancy as part of external investigations service to deliver investigation  training to all investigating managers
• Commission of AAC to delver training to manager who act as presiding managers in hearings 
• Consider how roll out of training to all manager can take place (Levels of Leadership / cascade via Train the Trainer) 
• Ensure that this is built into CPD / MoC training 
• building training framework so that new managers are also trained in the future 
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Area AFI

Senior leaders should take accountability for community risk management 

plan priorities. They should lead and influence cross-organisational activity, so staff 

understand how they contribute to the objectives.

The service should make sure that consultation with the public is meaningful in 

influencing its future plans and informing its risk profile.

The service should make sure it trains its staff, so that they understand how to target 

risk effectively and can competently carry out home fire safety visits.

The service should make sure it allocates enough resources to meet its prevention 

strategy to support cross-functional collaborative working and shared intelligence.

The service should make sure it quality assures its prevention activity, so staff carry out 

home fire safety visits to an appropriate standard

The service should make sure its supporting systems provide an accurate picture of 

community risk, so that staff can prioritise the most vulnerable.

The service should make sure its response strategy provides the most appropriate 

response and wholetime and on-call availability, in line with its community risk 

management plan.

The service should make sure it has an effective system in place to learn from 

operational incidents and exercises.

Making best use of resources

The service should have effective measures in place to assure itself that its workforce 

is productive and that their time is used as efficiently and effectively as possible to 

meet the priorities in its community risk management plan.

Making the FRS affordable now and in the future

The service needs to assure itself that it is maximising opportunities to improve 

workforce productivity and develop future capacity through use of innovation, 

including the use of technology.

The service should assure itself that senior and middle managers are visible and 

inclusive, and demonstrate the Core Code of Ethics through their behaviours.

The service should formally monitor overtime, secondary contracts and secondary 

employment to make sure working hours aren’t exceeded.

The service should assure itself that managers are appropriately trained for their role, 

including those involved in grievance, discipline and welfare processes.

The service should make sure it has effective arrangements in place to manage its 

workforce plan, supported by the appropriate departments and roles. It should take 

full account of the skills and capabilities it needs to implement its community risk 

management plan.

The service should put in place an open and fair process to identify, develop and 

support high-potential staff and aspiring leaders

The service should make sure its selection, development and promotion of staff are 

open and fair, and it should do more to make sure staff have confidence in promotion 

and selection processes.

Managing performance and developing leaders

Getting the right people with the right skills

Promoting the right values and culture

Preventing fires and other risks

Understanding the risk of fire and other emergencies

Responding to fires and other emergencies
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Area Innovative and Promising Practice

Responding to major and multi-agency incidents

The service’s joint operations team responds effectively to high-threat, high

‑

harm 

incidents

Making best use of resources The service’s procurement arrangements improve value for money

Making the FRS affordable now and in the future The service is designing its IT infrastructure so it can adapt to future change
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