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This second Action Plan builds
on last yearÕs IRMP and will
help us to deliver an even better
fire and rescue service for
everyone in Northern Ireland.

This Plan is divided into three
key sections:

Section 1 
Provides you with our progress
to date on our IRMPprojects.

Section 2 
Details the four key tasks for
this IRMP Action Plan 2005/06
which will affect staff duty
systems and overtime
arrangements.  This section also
provides an overview of our ten
week consultation period which
concluded on 25 February
2005.

This is your fire and rescue
service and together we can save
more lives.  It is important to us
that you continue to have your
say in Northern IrelandÕs future
emergency cover.  All views
received during the consultation
process have been taken into
account and considered by the
Fire Authority.  The analysis of
the responses received is
included in Section 2.

IRMPis a dynamic concept and
for this reason we will continue
to evaluate the effectiveness of
any changes to our service
provision, thereby ensuring the
best possible service to the
public.

Section 3
Details three key projects which
will directly affect Northern
IrelandÕs future emergency cover
and public safety: local
standards of emergency cover, 

ChairmanÕs Foreword 

On behalf of the Fire Authority
for Northern Ireland, I am
delighted to present our
Integrated Risk Management
Plan (IRMP) Action Plan for
2005/06.

IRMPis the new approach to
emergency cover in Northern
Ireland which will bring about
improved community safety and
strong partnerships with other
agencies to help reduce
accidents, injuries and deaths
across a range of life threatening
situations such as fires, road
traffic collisions and other
special service related incidents. 

IRMPis at the heart of all our
activities in the Fire & Rescue
Service and is fully integrated
with the Fire AuthorityÕs
Strategic Plans.

IRMP is a tailored solution for
Northern IrelandÕs changing
needs for emergency cover,
which will be directly
measurable in terms of saving
more lives.  It is at the very
heart of the modernisation
agenda for fire and rescue
services throughout the UK.

Mr  W F Gillespie
Chairman of the Fire

Authority

crewing levels and the provision
of special appliances.

It will be vital to get your views
on these projects and we will
conduct a number of specific
consultations during 2005.
Details of these will be provided
closer to the time.

From 1 April 2005 the
Northern Ireland Fire Brigade
has changed its name to the
Northern Ireland Fire and
Rescue Service.  This name
change reflects the move from a
sole purpose to fight fires, to the
broader role of todayÕs modern
fire and rescue service, which
includes specialist rescue work
and fire safety activities.  In
short, the renaming reflects the
shift in focus from intervention
to prevention - saving more lives
in Northern Ireland.

To find out more about your
Fire & Rescue Service log onto
our website at www.nifrs.org.

W F Gillespie OBE TD MBA
JP DL FCIOB FSCA
Chairman of the Fire Authority
for Northern Ireland
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In April 2004, the Fire
Authority for Northern Ireland
published its first IRMP which
examined how the Northern
Ireland Fire Brigade can most
effectively use its resources,
reduce fires and save lives.

This Plan outlined some new
ways of working, designed to
shift the emphasis and resources
towards preventing fires and
other emergencies, whilst still
maintaining efficient emergency
response arrangements.

The overall Plan will be
reviewed annually and a specific,
annual IRMP Action Plan will
be developed, which will:
* Support the overall 

community safety strategies 
adopted and,

* Detail the actions 
contributing to improved 
community safety in the 
coming year.

The information contained in
this Action Plan outlines the
progress made in all of our
strategies to provide a balance
between emergency response
and public safety.

Preventing fires from starting is
an important aspect of fire
service work in terms of saving
lives and reducing the number
of casualties.  It makes sense to
us, to move resources gradually
from response to prevention,
but we need to approach this
carefully.  Some of the changes
detailed in our 2004/05 Plan
allowed us to do this and
proposals within this current
Plan will allow us to do more.
We believe that, no matter how
good our preventative and
educational activities are, there
will still be fires and other
emergencies.  We will need to
maintain the capacity to

respond effectively and get the
balance right in how we address
all of these activities.

But there are other key issues:
Approximately 80% of the fires
occurring in the Province are
started deliberately for example,
when rubbish, abandoned cars,
trees and grassland are set alight.
This damages the environment
and community life and can be
dangerous.  The Fire Authority
is working with local councils,
the Police Service of Northern
Ireland, the Northern Ireland
Office (Community Safety
Unit) and the Driver & Vehicle
Licensing Northern Ireland to
reduce the incidence of
deliberate fires, both by
reducing the opportunities for
fire setting and dealing with
offenders.

We also respond to more than
12,000 false alarms a year and
are looking at ways of reducing
these demands without affecting
public safety.  During the last
year, we commenced this
process by altering our response
to automatic calls, which our
statistics show are likely to be
false.

We will examine the way in
which we staff some of our Fire
Stations and believe this can be
done in various ways to ensure
we provide an equally efficient
operational response, whilst at
the same time releasing some
resources for use in other service
priority areas.  We will also look
at the shift patterns on some of
our Fire Stations as we believe
improvements can be made in
shift patterns to better-match
risk and activity levels.

Two thirds of our emergency
cover in Northern Ireland is
provided by Retained

firefighters.  These are men and
women, whose primary
employment is elsewhere, but
who give a commitment of time
to the Fire & Rescue Service
and are alerted by pager to
respond to emergencies.  They
are a vital part of the way in
which we deal with risk in our
area and a number of critical
issues currently affect them.
During the course of 2004/05
we carried out a comprehensive
review of our Retained service,
which has concluded that we
need to make some changes to
the way in which we recruit,
train, support and pay our
Retained staff.  In addition,
integrating Wholetime and
Retained firefighters on certain
crews can provide a balanced
response in some areas.

These changes, we believe, will
assist us in attracting and
retaining the best people,
therefore enabling us to deliver
an even better service across the
Province.

Such changes will be made
gradually and do not involve
closing Fire Stations.  There
should be no reduction in the
standards of service delivery, but
improvements through our
greater emphasis on prevention
and a more streamlined effective
response.

Put simply, we intend to
concentrate on stopping
emergencies from happening in
the first place, whilst retaining
effective measures to deal with
them when they do occur.
Changes will only be made if
there is enough evidence to
support their contribution to
maintaining or improving
community safety.

Executive Summary

IRMP Action Plan 2005/06 - Apri l 2005
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Following the introduction of
legislation to modernise the Fire
Service in England and Wales in
June 2003, the Minister
responsible for Health, Social
Services and Public Safety,
Angela Smith, MP, launched a
consultation paper ÔNorthern
IrelandÕs Fire and Rescue
ServiceÕ in April 2004.  The
proposals contained in this
consultation document together
with responses that are currently
being collated will result in a
new legislative framework for
the Fire Service.  This
legislation, when in place, will
give the Northern Ireland Fire
& Rescue Service of the future a
clear set of statutory
responsibilities, with a greater
emphasis on fire prevention and
community safety.  Some of the
changes outlined in the paper
are already underway in line
with nationally negotiated
conditions.

This document outlines
proposals to make further
changes in the way that the
Northern Ireland Fire & Rescue
Service delivers itsÕ services.  The
key tasks contained in Section 2
of this document build on work
already completed from the Fire
AuthorityÕs IRMP 2004/05,
published on 1 April 2004
(which can be accessed via the
Fire AuthorityÕs website at
www.nifrs.org.).

The improvements proposed in
this IRMP Action Plan 2005/06
have again been prioritised in
relation to those areas that give
the greatest opportunity for
making the Province of
Northern Ireland a safer place.
In the past the approach to

providing Emergency Cover
entailed meeting response times
with prescribed numbers of
appliances to deal with property
risk.  IRMP aims to target life
risk at fires and other incidents
through an integrated approach
encompassing three main
elements:
* Prevention
* Protection
* Intervention

This approach places emphasis
on stopping the occurrence of
emergency incidents in the first
place by driving down the life
risk and providing an
appropriate response should an
emergency incident occur.

The Fire Authority will enforce
legislation to ÔprotectÕ the
community and provide advice
in order to ÔpreventÕ incidents.
It remains vitally important,
however, that if an emergency
incident does occur the response
provided by the Fire & Rescue
Service is appropriate and
effective.

Integrated Risk Management
Planning has demanded changes
to the way the Northern Ireland
Fire & Rescue Service works in
order that this risk based
approach to service delivery can
be embedded in the
OrganisationÕs business and
financial planning cycles.
Development and redeployment
of personnel, clearer
responsibility and reporting
lines, and the development of a
risk register have assisted in
progressing the IRMP Action
Plan 2004/05.  The greatest
improvements since the
publication of the AuthorityÕs

IRMP Action Plan 2004/05
have been in the areas of data
collection and risk mapping.

Section 1 of this document
details progress on a number of
first year IRMP projects.  

Section 2 outlines key tasks for
this IRMP Action Plan 2005/06
which will affect staff duty
systems and overtime
arrangements.  The Fire
AuthorityÕs post consultation
response analysis is also included
in this Section.

Section 3 contains the Fire
AuthorityÕs future proposals to
improve the safety of those that
live, work and travel throughout
Northern Ireland.  

The Fire AuthorityÕs IRMP
process continues to be
informed through a close
working partnership with all of
our internal and external 
stakeholders.

Introduction

IRMP Action Plan 2005/06 - Apri l 2005
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Setting the Scene

Ultimate responsibility for
producing the Integrated Risk
Management Plan rests with the
Fire Authority, with the support
of the Chief Fire Officer and his
staff.

The Northern Ireland Fire &
Rescue Service is responsible to
the Fire Authority for Northern
Ireland, which is a Non-
Departmental Public Body
sponsored by the Department of
Health, Social Services and
Public Safety.

The Fire Authority consists of
17 members, a Chairman, a
Vice-Chairman and fifteen
other members, all of whom are
appointed by the Minister
responsible for the Department
of Health, Social Services and
Public Safety.  Of the other
members, a minimum of eight
members of District Councils
appointed after consultation
with such District Councils,
associations or bodies
representative of councils as
appear to the Department to be
desirable.

The members bring a range of
skills and experience to the
Authority, represent a cross-
section of community interests
and come from a wide variety of
backgrounds from across the
Province.

The Northern Ireland Fire &
Rescue Service

Northern Ireland Fire & Rescue
Service provides emergency
cover for the whole of Northern
Ireland - an area of over 5,500
sq. miles, with a population of
1.69 million.  Emergency cover
is provided at Fire Station level
by a current establishment of:
* 919 Wholetime Firefighters
* 980 Retained Firefighters
* 12 Volunteer Firefighters
* 59 Control Room Staff; and
* 208 Support Staff (plus 53 

part-time Caretakers)

The Fire Authority - Providing an even better fire and rescue service

IRMP Action Plan 2005/06 - Apri l 2005

Management of the Fire &
Rescue Service

The Fire & Rescue Service is
managed by the Chief Fire
Officer who is also the Chief
Executive, assisted by a Deputy
Chief Fire Officer, two Assistant
Chief Fire Officers and three
non-uniformed Directors
collectively known as the
Principal Officers and Directors
Group.

The Area Command structure is
supported by a District
structure, made up of 14
Districts, strategically placed
across Northern Ireland.
District Commands were
introduced to create a
community focus for Fire
Service activities.  Area
Commanders, each responsible
for one of the four Area
Commands in the Fire &
Rescue Service manage
operational activity on a day to
day basis.
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Response Standards

The Government has removed
the requirement for Fire
Authorities to meet nationally
prescribed standards of fire
cover in favour of locally
focused standards.  Until new
standards have been agreed, the
national standard will continue
to be applied. 

The Northern Ireland Fire &
Rescue Service is developing
local standards based on risk to
life from fires and other
emergencies.  Such a
fundamental move to local
standards will be based upon
sound evidence and aimed at
enhancing the existing response
standards thereby providing an
even better service to the people
of Northern Ireland.

Fire Stations

The Fire & Rescue Service has a
total of 67 Fire Stations, eight of
which are staffed by Wholetime
(full-time) firefighters, six are
staffed by a combination of
Wholetime and Retained (part-
time) firefighters and the
remainder are staffed by
Retained firefighters with one
volunteer Fire Station on
Rathlin Island.  The Stations are
spread geographically
throughout the Province to
provide fire cover in accordance
with existing National
Standards.

The Wholetime firefighters
based at Fire Stations in the
larger towns and cities
throughout the Province are
immediately available to attend
an emergency incident.

Wholetime firefighters are
organised into watches (shifts)
and crew Fire Stations 24 hours
per day.  The Retained
firefighters based in other towns
go about their daily business in
the normal way until they
receive an emergency call.  They
then make their way to the Fire
Station and respond to the
incident.



Section 1: Progress to date
The IRMPAction Plan 2004/05 identified a
number of key projects, to help us deliver an
improved and modern fire and rescue service.
All of these projects are currently being
progressed and this section provides a summary
of the progress to date.
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Project Description:
To make an assessment of the
emerging risk profile and
produce response options to
ensure that the most effective
emergency cover is provided.

Progress:
An initial assessment of risk
throughout the Province has
been completed providing the
Fire Authority with a
comprehensive Risk Map.  Four
years of data detailing all of the
emergency incidents attended
by the Fire & Rescue Service
have been plotted using a
Geographic Information
System.  The results graphically
show areas of intense
operational activity.

This information is being used
in two ways.  Firstly, the
empirical data along with other
available information such as
indicators of social deprivation,
has enabled us to carry out a
detailed risk assessment and
make predictions as to where
injuries and possible death from
fire are most likely to occur.
This, in turn, is allowing us to
review the existing Fire Stations
across the Province to ensure
that they are in the right
location and staffed correctly.

Already this process has
identified a number of Fire
Stations that require regrading
to enhance the provision of
emergency cover and warrant
further analysis in this respect.
These include Antrim,
Coleraine, Armagh,
Newtownards, Portadown,
Omagh and Carrickfergus.

Assessment of Risk Profile

IRMP Action Plan 2005/06 - Apri l 2005

Work has progressed on the
relocation of Armagh Fire
Station, a site has been
identified and we have
identified opportunities for the
type of Fire Station and crewing
arrangements to be introduced
(see Task 2 for further
discussion).

Secondly, this information has
provided Managers of the Fire
& Rescue ServiceÕs fourteen
Districts with the opportunity
to use their Community Fire
Safety staff to Ôdrive downÕ the
risk from fire in those areas
identified. This process will be
developed to include other
factors which determine where
we best place our resources.
Community Safety Officers
throughout Northern Ireland
are targeting areas of high life
risk, carrying out Home Fire
Risk Assessments and educating
the public on methods of
preventing fires.
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Project Description:
Introduce (following discussions
with Northern Ireland
Ambulance Service) a co-
responder initiative into the
Northern Ireland Fire &  Rescue
Service.

Progress:
Through a partnership with the
Northern Ireland Ambulance
Service, the Fire Authority
believe that with the
introduction of a co-responder
initiative additional lives could
be saved.  A partnership has
therefore been developed
between the Northern Ireland
Fire & Rescue Service and the
Northern Ireland Ambulance
Service aimed at introducing a
pilot scheme where some Fire &
Rescue Service fire appliances
carry vital resuscitation
equipment for emergency
incidents, such as cardiac arrests.  

This requires the identification
of potential risk areas where
public safety can be enhanced.
During December 2004 and
January 2005 members of both
organisations visited other Fire
&  Rescue Services and Health
Trusts to examine how this can
be achieved in practice.  The
report of that working group is
being finalised at time of
writing.

Although not contained within
this yearÕs IRMPconsultation
process the Fire Authority did
receive some replies expressing
apprehension that fire cover
may be reduced while fire crews
attend Co-responder incidents.
Some concern was also
expressed that firefighters will
not be trained to the same high
standard as Ambulance and
Paramedic staff.  

In considering these
observations, we firstly
acknowledge Co-responder
Schemes becoming nationally
accepted practice across the UK
and indeed defibrillation
equipment is now being placed
in public areas for use by
members of the public.
Introduction of this initiative
will not only enhance the life
saving skills of our staff but will
also provide an essential life
saving service to the public.  

It is the Fire AuthorityÕs opinion
that an enhanced level of
medical training can be given to
firefighters which will provide
them with a level of expertise to
stabilise casualties prior to
arrival of the Ambulance
Service.  We believe that this
can be achieved without
detriment to the existing skills
of firefighters.

Furthermore, the Fire Authority
believe that the provision of
such a critical service is in
keeping with the role of a
modern fire and rescue service
and complementary to the true
provision of integrated risk
management in conjunction
with other services.  We
therefore believe that such an
approach enhances our existing
emergency cover provision.

For these reasons we, through
the Northern Ireland Fire &
Rescue Service, are committed
to introducing the Co-responder
concept in conjunction with the
Northern Ireland Ambulance
Service and acknowledge that
this must not be to the
detriment of our existing service
provision.

Project Description:
Procure the equipment and
develop and implement
procedures that ensure an
effective response to the New
Dimension terrorist threat.

Progress:
In order to undertake this task
effectively, the Northern Ireland
Fire & Rescue Service has
procured 
decontamination equipment at a
cost of £165,000.  This will
allow our staff to effectively
decontaminate large numbers of
people in the event of an
uncontrolled release of harmful
substances. We have provided
additional training for our staff
in both the equipment and
newly developed procedures
using externally accredited
instructional staff.  The
Northern Ireland Fire &  Rescue
Service has also developed
protocols with other agencies to
maximise pubic safety.

In addition, the Fire & Rescue
Service has established a
Specialist Rescue Team (SRT)
made up of staff who have
received training in the use of
specialist equipment carried on
our recently procured Urban
Search and Rescue (USAR)
vehicle.  This vehicle has already
been utilised along with itsÕ SRT
at several ÔcollapseÕ type
incidents.  Although these
incidents were not terrorist
related, they clearly
demonstrated the extra
capability this additional
resource provides in terms of
ensuring wider community
safety.

Co-responder 1.3 New Dimension

IRMP Action Plan 2005/06 - Apri l 2005
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1.5.1 Response to Automatic Fire
Alarms (AFAs)

There are thousands of
buildings in Northern Ireland
fitted with automatic fire alarm
detection systems.  The
Northern Ireland Fire &  Rescue
Service regularly receive
Unwanted Fire Signals (false
alarm signals) generated from
these automatic fire alarm
systems.  Our existing policy
dictated that all calls to AFAs
received a minimum response of
two fire engines.  An analysis
was conducted of all such
incidents in Northern Ireland
which indicated that less than
2% of all AFA calls received
were subsequently found to be
fires.

During 2003/04, the Fire &
Rescue Service attended 7,853
such incidents.  This equates to
21% of all incidents attended by
the Fire &  Rescue Service at a
notional cost of £3.8 million per
year.  During the year a policy
was developed to effectively deal
with such unwanted fire signals.
This has resulted in an initial
assessment being made at the
first point of contact (normally
a call centre).  An appropriate
response commensurate with
risk information received is now
made following the principles as
indicated below:

* Fire confirmed - full 
emergency response made

* No confirmation of fire - a 
reduced precautionary 
response of one appliance is 
made

The above procedure enables
sensible use of resources and
significantly reduces call

12

Project Description:
Reduce the number of Road
Traffic Collisions (RTCs) in
conjunction with other agencies
and provide an improved
response to such incidents
through enhanced equipment
and training for staff.

Progress:
The Fire & Rescue Service
continues to be involved in the
ÔRoad SafeÕ campaign in
conjunction with the Police
Service of Northern Ireland and
a major Insurance Company (as
outlined in the 2004/05 IRMP).

Four additional members of Fire
& Rescue Service staff have
been trained to Specialist RTC
Instructor level and are now
employed to complement our
existing trainers to raise the level
of expertise of our firefighters in
the area of casualty extrication
from vehicles.

We have improved our response
to RTCs by providing enhanced
capability on our operational
pumping appliances, through
the provision of new rescue
equipment.  Since April 2004
£165,000 has been spent on
various component of RTC
equipment, including 20
Hydraulic Power Packs, 6 Hi-
Performance Hydraulic RTC
kits, 10 ÔCombiÕ Tool Kits, 120
Air Bag Restraint Kits, 75 Ram
Sill  Supports, 44 Sharp-end
Protection Kits and 30
reciprocating saws.

Project Description:
To develop and implement a
strategy to reduce the number of
emergency incidents, by
maximising community
involvement and encouraging
interagency arrangements to
achieve a safer environment for
the whole community.

Progress:
To date, our results indicate
clear benefits from investing
resources in preventative work,
especially education in schools
and in diverting youth from
anti-social behaviour.  We have
redeployed additional resources
to provide more capacity to do
vital Home Fire Risk
Assessments.  We have built on
the success we have had to date
in reducing fire deaths and
casualties by expanding schoolsÕ
education and extending the
work we do with the Youth
Offending Service, diverting
young people from arson and
other antisocial behaviour.  In
addition, we have provided extra
resources to support local arson
control measures and increased
our involvement with
community safety partnerships.

We will be devoting extra
resources to ensure that
identified high-risk occupancies
and communities are effectively
targeted and necessary risk
reduction measures put in place.

Road Traffic Collisions 1.5 Community Safety

IRMP Action Plan 2005/06 - Apri l 2005
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volumes for this type of
incident, freeing up considerable
resources, while reducing risk to
both the public and staff.

During the consultation period
for this yearÕs IRMP two written
comments received expressed
reservations about the Fire &
Rescue Service sending a
ÔreducedÕ response to AFAs and
therefore increasing the risk
faced by fire crews responding.

However, the Fire Authority
have not reduced the Fire &
Rescue ServiceÕs response to all
AFAs but rather, employed a
response that is based upon the
specific risk information
generated as a consequence of
the AFA.

The Fire & Rescue Service
introduced a Pilot Scheme on
27 January 2005 targeting the
five worst offenders in each Area
Command.  Evidence from this
Scheme indicated that there
were a significant number of
reduced mobilisations of
appliances and Officers without
detriment to service delivery. 

The pilot scheme moved into
the second phase on 21
February 2005 with the
response to all AFAs reduced to
one fire appliance in specific
circumstances. We do not
believe that the implementation
of this policy will affect the Fire
&  Rescue ServiceÕs response to
genuine incidents.

Smoke Alarm Ownership

Much work has been done to
maintain the current levels of
smoke alarm ownership which is
currently estimated at 96%

throughout the Province.  The
Fire & Rescue Service aims to
increase ownership of smoke
alarms in areas identified as
most at risk while emphasising
the importance of maintaining
working smoke alarms.
Extensive use has been made of
media advertising with the
production of new television
and radio advertisements, as
well as our extensive outdoor
campaign using 48 sheets and
adshel sites throughout
Northern Ireland.  Our
advertising campaign is
particularly focused from
October to February.

A programme of targeted
education has continued
throughout the year.  The Fire
&  Rescue ServiceÕs Key Stage II
initiative ÔSafety TeamÕ is
available to all Primary schools
across the Province.  A
Secondary school initiative has
also been established and a pilot
has been introduced in eight
schools in Northern Ireland.  

An important aspect of this
work is to measure the results of
these campaigns to ensure the
methodology and techniques
used produce positive results.

Hoax Calls

We are progressively improving
our Hoax Calls Policy, through
the use of appropriate call
challenging processes to better
assess what would be an
appropriate response to calls we
suspect to be malicious.  We
recognise the vital role Fire &
Rescue Service Control staff
play in reducing hoax calls and
we are currently developing a
policy to fully encompass all

IRMP Action Plan 2005/06 - Apri l 2005

aspects of call challenge. We
believe this will improve our
ability to respond to real
incidents quickly and effectively.
To reduce any concerns, we will
be monitoring the effects of
these changes closely. 

Arson

During the past year, the Fire &
Rescue Service attended almost
3000 fires involving vehicles.
Statistics indicate that
approximately 81% of these
were started deliberately. Fires of
this nature cause risks to
firefighters attending the
incident, incur financial costs
for our local communities,
damage the environment and
committing Fire & Rescue
Service resources that may be
required to carry out rescues
from fires, RTCs and other
serious incidents.

The Fire Authority is
committed to reducing the
number of car fires in the
Province, and is working in
partnership with the Police
Service of Northern Ireland,
Local Authorities and other
agencies to reduce the impact
on both the Fire & Rescue
Service and the community.

Operation ÒClean UpÓ is a joint
initiative involving various
agencies including the Northern
Ireland Office (Community
Safety Unit), Police Service of
Northern Ireland, Northern
Ireland Fire &  Rescue Service,
Belfast City Council and Driver
&  Vehicle Licensing Northern
Ireland directed at ensuring the
timely removal of vehicles that
are likely to be used as Òrun-
aboutsÓ and inevitably, set on
fire.
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1.6

Project Description:
Review of Wholetime/Retained
working.

Progress:
The Fire & Rescue Service has
recently produced a policy
relating to Wholetime/Retained
working whereby Wholetime
staff are permitted to undertake
Retained duties where this
supports emergency cover in
specific areas.

Our Policy has been subject to
an Equality Impact Screening
under Section 75 of the
Northern Ireland Act.  

The Fire &  Rescue Service has
since invited intimations of
interest from Wholetime
personnel to also become
Retained firefighters.  This
makes best use of trained
resources not presently utilised
by the Fire & Rescue Service.  

There has been a significant
intimation of interest from our
Wholetime personnel.  Given
this, Wholetime firefighters are
in the process of being
considered for positions where
vacancies exist and where they
meet the appointment criteria.

Recruitment procedures for
Retained personnel will not
change.  This simply permits a
group of people who were
previously excluded from
appointment, to now be
considered along with other
applicants.

Project Description:
Implementation of the
Integrated Personal
Development System (IPDS).

Progress:
Although simple in principle,
IPDS does require key common
tools such as development
programmes, recording systems,
assessment processes and
Continuous Personal
Development (CPD) procedures
all aligned to National
Occupational Standards.
During the term of IRMP
Action Plan 2004/05 an IPDS
implementation team was
established to concentrate on
the implementation of the
AuthorityÕs IPDS programme.
A series of role maps have been
introduced which define the
duties carried out in each
specific post.  In addition, a
programme of ongoing training
of staff has commenced.

Human Resource Issues 1.7 Integrated Personal
Development System 
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The involvement of the Fire &
Rescue Service is consistent with
policies set out in our ÒArson
Reduction StrategyÓ.  This
scheme began on 1 November
2004, and is expected to run
until March 2007.  It is
envisaged that thousands of
vehicles will be removed
throughout the duration of the
scheme.

Secondary fires involving grass,
rubbish, bins, skips and derelict
properties are also a hugely
significant problem throughout
the Fire & Rescue Service area.
Last year crews attended 14,543
incidents of this nature and the
vast majority [92%] of these
incidents were found to have
been deliberate.

The Fire Authority renews its
commitment to work together
with other agencies in the
development of strategies to
combat fires of this nature.



Section 2: The Fire AuthorityÕs Post Consultation 
IRMP Response Analysis

Representative bodies were also
given the opportunity to attend
consultative meetings to discuss
the impact of the Day Duty
Shift System proposal.

Summary of Consultation
Responses

There were six responses
received via e-consultation.  
* Three from Northern Ireland

Fire &  Rescue staff
* One from Northern Ireland 

Public Service Alliance
* One from the Ambulance 

Service Union 
* One from Unison 

A written response was received
from the Health &  Safety
Executive for Northern Ireland
on 10 January 2005.

Staff forums were very successful
in gauging staff attitudes,
feelings, beliefs, experiences and
reactions in a way which would
not have been feasible using a
questionnaire.

There were a total of 112
written responses from Fire &
Rescue Service staff all of which
followed the same format.
Where possible, all letters
received were replied to.

The Fire Brigades Union also
submitted preliminary
observations on the Fire
Authority for Northern IrelandÕs
IRMP Draft Action Plan
2005/06.

This summary does not
reproduce the full detail of
responses received.  However, if
you would like a copy of the full
consultation responses, except
where confidentiality has been
requested, please apply in
writing to the Northern Ireland
Fire &  Rescue ServiceÕs Freedom
of Information Officer, Fire &
Rescue Service Headquarters, 1
Seymour Street, Lisburn, BT27
4SX.

Consultation Process

As stated in the Fire Authority
for Northern IrelandÕs IRMP
Consultation Strategy,
consultation was required to
determine the views and
opinions of key stakeholders
and inform, in this instance, the
Year 2 IRMP Action Plan.

Guidance on the consultation
process has been taken from the
Office of the Deputy Prime
Minister and Opinion Research
Services.  In addition, all our
consultation exercises reflect
best practice by being carried
out in accordance with the
Northern Ireland Executive
Consultation Guide.

Consultation Exercise 

The IRMP Draft Action Plan
2005/06 was issued for
consultation on 1 December
2004 with consultees invited to
respond by 25 February 2005.

The IRMP consultation
document was published on the
Fire Authority for Northern
Ireland website
(www.nifrs.org.uk) inviting
comment electronically.  The
consultation document was also
made available to all staff on the
Northern Ireland Fire &  Rescue
Service intranet site.

Staff forums were held to
present and discuss proposals
relating to the Day Duty Shift
System.

15IRMP Action Plan 2005/06 - Apri l 2005



16

Background:

Proposal:

Resource
Implications:

Consultation
Responses:

The Fire
AuthorityÕs
Way Forward:
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Day Duty Shift System 

The Northern Ireland Fire & Rescue Service has a number of uniformed day duty staff fulfiling roles
in training, fire safety, district support and Fire & Rescue Service headquarters.  Currently personnel
on a day duty shift system are officially conditioned to work 42 hours per week within rigid
guidelines which impares flexibility.

The increased emphasis on community work and flexibility of approach in fire safety and training
makes it crucial that staff are available to work at relevant times of the day, to effectively carry out
their respective roles.  While the core period of availability will remain 0900 - 1700, Monday - Friday,
there will also be occasions for required evening and weekend work.  The opportunities for flexible
working may prove attractive to staff in enabling them to achieve a more effective home/work
balance.

On this basis we proposed:

A Review of Day Duty System:
* To undertake a thorough examination of the day duty system to satisfy the Fire & Rescue ServiceÕs 

requirement for efficiency combined with the need for family friendly systems allowing flexible 
working.

16% increase in availability of day duty staff.

Respondents expressed concern that any changes to the day duty shift system would not be family
friendly and viewed as ÔunattractiveÕ to Fire & Rescue Service personnel.

The Fire Authority has noted respondents reservations to any change to the day duty shift system.
However the Fire Authority would emphasise that changes to this shift system will allow for flexible
working by personnel which is more in line with family friendly working.  

2.1 TASK 1: Day Duty Shift System
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Flexible Duty System (FDS)

Officers conditioned to the flexible duty system are required to work an average of 42 ÔmanagerialÕ
hours per week with up to an additional 36 hours per week on call to provide supervision at
emergency incidents as part of the Incident Command procedures.

To further develop the Fire & Rescue ServiceÕs managerial availability, where possible, the traditional
Monday to Friday working arrangements are preferable.  Maximisation of flexible officer availability
from Monday to Friday will create closer alignment of uniformed/non-uniformed managerial
availability and increase interaction with existing and potential partners in the community.  However,
this should be balanced against the requirement to provide supervisory cover at operational incidents
in line with our duty to provide a safe system of work under the Management of Health and Safety at
Work Regulations 1992.

On this basis we proposed:

A review of the FDS to provide a system where:
* Officers work within the guidance associated with the Working Time Regulations
* Officers provide an average of 42 ÔmanagerialÕ hours per week
* Officers are on standby on a minimum number of evenings per week to allow better availability 

during core working hours, Monday to Friday
* Consideration should be given to a FDS which would be complimentary to Retained training 

evenings
* A review of the Geographic standby areas is carried out to ensure optimum availability of FDS 

officers to carry out their managerial roles at incidents, strategic support of incidents and in the 
administration of the Fire & Rescue Service Business process.

Optimum availability of flexible duty managers.

Respondents generally acknowledged that Officers undertaking these roles provided two distinct
functions: namely managerial duties and Incident Command supervisory duties.  Reference was also
made to the need to review the existing ÔAÕ Rota Duty System as it was felt that the current rota was
being made to work due to the good will of staff who facilitated rota changes.  Some respondents also
felt that a review of the current rota to facilitate Ôfamily friendlyÕ working whilst maintaining cover for
operational incidents and attendance at Retained Fire Station drill nights would be welcome.  

The Fire Authority acknowledges the critical role that Officers contribute to the flexible duty rota,
both in their managerial and operational duties.  The Fire Authority also acknowledges the
commitment of staff to make this system work with ever competing demands on time.  In accepting
these views the Fire Authority will carry out the review of the current flexible duty system to provide
the best possible rota system within the parimeters already defined in the consultation process.

Background:

Proposal:

Resource
Implications:

Consultation
Responses:

The Fire
AuthorityÕs
Way Forward:

2.2 TASK 2: Flexible Duty System
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Background:

Proposal:

Resource
Implications:
Background:

Consultation
Responses:

The Fire
AuthorityÕs
Way Forward:

The Northern Ireland Fire & Rescue Service provides Wholetime Cover 24 hours per day in
fourteen Fire Stations with personnel working on a four-shift system.  The shifts are termed
ÔwatchesÕ and are referred to as Red, White, Blue and Green watches.

Each watch completes a 48 hour tour of duty, consisting of two 9 hour days, followed by
two 15 hour night duties, followed by four days off duty (average hours worked 42 per
week).  The change over between watches takes place each day at 0900hrs and 1800hrs.

It is clear that the revenue costs associated with such a system are significant and our
resources could potentially be used to better effect.  In addition, alternative systems may
offer the potential for more family friendly working arrangements and may open up
opportunities for people from a wider range of backgrounds.

On this basis we proposed:

* A review of the 42 hour shift system to provide flexible working arrangements which can
be accurately linked to levels of activity, offer wider recruitment potential and optimise 
the use of our most valuable resources.

Increased efficiency of our Human Resources who are employed on the 42-hour shift
system.

It is not envisaged that this will incur additional revenue expenditure.

Responses indicated that the 42 hour shift system is currently the most family friendly shift
system and is the best means of providing a prompt response to emergency incidents.
However, respondents also acknowledged that opportunities exist to develop a form of Ôday
crewingÕ for application where appropriate.

The Fire Authority will take into account the above consultation responses to ensure that
any new shift system will meet emergency cover standards while remaining family friendly
and cost effective.

There is scope to provide an additional duty system known as Ôvariable crewingÕ where
Wholetime and Retained personnel would be available during peak incident times, with
Retained personnel providing cover at all other times.

TASK 3: 42 Hour Shift Duty System2.3
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2.4

Background:

Proposal::

Resource
Implications:

Consultation
Responses:

The Fire
AuthorityÕs
Way Forward:

A recent agreement has led to the lifting of the Fire BrigadesÕ Union ban on its
membership working overtime.  The Authority welcomes this agreement as it enables the
Fire & Rescue Service to utilise pre-determined overtime as a means to improve efficiency
and effectiveness of service delivery.

It also increases the options for personnel who wish to avail of overtime working.

On this basis we proposed:

* On occasions, pay overtime when minimum crewing levels cannot be maintained.
* Review the existing out duty* arrangements to provide more effective use of financial 

resources.
* Transfers should be used to maintain an equal distribution of staff across the Service.
* The development of a policy which clearly shows the activities for which we are 

prepared to pay overtime.

Increase the overtime budget which will be offset by a reduction of out-duty costs,
therefore providing a more efficient use of resources.

This proposal received widespread support from all stakeholders.  However there was a
reservation that it may be used to cover any shortfall in establishment levels.

The Fire Authority recognise that pre-arranged overtime may be used to cover staff
shortages in the short term but this will not result in a reduction in establishment.  We will
ensure the use of pre-arranged overtime complies with National Joint Council Conditions
of Service, but recognise that the use of overtime payments must be made from within
existing budgetary constraints. 

TASK 4: Use of Pre-arranged Overtime Payments

* Personnel travelling to another Fire Station not their normal place of work to carry out duties. 



Section 3: Your views matter - Help us to help you

The three projects in this section look at local standards of
emergency cover, crewing levels and the provision of Special
Appliances.  These projects will all directly affect Northern
IrelandÕs future emergency cover and public safety.  

Work on these projects is currently ongoing and it is expected
that significant progress will be made during 2005.

It will be vital to get your views on these projects to create an
even safer Northern Ireland.  We cannot do this alone and need
to work in partnership with key stakeholders, agencies and Local
Authorities to identify priorities and shape the way forward.

We will provide details on these specific internal and external
consultations closer to the time.  However, a summary of initial
consultation responses received between December 2004 and
February 2005 in relation to these projects have been noted by
the Fire Authority.

Upcoming IRMP Consultations 2005
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Background:

Proposal:

Resource
Implications:

Additional
Consultation
Responses:

The previous National Standards of Fire Cover were prescriptively based on property risk
and required a specific weight and speed of response to incidents.  These standards of
cover were withdrawn by Central Government in April 2004.  The Fire Authority is
developing response standards based on risk to life and on the duty to attend non-fire
incidents.

The proposed new standards are being developed using a computer modelling system
based upon the Fire Service Emergency Cover (FSEC) methodology.  This approach uses
Geographic Information System software in the Risk Assessment process and allows
amongst other things, the use of social demographic data and data from other agencies.
The emphasis of this approach will be to target areas of greatest need in terms of
prevention, protection and intervention.

Risk is identified as: 

Òthe likelihood that harm from a particular hazard may be realisedÓ

Risk therefore reflects the likelihood that harm will occur and is a measure of the severity
of that harm.  The Authority will use the software discussed previously to produce a
comprehensive risk map which will provide details as to the type, magnitude and location
of the various risks.

On this basis we propose:

The Fire Authority will introduce new standards of emergency cover and provide the
appropriate speed and weight of attack to deal with incidents which may occur.

These proposals may impact on any of the AuthorityÕs intervention resources.  The results
of this exercise will provide for effective targeting.  Early indications from the risk analysis
work show the possible requirement for additional Wholetime resources in some of the
major towns in the Province.

The Fire Authority received widespread support for this proposal and have taken note of
the comments received.  The Fire Authority will ensure that local standards will only be
introduced following an assessment of life risk throughout the Province.

In the interim period the Fire Authority are committed to ensuring the Fire & Rescue
Service resources match those previously detailed by national standards.  We also note the
concerns of some respondents that any such revision of standards should be based upon
sound empirical data that provides the correct level of response for both the safety of the
public and our firefighters.

PROJECT 1: Emergency Cover Review3.1
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3.2

Background:

Proposal:

Resource
Implications:

Additional
Consultation
Responses:

Traditionally the Northern Ireland Fire & Rescue Service has had an approved
establishment of 919 Wholetime personnel.  This establishment is based on the number
of crew members required to safely crew each Pumping Appliance (fire engine) or Special
Appliance for example: Rescue Tender or Aerial Ladder Pump.

The establishment is based on 5 crew members on each Pumping Appliance and Special
Appliance crewing of two personnel on each appliance.

Across the UK establishment levels are based on 5 crew members on the first Pumping
Appliance with 4 crew members on the second, while some Special Appliances are not
primary crewed (i.e. Method of crewing appliance where the crew are dedicated only to
that appliance)

On this basis we propose:

* To examine the disparity in establishment levels between the Northern Ireland Fire 
& Rescue Service and other Fire and Rescue Services.

* To implement appropriate establishment levels taking into consideration risks to the 
Community, firefighter safety and optimum use of resources.

The probable reduction in the crewing levels will not necessarily mean a reduction in the
overall establishment levels.  As previously highlighted in the Emergency Cover proposals
it is likely that additional Wholetime personnel will be required in some of the major
towns throughout the Province.  The Authority therefore intend to re-deploy resources to
provide this Wholetime cover where required.

The Authority also intend to re-deploy additional Wholetime personnel to Task Teams
which are to be used to implement the Fire & Rescue ServiceÕs policies in reducing the
risk from fire and reducing the incidence of arson

All respondents made reference to the need to ensure that the safety of firefighters is not
compromised by any change in crewing levels.  In addition, respondents welcomed the
opportunity to redeploy existing firefighters to other locations in Northern Ireland.

The Fire Authority notes these comments and acknowledges that the safety of our
firefighters is paramount and safe systems of work should not be compromised in any
review.  

We recognise the opportunity of expansion and development of the Fire &  Rescue
ServiceÕs capabilities in terms of enhanced emergency cover.  IRMP is not designed to cut
emergency cover or staffing levels - on the contrary, it is designed to provide an enhanced
emergency cover to life risk.

PROJECT 2: Crewing Levels
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Background:

Proposal:

Aerial Fire Appliances

Aerial Fire Appliances are specialist emergency vehicles traditionally provided for high level
rescue, water tower facility and to provide support at other Operational incidents.

Northern Ireland Fire & Rescue Service currently has four such appliances available to
attend incidents located as follows:
* Belfast Springfield Fire Station 1 Turntable Ladder

Knock Fire Station           1 Aerial Ladder Platform
* Portadown                                       1 Hydraulic Platform
* Londonderry       Northland Fire Station      1 Turntable Ladder

A recent National study has shown that these appliances are not used primarily as Rescue
Vehicles therefore attendance times are less significant than previously assumed.
Consequently National Guidance on attendance times has been withdrawn.

Aerial Fire Appliance calls have been examined over the four-year period August 1999 -
July 2003, 76% of the incidents attended are subsequently recorded as false alarms.

Three of the Aerial Fire Appliances are crewed by Wholetime personnel.  This requires
twelve personnel per Aerial Appliance to ensure Wholetime cover throughout the year on a
four-watch system.  The appliance at Portadown is crewed by Retained personnel.

Provision of Foam for Firefighting

Some incidents involving for example, quantities of fuel oils or other liquids are most
effectively tackled using a firefighting foam solution.  The Fire & Rescue Service is
undertaking a review of our provision of foam for these purposes and this has already
resulted in a recommendation to relocate an existing foam tender from Whitla Fire Station
to Glengormley Fire Station.  This will provide better emergency cover and allow some
personnel at Whitla Fire Station to be redeployed to other duties such as training in the
use of mass decontamination equipment.

Further proposals regarding the provision of bulk supplies and equipment are currently
being prepared.

On this basis we propose:

* To review the practicality of using Retained personnel to crew Aerial Fire Appliances, 
with respect to availability and training issues.

* To examine the principal of alternate crewing for Aerial Fire Appliances i.e. the crew 
that rides the Aerial Appliance would normally ride a pumping appliance and would 
only crew the Aerial if it is required.

* To carry out a risk analysis to determine the optimum locations for siting additional 
Aerial Fire Appliances.

* To relocate the foam tender from Whitla Fire Station to Glengormley Fire Station.
* To review the provision of bulk foam supplies and equipment for operational use.

PROJECT 3: Provision and Crewing of Special Appliances3.3
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Alternate crewing of Aerial Appliances would free up personnel to allow re-deployment 
to provide the required levels for intervention in identified large towns throughout the 
Province (see also Emergency Cover Proposals).

Re-deployment to Task Teams to carry out targeted community fire safety or arson 
reduction projects.  These teams will build and maintain the strong community links of 
the Fire & Rescue Service, promoting public safety thereby reducing the risk from fires
and other incidents.

Alternative crewing of foam tenders would free up personnel for redeployment on other
projects.

Consultation responses indicated that any decisions in relation to the provision and
crewing of Special Appliances must be risk based and must not compromise the health and
safety of firefighters.  

Some consultees also expressed concern regarding the training requirement placed upon
staff by the provision of such appliances.  The Fire Authority is committed to ensuring
that the correct level of training is provided for staff that operate such appliances.

As stated, the Fire Authority will carry out a risk analysis to determine the optimum
locations for Aerial Fire Appliances and initiate a review of the crewing of special
appliances, taking account of the safety of crews and safe systems of work.

In relation to the provision of foam for firefighting, the Fire Authority will consider
advances in technology and new generation equipment to enhance our foam firefighting
capabilities.  Additionally, we recognise the potential for infrequent large incidents that
require considerable quantities of firefighting foam.  The Fire & Rescue Service will ensure
that any contingency planning takes account of such potential incidents.

Resource
Implications:

Additional
Consultation
Responses:


