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It is the policy of West Midlands Fire Service (WMFS) to make its strategy as clear and easy
to understand as possible. The strategy has many constituent elements, and it is vital that
they all link together to achieve our purpose, vision and commitments.

As external and internal focuses evolve, the strategy is reviewed and monitored to reflect
changes externally in Political, Economic, Social, Technological, Legal and Environmental
issues. This enables the three-year strategy of West Midlands Fire and Rescue Authority
(WMFRA), which we call "Our Strategy" to be modified as required.

PURPOSE

The aim of this policy is to ensure that all employees are aware of the strategy and its
constituent parts.

RESPONSIBILITY

The level of engagement and responsibility will be dependent on an individual's role within
the organisation.

All Employees — Are aware of our purpose, vision and commitment, and understands how
their role supports the organisation’s overall objectives. Are aware of departmental
priorities and recognise their responsibilities in helping to deliver and achieve them. Uphold
and demonstrate Our Promises at all times.

Supervisory Managers - understand how their role contributes to organisational objectives
and recognise the importance of other teams in achieving shared goals. They set team
objectives aligned strategy and ensure their staff have the necessary skills to deliver them.
They communicate expectations clearly, so everyone understands their role in the bigger
picture. Supervisory managers maintain oversight of tasks and resources, effectively
prioritising work to meet departmental/team needs.

Wider Leadership Team — have a comprehensive understanding of the dependencies
between various functions and departments, and they play a key role in integrating these to
deliver effective outcomes. Implement and monitor departmental plans and ensure
collaboration to achieve organisational outcomes. They lead staff development to align
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team performance with long-term goals. They take a broader, strategic view of resource
allocation and prioritisation, ensuring that decisions support the organisation’s long-term
goals and deliver value across wider operational areas.

Senior Leadership Team (SLT) — Key stakeholders in strategy development and creation of
delivery plans. Prioritises tasks and resources using relevant data to meet service,
organisational, and budgetary goals. Connects functions and teams to advance objectives.
Breaks down complex tasks to deliver outcomes. Implements systems to monitor, evaluate,
and inform future planning. Aligns budgets with plans, considering efficiency, income, and
environmental impact. Assesses risks, takes steps to reduce them and monitors and
manages performance.

The Head of Strategy has overall responsibility for this policy. However, the Senior
Leadership Team (SLT) has specific responsibility for the various elements.

The Chief Fire Officer has overall responsibility for proposing the three-year strategy to
WMFRA, and for implementing it on their behalf through delegated responsibility.

The Statutory Officers (CFO, Section 151 Officer/Treasurer and Monitoring Officer) have
responsibility for supporting the Authority and ensuring effective governance, to include the
Strategy.

The WMFRA ultimately has accountability for this policy and must approve the Strategy,
including any updates made to it on an annual basis. WMFRA are also responsible for
scrutinising and overseeing the efficient and effective implementation of the strategy by
officers. They are responsible for agreeing and signing off our key performance indicators
and respective targets.

PROCEDURES

4.1 Legislation and Framework
Fire and Rescue National Framework for England

The statutory " Fire and Rescue National Framework" is a requirement under section 21 of
the Fire and Rescue Services Act 2004, and all fire and rescue services must “have regard” to
it. The framework sets out the need to consider all risks in the respected area and provide
the resources and strategy to manage and reduce those risks and protect the public from
those risks.

Fire and Rescue National Framework for England
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20-Year Community Risk Forecast (CRF)

The CRF covers a broad range of areas and considers foreseeable long-term risks, including
how these risks may evolve over time. It examines the potential impact on the West
Midlands conurbation and what this means for West Midlands Fire Service. The CRF will be
used to inform strategic decision-making, enabling us to position ourselves effectively to
support our communities both now and in the future. It will help future-proof the service,
ensuring we remain prepared and resilient in the face of a changing risk landscape.

ADD LINK TO CRF once ready
Community Risk Management Plan (CRMP)

The CRMP is how the service meets some of the requirements of the National Framework. It
sets out the organisation’s strategy for reducing the commercial, economic and social
impact of fires and other emergency incidents. In addition, WMFS has undertaken academic
research on managing risk which has advised the development of the CRMP.

WMEFS has a statutory requirement to consult on the CRMP in accordance with the National
Framework. The formal consultation exercise takes place as a minimum every three

years. This enables the community of the West Midlands to have their say on what is
important to them on the services delivered by WMFS, and to offer views on any proposed
changes to the way we deliver our services. The consultation is also an opportunity for all
employees, representative bodies and partners to inform the CRMP.

Add LINK to Consultation policy once ready

Community Risk Management Plan

4.2 Our Strategy

Our Strategy serves as the high-level roadmap for the service. At every level, it's essential
that everyone understands our vision, purpose, commitment and how we plan to achieve
them.

Our Strategy covers a three-year timespan and defines our purpose, vision and
commitments. It sets out the areas for focus and strategic ambitions of WMFS.

Strategic goals with their supporting key performance indicators (KPI) are detailed in Our
Strategy to ensure that WMFS are achieving the highest standards of service delivery,
operational effectiveness, and community safety while continuously improving performance
and accountability. KPIs are developed by SLT, with final agreement and sign off by the FA.
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We capture our entire strategy on a single page, our SOAP (Strategy On A Page). It’s the
essence of our full strategy, simplified with clear headings and free from jargon

Our Strategy
Strategy on a Page (SOAP)

Whilst Our Strategy sets out the direction, it is brought to life by the actions that take place
across all levels of the organisation.

20-Yr CRF/CRMP/Our Strategy

Service Delivery Service Support

Key Performance Indicators
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Service Delivery, Service Support and People

A programme approach to managing an organisation helps achieve strategic goals by
aligning multiple projects and activities to a common vision/commitment, ensuring efficient
resource allocation, and facilitating better risk management.

These programmes are led by our Brigade Managers who, in conjunction with staff, set
focus; priorities and direction based on Our Strategy. Through our Annual Strategic Planning
Cycle, we consider what we want to achieve in the next 12-36 months. This then shapes
business cases for new and revised workstreams. Once approved, business cases are turned
into projects, workstreams and priorities.

Service Delivery:
Comprises of the teams that directly deliver our response, prevention and protection

service. These are the services that our community see and receive every day. The Service
Delivery Model (SDM) is how the organisation delivers its service to the community of the
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West Midlands. The SDM is founded upon the methodology and evidence identified within
the CRMP to operationally manage identified risks.

Service Support:

Encompasses all the departments and teams that support the running and delivery of our
response, prevention and protection services. These teams and departments responsible for
ensuring we have fire stations that are fit for purpose, appliances and equipment suitable
for operational needs, and technology that supports a modern and effective fire service.

People:

It’s the people of WMFS who make us an outstanding and trusted emergency service,
helping to create a safer, stronger, and healthier West Midlands. They are the backbone of
the service and always a priority. Our People programme covers a vast range of things from
recruitment, equality diversity and inclusion (EDI), training and development, progression,
pension and payroll.

Projects, Workstreams and Priorities

These are how strategic intent is translated into meaningful action. They are implemented
based on risk, need, budgets and are designed to achieve the goals within Our Strategy.

Projects:

Structured initiatives with a defined scope, objectives, timeline, and resources, aimed at
delivering specific outcomes or improvements. They generally deal with high-risk issues,
have budget implications and take time to complete. We use 3PT to plan, deliver, and
evaluate projects in a practical way that brings meaningful benefits to both the Service and
our communities.

3PT Link

Workstreams:

Similar to projects but due to having short implementation timescales and/or minimal
budget implications, are not required to be managed in a project environment.

Organisational Priorities:
These are projects or workstreams defined by the service as being of high importance,

requiring continual engagement and updates with employees. There are never more than
10 priorities and these change in line with the needs of the service.
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Organisational Priorities

Delivery Plans

Delivery plans are how each department or team contribute to Our Strategy. They are
produced annually by SLT and detail the priorities within each department/team. These
priorities are aligned the Our Strategy, each having its own set of milestones, success
criteria and measures.

Delivery plans should be used by heads of department to communicate departmental
priorities and as a reference point for achievement throughout the year.

Delivery Plans

Appraisals

Appraisals support individual development by helping everyone reach their full potential.
They ensure skills are effectively applied, motivations are recognised, and that employees

have the right knowledge and capabilities to contribute to team and departmental goals set
out in the delivery plan.

Appraisals

Our Promises

Underpinned by the NFCC Core Code of Ethics, Our Promises are key across all levels. They
set out how we can all be the best that we can be in everything that we do. They encompass

the things that are important to us as a Service. By working together, using our promises as
our guide, we can continue to create an environment that allows everyone to thrive and

OUR PR¥MISES

@ &% &<

Do The Right Thing. Always Stretch the Possible One Team Trust and Be Trusted Enjoy Work

Ethics, Values and Behavioural Framework
Our Promises
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4.3 Governance

A governance framework ensures accountability, transparency, risk management, and
strategic alignment across all organisational activities.

An overview of the governance structure can be found in appendix 1 (GOVERNANCE CHART)
Fire Authority

West Midlands Fire Service is governed by a fire authority made up of 15 councillors
representing our local councils. They are also joined by a West Midlands Police and Crime
Commissioner representative and two co-opted members.

There are four decision-making committees and two advisory panels/forums, in addition to
the full Fire Authority, that aid in either decision making or advisory and scrutiny capacities.
The list of the committees and their terms of reference can be found within the
Constitution, which also sets out how the Authority operates, delegations to officers and
key financial and policy matters.

WMFRA Constitution

A full list of the councillors, as well as the public meetings and documents relating to fire
authority governance, can be found on our Committee Management Information Service
(CMIS) system.

CMIS

Statutory Officers

The Fire Authority are served by four Statutory Officers (Head of Paid Service (CFO),
Monitoring Officer, Section 151 Officer and Clerk) who have different but linked roles
designed to ensure independent advice is provided. The relationship between Statutory
Officers is key to effectiveness of governance. The Authority has adopted a Statutory Officer
protocol designed to ensure effective working and challenge between the “golden triangle”
of the Head of Paid Service (Chief Fire Officer), Monitoring Officer and Section 151 Officer.

Statutory Officer Protocol

Senior Leadership Team (SLT)

The senior decision-making board aims to enable effective collaboration across all areas of
the Service. It serves as a forum for open communication among Senior Leaders and is
responsible for proposing, reviewing, and scrutinising reports submitted to Fire Authority
meetings in line with the Fire Authority Work Programme. SLT oversees the Service’s
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financial matters, including periodic reviews of budgets and accounts, and makes decisions
relating to governance arrangements and progress against governance-related
recommendations from both internal and external sources.

SLT also approves communication themes ahead of forums such as the Wider Leadership
Team (WLT) and All Staff Engagement Forum (ASEF), ensures appropriate SLT
representation at key events, and conducts horizon scanning to identify strategic priorities
and risks beyond the regular strategy planning cycle. The Board is responsible for making
decisions on strategic risks, including Community Risk Management Plan (CRMP) insights,
and any other emerging strategic matters. Additionally, they consider and approve new
ideas, initiatives, and strategic change proposals to support the Service’s continuous
development and effectiveness. consider and approve new ideas, initiatives, and strategic
change proposals to support the Service’s continuous development and effectiveness.

SLT Terms of Reference

Service Assurance Board (SAB)

The Service Assurance Board is a senior decision-making board responsible for overseeing
the quality, effectiveness, and efficiency of the organisations delivery, ensuring alignment
between strategic objectives and day-to-day activities. SAB plays a pivotal role in monitoring
and assuring that services meet expected standards by reviewing and challenging areas of
underperformance identified in departmental performance meetings, while also recognising
progress and positive performance. Areas for discussion are identified by the Head of
Strategy in consultation with the Chair (CFO), with escalation to Fire Authority via SLT if
necessary. The board will assess the adequacy and effectiveness of service delivery,
corporate risk management, policy compliance, Fire Standards Board alignment, business
continuity, and outcomes from assurance and intelligence reviews. It also monitors
organisational learning, and any issues flagged through internal or external reviews that are
not addressed elsewhere.

SAB Terms of Reference

Collaboration and Transformation Board (CTB)

The Collaboration & Transformation Board is a senior decision-making board responsible for
overseeing the quality, effectiveness, and efficiency of improvement, transformation, and
change activities across the service. It ensures alignment between strategic objectives and
operational delivery by monitoring progress in key areas such as the Community Risk
Management Plan (CRMP), His Majesty's Inspectorate of Constabulary and Fire & Rescue
Services (HMICFRS) inspection actions, National Operational Guidance (NOG) updates, and
learning from major public inquiries. CTB also manages responses to internal and external
audits, oversees significant projects within the Strategy and Delivery Plans, and identifies
emerging priorities not already captured. The board fosters a learning culture by welcoming
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external insight and sharing across other formal governance boards, including Service
Delivery, Support Services, Strategy Oversight, and People & Culture.

CTB Terms of Reference

People & Culture Board — coming soon!

WMEFS is committed to improving the Health, Safety and Wellbeing of its workforce. It is
proposed that during 2025 a new People and Culture board is established as a senior
decision-making board to focus and align efforts across the service in this vital space.

Once this board has been established the policy will be amended to include more detail and
the meeting TOR.

People and Culture Board Terms of Reference

Oversight Meetings

The organisation conducts four Oversight Meetings: Service Delivery, Service Support,
People, and Strategy. Each meeting is accountable for the performance management of the
departments and teams that fall within its respective remit.

The primary purpose of these Oversight Meetings is to ensure the quality, effectiveness, and
efficiency of service provision across the organisation. They provide a structured forum to
monitor and evaluate the activities undertaken by staff, playing a critical role in assuring
that delivery aligns with established standards, strategic objectives, and desired outcomes.

Oversight Meetings Terms of Reference

4.4 Performance

Performance needs to be measured to assess how well WMFS is achieving its goals.
Performance measures provide valuable insights into efficiency, effectiveness, and overall
progress, helping WMFS make data-driven decisions and to deliver continuous
improvement. Measuring performance goes beyond measuring progress, it also provides
valuable insight into the services ability to meet its statutory; legal and core obligations-
highlighting areas of success and allows potential risks or issues to be identified and
addressed.

Key Performance Indicators (KPI)

Our strategic goals, outlined in Our Strategy, are measured using KPls which are aligned to
our strategic ambitions and are agreed annually by WMFRA. They determine how we are
progressing against the outcomes we seek within Our Strategy and are reported on and
monitored through the Service Assurance Board and reported on a six-monthly basis to full
Fire Authority.
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Core Service Indicators (CSI)

CSls are the things we measure to ensure we continue to deliver the services we are meant
to, at a standard our communities would expect. These are bespoke to each
department/team and are about day-to-day output. Generally, they are more tactical and
are addressed locally, although they can be escalated through the levels of the service if
required.

Setting Targets

Targets are important to make sure that WMFS improves and challenges its performance. A
target is a commitment to achieve a specific quality or level of service, for which
Performance Indicators are set to focus and measure the established targets. This is to
enable continuous improvement in the quality of the service provided to the Community.
Depending on the function within WMFS there will be influence from internal and external
partners to develop and shape the future targets.

Target setting for KPIs is agreed by the Fire Authority, and those targets are monitored on
an ongoing basis by the Authority.

Targets setting for CSls is set by the heads of department and monitored through Oversight
Meetings.

Efficiency and Productivity Plan (EPP)

The Service is required to produce an annual Efficiency and Productivity Plan (EPP) which is
both submitted to central government and published on our website. It sets out how the
service will achieve in-year non-pay efficiencies and improve productivity in line with central
government targets. The EPP is produced jointly by the Strategy and Finance Teams and
then agreed and monitored by SLT and progress is reported on an annual basis to WMFRA
as part of the budget setting process. The E-PEP supports the medium-term financial plan.

Corporate Risk

Corporate Risks are those risks which if they occurred would seriously affect WMFS ability to
carry out its core function or deliver its strategic objectives as set out in Our Strategy. The
corporate risks are assigned to a risk owner (member of SLT), who manages the risks specific
to their area of responsibility.

The risks are reviewed and updated on a quarterly basis and reported in the SAB meetings.
A report is submitted to the Audit and Risk Committee on a six-monthly basis to ensure
WMFRA are kept informed of Corporate Risk matters. The Audit and Risk Committee
monitor the effective development and operation of risk management on behalf of the
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WMFRA. In addition, the Committee monitors progress in addressing risk-related issues
reported to the Committee and considers reports on the effectiveness of internal controls
and the implementation of these controls.

Corporate Risk Policy

4.5 Assurance

WMEFS requires assurance to ensure that its operations, finances, and governance are
functioning effectively and in compliance with regulations, standards, and internal policies.
Assurance is provided through range of methods including:

Statement of Assurance

It is a legislative requirement as stated in the "National Framework" that Fire & Rescue
Authorities publish an annual "Statement of Assurance" that is submitted to the Home
Office. This document provides the government, together with employees, communities
and partners assurance on the four key areas required which are: - Financial, Governance,
Operational and Future Improvements.

Internal and External Audit
WMFS and WMPFRA utilise the services of both an internal and external auditor.

WMFRA are required by law to have an Internal Audit function to evaluate the effectiveness
of its risk management, control, and governance processes. Our Internal Auditors also audit
other areas of the service’s work and providing reporting to the Authority’s Audit and Risk
Committee. Where recommendations for improvement are made, Officers are responsible
for setting a timetable for action. The scope of their work is determined by an annual
Internal Audit Plan which is agreed by the Audit and Risk Committee. Key areas are audited
annually, while others are audited on a less frequent basis.

WMFRA are required by law to appoint external auditors to undertake audit of the
Authority’s statement of accounts and accounting records. The External Auditor must also
be satisfied that the authority has made proper arrangements for securing economy,
efficiency and effectiveness in its use of resources. The external auditor reports to the
Authority’s Audit and Risk Committee and the full Authority.

LGA Must Know Guide to Internal and External Audit

HMICFRS

HMICFRS inspect, monitor and report on the efficiency and effectiveness of the fire and
Rescue Services (FRS) with the aim of encouraging improvement.
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By providing accessible information on the performance of WMFS, HMICFRS allow the
public, and peers, to see how we are doing.

WMEFS are committed to addressing any areas for improvement that are identified by
HMICFRS.

Fire Standards

The Fire Standards Board has been set up to oversee the identification, organisation,
development and maintenance of professional Standards for fire and rescue services in
England.

WMFS are committed to adhering to the standards. The Policy team is responsible for the
provision of appropriate systems, polices and processes to ensure the service is compliant
with National Fire Standards.

Internal Assurance
Organisational Assurance (OA) — The role of Organisational Assurance (OA) team is to
provide assurance to the Chief Fire Officer (CFO) of the delivery of organisational strategy.

This will involve ensuring the organisation's policies, structures, systems, processes and
people enable compliance and excellence in all that the Service does.

OA Policy

SPA Mesh Page

Organisational Intelligence (Ol) - The Ol team are dedicated to capturing learning, feedback
and turning this into actionable intelligence, to enable the continuous improvement of
organisational policies, procedures and service delivery.

Ol Policy
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APPENDICES

APPENDIX 1 — GOVERNANCE DIAGRAM
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