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FOREWORD
Councillor Angus Ross, Lead Member for Strategic Assets
[image: C:\Users\bromhamj\AppData\Local\Microsoft\Windows\INetCache\Content.Word\Cllr Ross 1.jpg]It is my pleasure, as one of the elected councillors making up our Fire Authority, to introduce the latest annual refresh of our 15-year Strategic Asset Investment Framework document, first introduced in 2018. As we develop our plans, we will reflect these changes in each year's new document, whilst at the same time being conscious of affordability factors in these challenging Covid19 times. We are also aware of the need to start to address a reduction in our carbon footprint.
So, through our Integrated Risk Management Plan (IRMP) processes, we continue to develop and refine the prevention, protection and response service we deliver to the people we serve. This document aims to set out how we will maintain and renew the vital capital assets necessary to support these services; our fire stations and HQ, vehicle fleet and equipment and our ICT systems. The efficiency of these assets has an impact on our revenue budget, as older stations, fire appliances and ICT require additional maintenance and are often more expensive to run. 
We are in an exciting period where we are realising the benefits of earlier collaboration projects, actively encouraged by Central Government.  With partner blue light services and other public organisations, we are becoming ever-more effective. We now share facilities in our new stations with Thames Valley Police and South-Central Ambulance Service, have joint procurement arrangements and benefit from our joint Thames Valley Fire Control Service.  This all leads to greater efficiency, effectiveness and resilience.  
Within the Framework, we set out our aspirations to invest in our community assets and support the vital public services provided by the Service. Our vision of Fire Stations at the ‘Heart of Communities’ is reflected now in our tri-service stations at Hungerford and Crowthorne and the current build of a new station in Theale. 
Our new fire appliances, which incorporate latest technology, were jointly designed and procured with our Thames Valley colleagues and many are now serving our communities (we will have 19 in service by the end of 2021). Also, we will be starting to introduce new support vehicles with hybrid or electric technology.
Our ICT systems are rapidly reaching out to every element of the Service and are greatly benefitting how we operate and increasingly provide greater resilience.
We continue to aspire to being one of the leading fire services in the country. For many years to come, our programme will underpin our service delivery. I know this is best for the people and businesses of Berkshire, and it also supports our committed, highly trained and professional staff who keep us safe.

INTRODUCTION
Royal Berkshire Fire Authority is a Combined Fire Authority and is made up of 20 elected councillors from the six unitary authorities in Berkshire. The Chairman is Councillor Colin Dudley, of Bracknell Forest Council and the Lead Member with responsibility for strategic assets is Councillor Angus Ross, of Wokingham Borough Council. You can find out more about the Fire Authority via the link: www.rbfrs.co.uk/fireauthority

The Fire Authority’s key responsibility is to make sure it provides an effective fire and rescue service for the communities across Berkshire. The Authority has made six commitments to the people of Berkshire:

1. We will provide education and advice on how to prevent fires and other emergencies.
2. We will ensure a swift and appropriate response when called to emergencies.
3. We will provide advice, consultation and enforcement in relation to fire safety standards in buildings.
4. We will seek opportunities to contribute to a broader safety, health and wellbeing agenda, whilst delivering our core functions.
5. We will ensure that RBFRS provides good value for money.
6. We will work with Central Government and key stakeholders in the interests of the people of Royal Berkshire.

To deliver on these Strategic Commitments, Royal Berkshire Fire and Rescue Service (RBFRS) provides prevention, protection and response services across the County of Berkshire, serving a diverse population, 24 hours a day, 365 days a year. 
Our Vision focuses on three key themes:
Service Delivery – Fire Stations at the Heart of Communities;
Service Support – Capacity, Capability and Resilience and
Culture – One Team working collaboratively for the people we serve. 
To ensure that we have the right resources, in the right place, at the right time to deliver on these key themes, we need to maintain a significant asset base. This document sets out the Authority’s 15-year strategy for the replacement and refurbishment of these assets. 
In simple terms, the strategic assets of RBFRS can be broken down into three broad categories:

· Our buildings, which includes 17 fire stations.
· Our fire appliances, equipment and support fleet.
· Our ICT infrastructure and systems.

By working in collaboration with relevant partners – particularly those from the blue light services – RBFRS can deliver greater monetary and non-monetary benefits for the communities we serve. Therefore, at the core of this framework is the concept of collaboration. 

RBFRS is rightly proud of the success to date in this area. This programme provides more opportunities to collaborate further and deliver greater efficiency and effectiveness for the future of the Service. 
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OUR BUILDINGS
Whilst the annual refresh of the Strategic Asset Investment Framework (SAIF) provides a time to look forward and focus on future endeavours, it also provides a golden opportunity to pause and reflect on the significant achievements since the inception of this Framework.  
The Fire Authority approved the introduction of a new property ‘brand’ in 2017, which enabled the development of a family of buildings that are both recognisable and welcoming to their local communities.  First introduced at Hungerford, it can now be seen at Crowthorne and will be very obvious once the new fire station at Theale is completed.
Looking at the approved projects within Phase One of the SAIF, it is pleasing to be able to report that the Service is within touching distance of concluding that first significant step towards the upgrade of our essential property assets so they remain fit for purpose now and into the future.  Phase one included the major refurbishment of Hungerford to deliver the Authority’s first tri-service community fire station; the upgrading and major refurbishment of the Fire House at Training Centre to provide a state of the art training facility; and the rebuild of Crowthorne Fire Station to provide the Authority’s second tri-service community fire station – all of which were completed on time and on budget.  
[image: ]Once the major capital project at Theale is complete in spring 2022, the only remaining project within this first phase will be the major refurbishment of the Learning & Development Centre facilities at Whitley Wood.
Artist’s Impression of Theale Tri-Service Fire Station
In continuing to deliver on the investment pathway of this framework, the small in-house Capital Projects team are not only meeting the strategic direction of the Authority, but working hard with end-users to ensure that what is delivered meets their specific operational needs and supports a more diverse workforce.  The project elements of ‘Collaboration, Co-ordination and Communication’ are front and centre in the team’s thinking, ensuring that the valuable investment by the Fire Authority is fully aligned across all Service departments.  
Member oversight continues to be a key component of the success of the property capital strategy.  Led by Cllr Ross, Lead Member for Assets, he is ably supported by Members of the Property Development Working Group.
Whilst significant progress is clearly being made, the remainder of our stations, as identified in the detailed analysis of our building stock back in 2017, are clearly in urgent need of significant capital investment and the future phases of this SAIF require certainty of funding to ensure they continue to support our front line firefighters.
The existing stations, mostly built between the 1950s and 1970s are not only expensive to maintain and operate, but they are not best suited for a modern community-based fire and rescue service. They lack:
· appropriate storage and servicing space for modern fire appliances and equipment;
· appropriate community facilities to support our prevention and education programmes;
· appropriate facilities for a more diverse workforce;
· appropriate facilities to comply with the Equality Act.

In light of the change in working practices brought about by the global pandemic, it provides an opportune moment to review the way we use our entire estate; to seek efficiencies in use of our key assets and investigate opportunities for further property sharing where it is suitable or appropriate to do so.  
Crowthorne Case Study
Crowthorne Tri-Service Community Fire Station officially opened following a complete rebuild in May 2020 after a 12 month build programme.  The rebuild delivered a modern, future focused and fit for purpose community fire station.  The enhanced layout, developed with assistance from the station crew, provides accommodation that can be fully shared with our blue light partners at Thames Valley Police and South Central Ambulance Service.  This collaborative project builds on the success of Hungerford and continues to strengthen our Thames Valley partnership work, serving as a clear demonstration of the benefits of working together.
Despite the unforeseeable impacts of a global pandemic, the project was delivered ahead of schedule with crews able to respond from a fully operational facility in early May 2020.  During the build, the station decanted fully to an alternative location and maintained their full operational response capacity from a site generously provided within the grounds of nearby Wellington College.   
The successful completion of this project in terms of quality, time and cost is a continuing demonstration of the sound strategic planning of the Authority and the strong working relationship between Officers and Members.  
[image: ]
Crowthorne Fire Station, May 2018
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Artist’s impression of the new station
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Crowthorne Tri-Service Community Fire Station, completed May 2020

Phasing of the Work
Property projects have been grouped into four phases. Provision for the costs of Phase 1 have been built into the Fire Authority’s Medium Term Financial Plan. The projects listed in subsequent phases have been grouped based on the capacity to undertake the necessary work and the service delivery needs of the organisation. It should be noted however, that through the Thames Valley Collaboration Programme, the Berkshire One Public Estate Programme and the future IRMP processes, this ordering may change. 
The actual cost of delivering each of these projects only becomes known once a detailed design specification has been undertaken and a tender process completed, therefore costs shown are indicative of the expected financial commitment required.
The Fire Authority has also built in the necessary due diligence processes to scrutinise and approve the building of new fire stations and major redevelopments. The move from making provision to authorising spend can only be agreed by the Fire Authority once funding is in place and the appropriate feasibility studies and tendering exercises have been completed.
Over the last year, Members have celebrated the completion of the rebuilding of Crowthorne Fire Station in May 2019.  Work also commenced in January 2019 on the construction of the new community fire station at Theale.  Despite the impact of a global pandemic, this high profile project is still on target to deliver a fully operational tri-service station by spring 2022.
In addition to the major redevelopment projects, £1.25 million has been allocated to the refurbishment of six wholetime stations. The actual funding required to address all inherent issues at these six stations is far in excess of the allocated funding, so a very detailed programme of works will be put in place that addresses priority issues only.  The continuance of a minor capital works programme will be essential going forwards to maintain the operational capability of our front line fire stations until further significant capital funding can be secured to progress with the identified major capital projects across Phases 2, 3 and 4.

	


	Phase 1   
   to 2023/24
	Phase 2
   2024/25 – 2027/28
	Phase 3
   2028/29 – 2031/32
	Phase 4
   2032/33 – 2035/36

	New Fire Stations

	Theale
(under construction)

£9.2m

	
	
	

	Major Redevelopment
	Hungerford
(completed)

£0.8m

	Langley


£5.5m

	Newbury


£5.5m

	Maidenhead


£1m


	
	Whitley Wood Firehouse
(completed)

£0.35m

	Slough



£5.5m

	Lambourn



£1.5m
	Mortimer



£1.5m


	
	Crowthorne
(completed)

£2.1m

	Wokingham Road

£2m

	Ascot


£2m
	Whitley Wood Fire Station

5.5m

	
	Whitley Wood Learning & Development Centre

£2m

	Caversham Road



£5.5m

	Bracknell




£5.5m

	

	Minor Works
	£1.25m
	£0.52m
	£0.52m
	£0.71m

	Total
	£15.7m
	£19.02m
	£15.02m
	£8.71m






Disposals

The IRMP findings of 2017 demonstrated that a new fire station in Theale, in replacement of the Dee Road facility, would not only improve the emergency response in West Berkshire, but could also offer an improved and more resilient response to the citizens of Pangbourne.  This opportunity formed part of the 2017 Service Redesign Consultation and led to RBFA’s decision to close both Dee Road and Pangbourne fire stations on successful completion of the new base in Theale.

The Service Redesign Consultation also proposed the closure of the on-call fire station at Wargrave.  Following an extended period of consultation and engagement with multiple stakeholders, Members of the Fire Authority took the decision to proceed with the closure of the station at the Fire Authority meeting on 25th June 2020.






OUR FLEET
In 2015, a review of the RBFRS fleet was completed. The review identified that RBFRS had the second oldest pumping appliance fleet amongst English fire and rescue services. It also initiated the development of the RBFRS Fleet Strategy, which sets out the medium to long-term replacement profile for all vehicles within RBFRS. This strategy aims to ensure the whole fleet is effective and flexible to meet the Prevention, Protection and Response aspirations of RBFRS. The exercise enabled a reduction in our white fleet support vehicles with further rationalisation planned for 2021/22. 
The initial period of Phase 1 of the SAIF has focussed on the rapid transformation of the front line pumping appliance fleet, in line with the Fire Authority’s vision for a modern and efficient fleet which can deliver an effective service to the residents of Berkshire. 
The investment by the Fire Authority so far in Phase 1 has also included the purchase of an Aerial Ladder Platform which was procured as part of a collaborative procurement process in partnership with Oxfordshire and Staffordshire Fire and Rescue Services. It is currently in the final stages of build and is expected to be in service in early 2021. 
In February 2020, the Fire Authority approved the purchase of a replacement 4x4 appliance at Maidenhead and the purchase of 4x4 multi role utility vehicles, which will support our on-call stations, provide additional resilience during periods of adverse weather and due to their multi use, support further rationalisation of the overall fleet. These vehicles are expected to be in service within the first quarter of 2021-22.

Thames Valley Fire Appliances Case Study
Following an extensive collaborative design and procurement exercise, a contract was signed in 2016 for the delivery of 37 new Volvo fire appliances in partnership with Buckinghamshire and Oxfordshire Fire and Rescue Services. The first 11 RBFRS appliances have been delivered to stations with a further four expected in early 2021 and another four in summer 2021. Once these appliances are in service, this will mean that 19 new fire appliances would have been renewed since 2017.  
The fire appliances have enabled better partnership working among the control staff and the front-line firefighters – increasing the benefit of having them at stations that regularly attend incidents in Oxfordshire and Buckinghamshire.
To continue to build on the strategic vision of the Fire Authority and the transformation of the front line response fleet, a new collaborative contract was signed in December 2020 in partnership with Buckinghamshire and Oxfordshire Fire and Rescue Services for the future provision of fire appliances across the Thames Valley. This contract will act as an enabling framework that will allow each service to be agile and flexible in their future procurement and has the capacity to supply up to 48 fire appliances over the four year contract period. 

[image: ]

Phasing of the Work
The phasing of works is purely indicative and based on ongoing maintenance and operational requirements, as well as opportunities to work with partners, any of which may alter the phasing of the works. 
To continue to build on our current success, and as we move through towards the end of Phase 1 and into Phase 2, the renewal of further specialist appliances and white fleet vehicles will be required. Work to define functional requirements of technical rescue and operational support capabilities will continue in 2021-22, and where operationally viable seek to develop combined functionality within vehicles to maximise efficiency and continue to further rationalise overall fleet numbers. Greater use of short-term hire contracts will also support continued rationalisation of the fleet, thereby reducing both on-going capital and revenue expenditure in future years.    
The transition towards alternative fuelled vehicles, in line with the Fleet Strategy and wider environmental impact reduction initiatives, is something that we will look to commence in this period where operationally and financially viable taking into account the current financial situation, our current fleet profile and infrastructure requirements. This transition will create an opportunity to start to collate real life running costs for alternative fuel vehicles. The hybrid and electric technology within this area is continually improving and as we move through the phases of the SAIF, these vehicles will become a more efficient and cost-effective option with some studies indicating up to a 23% saving in running costs compared to traditionally fuelled cars, creating a more financially and environmentally efficient fleet.  

	
	Phase 1   
   to 2023/24
	Phase 2
   2024/25 – 2027/28
	Phase 3
   2028/29 – 2031/32
	Phase 4
   2032/33 – 2035/36

	Fleet
	Fire Appliances

£4.86m

	Fire Appliances

£2.25m

	Fire Appliances

£2.45m

	Fire Appliances

£2.6m


	
	Special Appliances

£1.02m

	Special Appliances

£0

	Special Appliances

£0.19m

	Special Appliances

£0


	
	Aerial Ladder Platform

£0.75m

	Aerial Ladder Platform

£0
	Aerial Ladder Platform

£0

	Aerial Ladder Platform

£0


	
	Other Ancillary Vehicles

£0.49m

	Other Ancillary Vehicles

£0.32m

	Other Ancillary Vehicles

£0.4m

	Other Ancillary Vehicles

£0.4m


	Equipment
	Other Equipment

£1m

	Other Equipment

£0

	Other Equipment

£0

	Other Equipment

£0


	Total
	£8.12m
	£2.57m
	£3.04m
	£3m





OUR ICT
ICT is a key enabler and data is a core business asset. Both need to be effectively managed, keeping in-step with appropriate technological changes, national initiatives and security standards in order to support and improve the Service that we provide to the people of Berkshire. 
The advent of a global pandemic has forced acceleration of some key elements of the ICT strategy, particularly in the collaboration space, where a number of tactical solutions will be replaced with strategic platforms within the phase 1 period of the SAIF.
This acceleration, along with refinement of requirements and robust negotiation with vendors, has resulted in a reduction of the SAIF phase 1 spending projection by £0.457m, meaning that total anticipated spend for Phase 1 will now be £3.61m rather than £4.067m.

The pandemic, and RBFRS’ reaction to it, has both validated the current ICT strategy and identified opportunities for reprioritisation of planned activities, which is why in the coming year RBFRS ICT will focus on refreshing our network infrastructure to provide additional resilience and capacity for internet connectivity, deploying core Microsoft 365 collaboration and communication services, and refreshing our phone systems in order to prepare them for integration with Microsoft 365. 
The categorisation of investments to support the ICT Strategy, has changed slightly to better reflect circumstances and to simplify the model.  The previous Security and Resilience category has been moved into Hardware, as it was essentially a subset of the hardware category. Our new structure therefore contains five key categories:  

1. Hardware;
2. Software;
3. Network infrastructure
4. Services
5. ESMCP







Hardware Replacement Case Study
The previous ICT Strategy identified that the ICT infrastructure was outdated and no longer fit-for-purpose, and that client devices, predominantly laptops and mobile phones were in some cases out of support and difficult to keep secure through software updates.
We identified that we could improve the user experience and workload on the ICT function through the implementation of a rolling replacement programme that ensured replacement of devices within their viable support horizons.  
This programme was then enhanced in line with the new ICT strategy to ensure that further benefits associated with standardisation of equipment across the organisation was possible.  This offered several benefits:
1. lower the overall per-user device cost through bulk purchase;
2. ensure current technology provision with lower failure rates, improving user productivity;
3. provide capability to take advantage of current technology capabilities – e.g. wireless screen display; 
4. reduce the variation in hardware and software configurations, making ongoing management of the device estate easier and simpler for ICT;
5. increase the speed with which equipment can be configured and deployed through standard factory software installation;
6. standardise associated peripheral devices (docking stations, etc.) to allow more device and location portability across the organisation; and
7. foster a sense of investment in the workplace and tools for staff to improve engagement and to promote a RBFRS professional image.

The programme was completed in early 2020 and has been highly successful in delivering against all of the above benefits.  There were a total of three tranches of deployment of laptop and desktop computers, and two refresh cycles for the mobile phone estate over the refresh period.  In each case the mass rollout of equipment was managed far more efficiently than previous similar exercises.  
In addition, we have been able to release old devices through secure disposal arrangements and donations to local schools.  This is in addition to a 50% reduction in laptop procurement costs.


Phasing of the Work
The phasing of works is purely indicative and based on business needs, keeping in step with appropriate technological advances, national initiatives and security standards; any of which may alter the phasing of works.
	
	Phase 1   
   to 2023/24
	Phase 2
   2024/25 – 2027/28
	Phase 3
   2028/29 – 2031/32
	Phase 4
   2032/33 – 2035/36

	ICT
	Hardware
£1.557m

	Hardware
£ 1m
	Hardware
£1m

	Hardware
£1m


	
	Software
£0.66m

	Software
£0.235m

	Software
£0.16m

	Software
£0.16m


	
	Services
£0.709m

	Services
£1.304m
	Services
£1.344m
	Services
£1.344m

	
	Networks
£0.394m

	Networks
£0.32m

	Networks
£0.32m

	Networks
£0.32m


	
	ESMCP
£0.29m

	ESMCP
£0m

	ESMCP
£0

	ESMCP
£0


	Total
	£3.61m
	£2.859m
	£2.824m
	£2.824m





GENERATING CONTRIBUTIONS TO RUNNING COSTS FROM ASSETS
Thames Valley Fire Control Service Case Study
[image: C:\Users\okellog\Pictures\Simon Jeffries\RBF&RS 11.10.2016_047.jpg]
The Thames Valley Fire Control Service, which is based at RBFRS’ Headquarters, answers 999 calls and mobilises fire engines to incidents across the Thames Valley, on behalf of the three fire and rescue services, serving a combined population of over two-million people.

The initial cost of the control centre was funded by grants from Central Government. 
This collaboration delivers a single joint emergency call handling, mobilising and resource management function, which has delivered significant cost efficiencies to all three fire services. Increased resilience, efficiency and improved performance is resulting in collective savings of over £1 million a year. 


FINANCIAL IMPLICATIONS
As evidenced by the recent HMICFRS inspection, Royal Berkshire Fire and Rescue Service is delivering an effective and efficient service that meets the needs and expectations of residents and taxpayers within the County.
When considering the renewal or enhancement of our capital assets, we consider the extent to which capital expenditure increases the effectiveness and efficiency of the organisation, thus, balancing the needs of the users of our services against the needs of those who are required to fund those services.
The Fire Authority’s strategy has always been to implement efficiency savings and seek to generate income over the medium-term rather than rely on reserves to fund revenue expenditure. With this in mind, the Fire Authority chose to use the previous flexibility granted by the Government for the financial year 2013/14 to increase the precept by £5 to not only balance its budget over the medium-term, but also to build up reserves to support an invest-to-save strategy to replace expensive and ageing assets.
Rather than just enhance or replace existing fire stations, opportunities are always sought to relocate fire stations where there is clear evidence that operational effectiveness and efficiency will increase. As an example, the new Theale Fire Station will provide better response times to high risk areas than current arrangements. In addition, the running costs of a newly built fire station with the same footprint are over 40% lower than current running costs.
The capital projects set out in Phase 1 of the SAIF can be delivered through the use of earmarked reserves, capital receipts and additional borrowing. The Authority’s Medium-Term Financial Plan (MTFP) takes into account the financial   consequences of the capital programme up until 2023/24. Over the next three years it is anticipated that the capital programme will result in additional revenue financing costs of £440,000. 
However, without additional funding streams, the ability of the Fire Authority to continue to invest beyond 2023/24 in its fire stations and other assets will be severely restricted, as earmarked reserves and capital receipts will have been expended. 
Given this shortfall in funding – and the fact that this Fire Authority is one of the lowest precepting fire authorities in the country – the Fire Authority continues to seek greater flexibility when deciding Council Tax levels. 
For example, an increase of £5 in the precept would generate an additional £1.7m in annual income. Our MPs believe that as the Fire Authority has demonstrated prudence in the past, it should be trusted with flexibility in relation to precept increases to ensure that communities benefit from technological advances in IT, fleet and equipment and that fire stations are open to communities and focal points for blue light services.
In addition, given that capital-intensive nature of fire and rescue services, we would be keen to see the establishment of a national Transformation Fund against which fire authorities could bid to secure funding for capital projects that deliver revenue savings and more effective services for residents. 

Summary of Capital Investment Requirements

	
	Phase 1   
   to 2023/24
	Phase 2
   2024/25 – 2027/28
	Phase 3
   2028/29 – 2031/32
	Phase 4
   2032/33 – 2034/35

	Buildings
	£15.7m
	£19.02m
	£15.02m
	£8.71m

	Fleet & Equipment
	£8.12m
	£2.57m
	£3.04m
	£3m

	ICT
	£3.61m
	£2.859m
	£2.824m
	£2.824m

	Total
	£27.43m
	£24.449m
	£20.884m
	£14.534m



The total provision since the start of Phase 1 of the Strategic Asset Investment Framework is £87.297m.



GOVERNANCE ARRANGEMENTS
Approval by Senior Leadership Team (SLT)
Final business case for project
Approval by Fire Authority
Approval by SLT
Approval by Fire Authority
Approval by SLT
Stakeholder engagement in relation to individual projects
Procurement process
Outline business case for project
15-year Strategic Asset Investment Framework
Appropriate oversight and scrutiny by officers / members depending on scope and scale of project
Approval by Fire Authority
Project proposal developed by officer working group
Project implementation
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