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1. EXECUTIVE SUMMARY 

1.1 HM Treasury Five Case Model 
HM Treasury recommends that all spending proposals should be accompanied by a proportionate 
and well-structured business case. 

HM Treasury recommends the use of a Five Case Model: 

• Strategic Case – Does the project support the strategic aims and objectives of the 
organisation? 

• Economic Case – Will the project deliver value for money? 
• Commercial Case – Is the project commercially viable? 
• Financial Case – Is the project financially affordable? 
• Management Case – Is the project achievable? 

Only if the answer to all five questions is YES should the project proceed 

1.2 Project Background 
The production of a set of comprehensive risk/response maps has provided information based on six 
years’ worth of incident data. Analysis of the data identified the short comings of a ‘one size fits all’ 
approach to fire appliance design and operation.  

Service Delivery Review clearly indicated that the majority of front line personnel were concerned that 
the MRP’s were too big for the stations grounds in which they were located.   

The review report provided evidence that the current Medium Rescue Pump (MRP) appliances carry 
too much equipment, the majority of which is very rarely if ever used. An analysis of this issue 
identified that only 40% of this equipment carried was used on 80% of incidents attended. 

The review proposed a fundamental change in the DSRFS’ approach to service delivery and 
introduced the concept of four layered Tiered Response.  

• Tier 1 - Capability will be provided at all stations using either a Light Rescue Pump (LRP) 
and/or a Medium Rescue Pump (MRP) as the primary response; 

• Tier 2 - Capability will be provided using a Medium Rescue Pump; 

• Tier 3 - Strategic Support will be met using specialist appliance; 

• Tier 4 - The resilience support will be provided using regional and national assets as well as 
subject matter experts, for example, Urban Search and Rescue (USAR), national search and 
rescue assets. 

 

This Full Business Case (FBC) covers the results of the procurement exercise for a fleet of 
Light Rescue Pumps.  Further work will then be needed to implement the Tiered Response 
model. 

 

1.3 Strategic Case 
1.3.1 Strategic Objectives 
The proposal in this business case contributes to the delivery of the Devon and Somerset Fire & 
Rescue (DSFRS) strategic objectives from the 2014 Corporate Plan: 

 

File: Tiered Response FBC v1.00  Page 5 of 60  
Version Date: 15 April 2013 

 COMMERCIAL IN CONFIDENCE 













COMMERCIAL IN CONFIDENCE 
TIERED RESPONSE FULL BUSINESS CASE 

1.6.3 Financial Benefit 
The financial benefit of introducing a 70 LRP’s into the fleet of 121 fire appliances is shown below: 

A - Represents the total annual cost of financing and running the fleet of 121 MRP’s, if it was
decided not to introduce LRPs:

B - Represents the total annual cost of financing and running the mixed fleet of 70 LRPs and 51
MRPs

C – Represents A-B = the total reduction in expenditure 
It should be noted that the reduction in expenditure of £1,044,495 will continue, year on year, after 
2024. 

The total cost purchasing 70 LRPs is £9,800,000 (split between capital and revenue) spread 
over 5 Years against a budgetary estimate of £10,850,000.  In the Outline Business case the 
level of optimism bias was set at 15%.  As the final design specification will not be baselined 
until the prototype has been tested and accepted it would be prudent to retain a reduced level 
of optimism bias.  It is recommended that optimism bias be reduced to 6% and the budget 
remain at £10,580,000 until the final unit cost is established 

Return On Investment (ROI) is estimated at £10,348,230 after 11 years. 

1.7 Management Case 
The management case is concerned with the deliverability of the project. 

The purpose of this Management Case is to identify the governance and controls in place to support 
the successfully delivery of the Tiered Response project. It describes: 

• The governance structures in place to support the Portfolio, Programme and Project Boards
in delivering the key project aims and objectives.

• The development cycle

• Roles and responsibilities

• Quality management

• Change control

• Configuration management

• Issue management

• Risk management

• Benefits realisation

• Resource plan

2012-13 2013-14 2014-15 2015-16 2016-17 2017-18 2018-19 2019-20 2020-21 2021-22 2022-23 2023-24
A £2,945,887 £3,097,381 £3,414,086 £3,722,166 £3,974,558 £4,150,205 £4,159,965 £4,159,965 £4,221,637 £4,221,637 £4,277,491 £4,277,491
B £2,945,887 £2,888,080 £2,822,107 £2,854,181 £2,881,232 £2,831,536 £3,115,470 £3,115,470 £3,177,142 £3,177,142 £3,232,996 £3,232,996
C £0 £209,301 £591,979 £867,985 £1,093,326 £1,318,669 £1,044,495 £1,044,495 £1,044,495 £1,044,495 £1,044,495 £1,044,495
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2. INTRODUCTION

2.1 Background 
DSFRS has in the past predominantly provided their core service via a fleet of standard Medium 
Rescue Pumps.  As each appliance reached the end of its operation life it was replaced on a like-for-
like basis. The acquisition of these assets was achieved using a mixer of sole contracts and the 
Firebuy consortium framework.  

In 2009 a ‘Concept of Operations’ was developed that proposed the re-alignment of the fleet and 
equipment assets so that they were more closely matched to local risk and demand.   

2.2 Service Delivery Review 
The introduction of new Emergency Response Standards (ERS) in 2009 required the service to 
evaluate its distribution of resources with the aim to improving response times, geographic cover 
whilst at the same time placing emphasis on local risk. 

A full Service Delivery Review was undertaken between June 2009 and June 2011. The review 
examined a range of appliances/equipment against a range of risk factors and modelled a number of 
possible appliance distribution scenarios against the national Emergency Response Standards (ERS). 

Two user forums were set up, one of them dealt with appliances and the other with equipment. These 
forums provided the opportunity for the end users and other specialists to discuss/identify what was 
good, not so good and what could be done better from a range of perspectives. 

2.2.1 Risk Response Maps 
The production of comprehensive set of risk/response maps provided management information based 
on six years’ worth of incident data. Analysis of this data provided the evidence to support a 
fundamental change in the DSRFS’ approach to service delivery. 

It was proposed that DSFRS should move away from the ‘one size fits all’ approach of Medium 
Rescue Pumps (MRPs) and replace a proportion of the fleet with smaller lighter appliances as these 
would be better-suited to accessing many of the more rural areas in Devon and Somerset.  

A Response Asset Blueprint for the future was produced and recommended that a Tiered Response 
should be implemented.  A significant number of LRP’s supported by a number of strategically located 
standard appliances or Medium Rescue Pump’s (MRP’s). A mixture of LRP’s and MRP’s would 
provide the emergency response standards (ERS) for the majority of DSFRS incidents. 

In simple terms LRP’s would be designed and equipped to be able to handle with the majority of 
incident types DSFRS are currently being called upon to deal with. LRPs would be considered Tier 1 
assets and MRP’s Tier 2. The decision as to which category of appliance to dispatch would be based 
on type of incident they are responding to and the attributes required. These attributes are derived 
from the Operational Processes and Procedures (OPAP) work that embraces the views of 14 FRS’s. 

There will however, be on occasion, the need for specialised support at incidents and this would be 
delivered through Tier 3 and 4.  Strategic support for Tier 3 would be provided by specialist 
appliances however, at the moment some of these appliances are not located in the most strategically 
beneficial locations therefore will require relocation. Tier 4 would be provided using regional and 
national assets. 

2.3 Tiered Response 
The Tiered Response approach differs from the existing model as it risk based in that the core driver 
is to ensure that the capability of resources being dispatched is matched to the level of incident risk. 

Adopting the Tiered Response approach ensures that the appropriate type of resource will be 
geographically located based on the type of incidents that most often occur on that fire ground. 
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This approach enhances the services ability to deal with the most common and life threatening 
incident types in line with the ERS and link in with the on-going work to develop Standard Operating 
Procedures (SOP’s). 

2.3.1 Tier 1 
Primary Response (meeting new ERS) 

This is provided at all stations by using either an LRP and/or a MRP. 

2.3.2 Tier 2 
Enhanced Support (meeting ERS, or a specific risk, or Material Incident Type requirements) 

This is provided by MRP’s. 

The MRP’s will provide an enhanced capability over a LRP as they will carry items such as light 
portable pumps, positive pressure fans and dedicated cutting and spreading tools etc. 

2.3.3 Tier 3 
Strategic Support will be met using specialist appliances 

This is a strategic response providing specialist capabilities.  There is currently no ERS for this type of 
appliance however, to ensure that the most suitable strategic bases are identified specific risk maps 
will be produced. 

2.3.4 Tier 4 
Resilience Support 
This is provided using regional and national assets as well as subject matter experts, for example, 
Urban Search and Rescue (USAR), national search and rescue assets. 

There is no ERS for this level of response. 

2.4 Scope of this Full Business Case 
This Full Business Case (FBC) ONLY covers the delivery of the Tiered Response approach. 

The Tiered Response approach deals with the physical response assets i.e. appliances and 
equipment but NOT the people/crews.  There is however a direct correlation between the type of 
appliances deployed and its crew.  This piece of work should be the subject of separate business 
case. 
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The focus of the Fire Authority has been to control the debt ratio within a 5% revenue ceiling. To 
achieve this, the Service has, over the last three years, suspended the vehicle replacement 
programme whilst this Tiered Response project was developed and piloted. One of the implications of 
this freeze is that there is now a considerable number of fire appliances have passed their normal 
renewal date. 

3.4.3 Standardisation 
Although Devon and Somerset Fire & Rescue Services combined in 2007 very little has been done 
about standardising the operational resources, processes and procedures. 

Not standardising assets and operating procedures presents a range of challenges for the service.  
For example, DSFRS is currently operating two different road traffic collision (RTC) strategies. In 
Somerset only one appliance per station is equipped with rescue equipment in the form of a Combi 
tool. A combi tool is a dual tool that both cuts and spreads albeit with limited capacity. Therefore, 
when attending a RTC in Somerset the Pre-Determined Attendance (PDA) vehicle is the nearest 
appliance with a combi tool and one of three dedicated Rescue Tenders (RT).  The RT’s are located 
at Yeovil, Taunton and Glastonbury. This approach can, on occasion, negatively impact Emergency 
Response Standards (ERS) as the RT’s could have considerable distances to travel and the attending 
appliance only has limited rescue capability. 

In comparison within the Devon Commands, every appliance is equipped with rescue equipment, the 
number one appliance is equipped with a set of dedicated cutters and spreaders and the number two 
a combi-tool.  There are no dedicated Rescue Tenders in Devon. Therefore, the Pre-Determined 
Attendance (PDA) vehicle for an RTC in the Devon is the nearest two pumping appliances. 

The current approach means that attending appliances in Devon have greater capability to meet the 
ERS than those in attending in Somerset. 

The current approach requires the management of two different types of PDA vehicle, different 
operating procedures, different training requirements and skill sets.  The lack of a consistent approach 
means that there are three Rescue Tenders (RT) that are designed for only one very specific use but 
still need to be supported and maintained.  

It is anticipated that there is the potential for considerable benefits, both operationally and financially, 
in standardising across the whole DSFRS. 

3.4.4 Integrated Risk Management Plan (IRMP) 
The Integrated Risk Management Plan (IRMP) process entirely replaces the Standards of Fire Cover 
(SOFC) first formulated in 1937 to deal with the effects of aerial bombing, and the 1985 SOFC review 
which detailed risk category attendance requirements.  

The primary focus of SOFC was to assess and manage the risk posed by buildings in relation to size, 
usage, population and density. These issues were, at that time, both reasonable and practical, but In 
the modern era with the installation of efficient fire protection systems and with effective workplace 
health and safety legislation an imbalance of resources has occurred with fire stations positioned to 
guard already well protected buildings and occupants.   The more pressing risk is to people’s lives in 
their homes and vehicles. In DSFRS scope of responsibility there is a broad range of risk from the 
population risk in cities through to remote rural locations. 

The IRMP is designed to provide the right resources at the right time in the right place. The review 
team used a predictive risk mapping tool called the Fire Services Emergency Cover toolkit (FSEC) 
and workload predictive software called PHOENIX as well as analysing 5 years’ worth of DSFRS 
incident data. This has ensured that consideration has been given to as wide a range of hazards and 
risks as reasonably practicable. These risks have been assessed and control measures identified to 
ensure that we reduce both the risk of incidents occurring and their consequences. 
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‘As Is’ Financial Model 
 
The following ‘As Is’ financial model covers the costs financing and running a fleet of 121 MRP’s over a twelve year period from the 12/13 financial 
year to the 23/24 financial year and is based on the assumption that LRPs will not be introduced. 
 

 
 
 
NOTE: It is important to recognise that the purpose of the ‘As Is’ financial model is to provide a base line against which the options for change, 
identified in the Economic Case, can be compared.   The figures do NOT include costs that are common across all of the options and so should not 
be taken as a budget.  For the purposes of this model no allowance has been made for year on year increase due to inflation. 
 

2012-13 2013-14 2014-15 2015-16 2016-17 2017-18 2018-19 2019-20 2020-21 2021-22 2022-23 2023-24
Cost of Funding Operational MRP Fleet £2,136,982 £2,288,476 £2,605,181 £2,913,261 £3,165,653 £3,341,300 £3,351,060 £3,351,060 £3,412,732 £3,412,732 £3,468,586 £3,468,586
Insurance for Operational Fleet £98,252 £98,252 £98,252 £98,252 £98,252 £98,252 £98,252 £98,252 £98,252 £98,252 £98,252 £98,252
Fuel expenditure for Operational Fleet £240,388 £240,388 £240,388 £240,388 £240,388 £240,388 £240,388 £240,388 £240,388 £240,388 £240,388 £240,388
Maintenance (Planned and Defect) £258,224 £258,224 £258,224 £258,224 £258,224 £258,224 £258,224 £258,224 £258,224 £258,224 £258,224 £258,224
Maintenance Parts (Planned) £17,752 £17,752 £17,752 £17,752 £17,752 £17,752 £17,752 £17,752 £17,752 £17,752 £17,752 £17,752
Maintenance Parts (Defects) £104,257 £104,257 £104,257 £104,257 £104,257 £104,257 £104,257 £104,257 £104,257 £104,257 £104,257 £104,257
Accident Damage Repair £6,152 £6,152 £6,152 £6,152 £6,152 £6,152 £6,152 £6,152 £6,152 £6,152 £6,152 £6,152
Accident Damage Parts £51,202 £51,202 £51,202 £51,202 £51,202 £51,202 £51,202 £51,202 £51,202 £51,202 £51,202 £51,202
Tyres £32,678 £32,678 £32,678 £32,678 £32,678 £32,678 £32,678 £32,678 £32,678 £32,678 £32,678 £32,678

Total Cost of Funding Operational MRP Fleet £2,945,887 £3,097,381 £3,414,086 £3,722,166 £3,974,558 £4,150,205 £4,159,965 £4,159,965 £4,221,637 £4,221,637 £4,277,491 £4,277,491
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4. ECONOMIC CASE 

4.1 Introduction 
The following options have been considered: 

4.1.1 Option 1 - Do Nothing 
This option will mean that: 

• Light Rescue Pumps (LRP’s) will not be introduced into DSRFS; 

• The number of MRP’s in service will not be reduced; 

• There will be no reduction in the numbers of specialist/Tier 3 appliances; 

• The original fleet replacement approach, where all MRP appliances were replaced on a like for 
like basis and are not located based on risk would be reinstated. 

For the last three years there has been a freeze on the procurement of new fire and rescue appliances and so 
there are currently seven MRP appliances operating beyond their scheduled ‘end-of-life’ date. By 2012/13 there 
will be twenty five MRP appliances due for replacement. Whilst the original fleet replacement plan looked 
to replace between ten to twelve appliances a year there is now a significant backlog. 

• The plan to achieve standardisation across the Commands would be stalled and require a new 
initiative and take considerably longer to achieve.   

• There would be a small reduction in the DSFRS impact on the environment as any new vehicles 
procured would have to meet stricter emission standards. 

• There would be little if any reduction in fuel consumption. 

• Some appliances would still be too large for their risk areas and there would be less opportunity 
for improvement in performance against the ERS. 

• There would be no reduction in equipment levels. 

• There would be no improvement in efficiency through better use of resources. 

The cost of this option is defined at Section 3.6 ‘As Is’ Financial Model. 
 

4.1.2 Option 2 - Introduce LRP’s Only 
This option would involve replacing up to seventy MRP’s with LRP’s to be based at locations where they 
best matched to the predominant local risk and have been agreed by each of the Command 
Management teams (CMT). 

However, this option does not include the relocation or reduction in the numbers of specialist appliances 
(Tier 3 assets). Therefore, the benefits associated with this element would not be realised. 

This option would enable improvement in the following areas: 

• Improve performance against ERS as LRP’s are more manoeuvrable than MRP’s and where 
limited access exists, will arrive at incidents quicker. 

• Reduced levels of equipment on LRP’s mean that more time can be spent training on the actual 
equipment carried and used 

• By matching resources to risk it will be possible to reduce the amount of equipment carried and 
also the overall size of the fleet; 

• Standardisation of the appliance fleet;  
• Allow one set of operating procedures to be used 
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