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1. Executive Summary 
The commission 

1.1 Hereford & Worcester Fire and Rescue Service (HWFRS) has carried out a Resource Review as 

part of its duty to ensure that it is making best use of its available resources and funding and 

providing the most effective service possible. As a result of this Review, the Service is proposing 

changes to some operational fire engines. 

1.2 In order to understand views on these proposed changes, a formal consultation was undertaken 

between 8th January and 4th March 2024. Opinion Research Services (ORS) were commissioned 

to undertake a programme of key consultation activities and to report respondents’ views, 

gathered through an open consultation questionnaire and three focus groups with members of 

the public. In total, 1,122 questionnaire responses were received; and 28 residents attended the 

three focus groups, with each focus group lasting two hours.  

1.3 In addition, HWFRS held 27 formal internal consultation sessions with 202 staff at the affected 

fire stations (as well as Strategic Leadership Board discussions with other stations and support 

staff departments, at which the Resource Review proposals were discussed); and eight written 

submissions were received from the Fire Brigades Union (FBU), the Fire and Rescue Services 

Association (FRSA), Leominster Town Council, Malvern Town Council, Redditch Borough Council, 

two individual town/county councillors, and an individual firefighter.  

1.4 In our experience, having run similar consultations, the level of engagement with staff, 

representative bodies, councillors, and members of the public was extensive. 

The nature of public consultation 

1.5 Public consultation promotes accountability and assists decision making; public bodies give an 

account of their plans or proposals and listen to feedback. Consultation has therefore been 

described as a dialogue, based on a genuine and purposeful exchange of views.  

1.6 However, consultations are not referenda or ’votes’ in which the loudest voices or the greatest 

numbers automatically determine the outcome. The feedback received often reflects widely 

varied and sometimes polarised views, and it is important to report these concerns and contrary 

views robustly, for decision-makers to conscientiously take into account the issues raised. 

1.7 It should also be remembered that while open questionnaires are important consultation routes 

that are accessible to almost everyone, they are not ‘surveys’ of the public. Whereas surveys 

require proper sampling of a given population, open questionnaires are distributed 

unsystematically, and are more likely to be completed by motivated people while also being 

subject to influence by local campaigns. For example, we note a Fire Brigades Union (FBU) 

campaign opposing the Resource Review proposals. In this campaign - which can be found at 

Hereford and Worcester: protect your fire service | Campaign (fbu.org.uk) - the FBU provided a 

https://www.fbu.org.uk/campaigns/hereford-and-worcester-protect-your-fire-service
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link to the online questionnaire with the instruction to: ‘Please respond to questions 1-7 with 

STRONGLY DISAGREE’. While it is impossible to ascertain the level to which the questionnaire 

results have been influenced by this campaign, it should be borne in mind when considering 

them.  

1.8 Moreover, questionnaire respondents will not have had the same opportunity as focus group 

participants (who were carefully recruited to ensure they represented ‘ordinary’ local residents) 

to discuss and debate the proposed changes.  

1.9 This does not mean that the open questionnaire findings should be discounted: they must be 

taken into account as a demonstration of the views of residents who were motivated to put 

forward their views. However, the differing methodologies should be borne in mind when 

considering the findings reported below. 

Main findings 

1.10 The following sections summarise the main consultation findings1. However, readers are referred 

to the chapters that follow for a full account of people’s views.  

A need for change 

HWFRS aimed to address a number of challenges through its Resource Review, namely to improve 

the resilience and crewing levels of its busiest Wholetime fire engines, and improve the availability 

of all remaining fire engines; ensure a more resilient, sustainable and affordable On-Call 

firefighter duty system; increase community engagement and capacity to deliver more Prevention 

work; explore new ways of working with On-Call staff and further improve support for On-Call fire 

stations; and reduce the need for excessive overtime shifts on Wholetime fire stations. 

HWFRS believes that its resources could be rebalanced to employ more Wholetime firefighters; 

provide improved resilience and crewing levels on busier fire engines, releasing more resources to 

improve support for On-Call fire engines; develop new more sustainable ways of On-Call working; 

and enhance Prevention activities in the community. 

Open questionnaire 

1.11 Questionnaire respondents’ opinions were mixed with regard to whether HWFRS should change 

the way it uses its resources to address the challenges outlined above. Around a third (33%) of 

respondents agreeing that it should, with a fifth (20%) strongly agreeing. However, a larger 

proportion - more than three-in-five (63%) - disagreed, with over half (53%) strongly disagreeing.  

 

 
1 Please note that the staff discussion sessions were undertaken internally, and the notes from these sessions were 

provided to ORS by HWFRS.  
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Resident focus groups 

1.12 Focus group participants demonstrated little knowledge of the challenges outlined by HWFRS: 

they were unaware of the poor availability of some On-Call fire engines for example. However, 

when the challenges were outlined, the need for change was largely understood and supported.  

Staff discussion sessions 

1.13 Staff tended to acknowledge the societal changes and demographics that affect On-Call 

recruitment and retention. When the proposals were explained and data from the review 

discussed, the need for change was largely understood and supported.  

Removal of On-Call fire engines 

HWFRS is proposing to remove the following eight On-Call fire engines from fire stations with 

more than one fire engine, allowing savings to be reinvested in other, busier, fire engines to 

improve resilience and crewing levels, and support more prevention work within communities. 

  

Open questionnaire 

1.14 More than three quarters (77%) of questionnaire respondents disagreed with this proposal, 

seven-in-ten (70%) strongly. Just over a fifth (22%) agreed, 12% strongly. 

Resident focus groups 

1.15 The general consensus among participants across the three focus groups was that while in an 

ideal world the proposed fire engine removals would not be necessary, the proposal has been 

carefully considered and appears to be rational and proportionate.  

1.16 This is not to say there were no concerns, though. A few participants worried about what they 

saw as a depletion of fire cover in rural areas; less overall resilience for, say, incidents like Grenfell 

Tower in high-rise buildings; the potential impact of the proposal on Prevention and Prevention 

activity in the affected areas; and that this could be the ’thin end of the wedge’ for the On-Call 

service. However, this was all acknowledged to be academic if the appliances are unavailable.    

1.17 Only one respondent across all three groups remained wholly opposed to the proposed removal 

of eight fire engines at the end of the discussions though. Their primary concern was around a 

lack of fire cover in their area in the event of larger or simultaneous incidents, as well as the 

potential impact of climate change on the number of incidents attended by HWFRS, and the 

possibility of further future reductions. 

Fourth fire 
engine at 

Wyre Forest 

Third fire engine 
at Redditch 

Third fire engine 
at Hereford 

Third fire engine 
at Worcester

Second fire 
engine at 
Bromyard

Second fire 
engine at 
Malvern

Second fire 
engine at 

Leominster

Second fire 
engine at 
Droitwich
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1.18 Reassurance was sought in all groups that HWFRS would monitor the implementation of the 

proposal if it is agreed and make further amendments in future if the situation requires it.  

Staff discussion sessions 

1.19 Staff members acknowledged that the retention of On-Call staff is an issue, and many felt that 

reducing On-Call staffing at stations where availability is poor, and utilising Wholetime staff to 

support these stations, would be useful. Some groups raised questions about the rationale for 

the proposal and the data captured in the Resource Review, and clarification was provided.  

1.20 Key concerns were around the impact of removing eight On-Call appliances on fire cover and 

resilience, the potential for further reductions in future, and the need to ensure that appliances 

are crewed by five firefighters where possible. 

Written submissions2 

1.21 While a couple of Bromyard councillors supported the proposed removal of the second On-Call 

fire engine in their area, other respondents raised concerns. Leominster and Malvern Town 

Councils and Redditch Borough Council urged HWFRS to retain provision locally. Across the three 

submissions, the main concerns were that:  

• The proposals do not take account of population growth; nor do they consider climate 

change and its consequences.  

• HWFRS’s overall resilience would be compromised by the proposed removal of On-Call 

fire engines, and there would be a lack of cover in the affected areas in the event of larger 

or simultaneous incidents.  

• Any delay in response times due to a shortage of fire engines risks lives. 

1.22 The FBU was concerned that the proposals would leave HWFRS further under-resourced; and 

was also worried that the proposed fire engine removals would negatively impact attendance 

times, the availability of resources for large-scale or protracted incidents, recruitment and 

retention issues, and firefighter/public safety. These concerns, among others specifically relating 

to their local area, were also raised by an individual firefighter.  

Changes to the third (On-Call) engine at Wyre Forest  

HWFRS is proposing to change the third (On-Call) fire engine at Wyre Forest to night cover only 

and allow firefighters up to eight minutes to attend the fire station, providing a much larger 

recruitment area, but potentially being able to provide 100% availability. 

 

 
2 Most of the comments made in the written submissions related to the proposed removal of On-Call fire engines, 

and have thus been included in this section of the executive summary.   
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Open questionnaire 

1.23 Just over a quarter (27%) of questionnaire respondents agreed with the proposal to change the 

third (On-Call) fire engine to night-only cover, 14% strongly. However, more than three fifths 

(64%) opposed the proposal, more than half (54%) strongly. 

1.24 There was a slightly higher level of agreement with the proposal to allow On-Call firefighters at 

Wyre Forest, on the third engine only, up to eight minutes (up from five minutes) to attend the 

fire station: more than a third (36%) of questionnaire respondents agreed, 18% strongly. 

However, more than half (55%) opposed the proposal, 46% strongly. 

Resident focus groups 

1.25 Although there were several questions about the practical impact of the proposed three-minute 

increase, most focus group participants understood the logic of increasing turn out times for the 

third (On-Call) fire engine at Wyre Forest, with some even suggesting it be considered in other 

areas to widen recruitment pools. A couple of Herefordshire residents cautioned against this, 

however. While they felt they could support the proposed change in the Wyre Forest, they 

objected to a wider roll-out across Herefordshire especially, mainly in the context of lengthening 

response times in more rural areas3.  

1.26 There was also some scepticism that this change would work in isolation, given the role of societal 

factors in the recruitment difficulties faced by HWFRS and others. It was thus suggested that 

other initiatives would be required alongside the increased turn out time to ensure success.  

Staff discussion sessions 

1.27 Staff groups, especially at Wyre Forest, understood the logic for the change, with one staff 

member commenting they ‘cannot continue as they are’.  

Reinvesting savings to support the busiest fire engines 

HWFRS is proposing to reinvest all the savings made into supporting its busiest fire engines by 

providing more Wholetime firefighters at some fire stations, who are immediately available and 

on duty during the day and night. More Wholetime firefighters would be available during the 

daytime when emergency calls are at their highest levels. Improving Wholetime resilience would 

release resources currently used to address shortfalls in the Wholetime service to support other 

On-Call fire engines across the Service area.  

Open questionnaire 

1.28 Just under a third of questionnaire respondents (31%) agreed - 19% strongly - with the proposal 

to reinvest savings into providing more Wholetime firefighters to support the busiest fire engines 

and provide improved ways of working for the remaining On-Call staff. However, more than three 

fifths (61%) disagreed, over half (51%) strongly. 

 

 
3 It should be noted that this is not proposed for Herefordshire.  
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Resident focus groups 

1.29 For many focus group participants, their support for the proposed changes to the On-Call system 

was contingent on the resulting savings being reinvested to support HWFRS’s busiest fire engines. 

In this context, many acknowledged that the Resource Review was undertaken not to identify 

financial efficiencies, but to ensure a more efficient and effective use of resources. There was, 

though, some worry about the feasibility and sustainability of making the proposed investment 

in the Wholetime service in the event of future budget reductions.  

Staff discussion sessions 

1.30 In discussion, members of staff tended to appreciate that savings would be reinvested into an 

uplift in Wholetime staffing, and a redirection of resources. There were many questions and 

useful discussions about how this would work in practice.  

Using alternative, more flexible modes of transport 

There will be instances where the first On-Call fire engine at a fire station is sent to an incident 

with a crew of four, five or six, but additional firefighters have responded into the fire station and 

are available to also go to the incident. HWFRS is proposing to provide alternative, more flexible 

modes of transport at some locations where a fire engine has been removed, to transport 

additional staff to an incident if required. These would be transportation vehicles only, not 

‘response’ vehicles with equipment. 

Open questionnaire 

1.31 Of all the proposals, the proposal to provide alternative, more flexible modes of transport (i.e. 

four-wheel drive vehicles) for available additional On-Call firefighters received the highest level 

of support with 37% agreeing, and 22% strongly agreeing. However, more than half (56%) 

disagree with this proposal, with around half (49%) of respondents strongly disagreeing. 

Resident focus groups 

1.32 The prospect of using alternative, more flexible modes of transport (instead of fire engines) was 

endorsed in all three focus groups as an innovative approach to enhancing resources at incidents. 

Staff discussion sessions 

1.33 Staff commented positively about the benefits of using of a 4x4-type vehicle, though some 

suggested they may prefer a van (as did the Fire and Rescue Services Association representative 

in their written submission). Some groups talked about using the opportunity to review where 

special appliances are located, or whether a Compact Fire Engine may be considered in some 

areas.  

Implementing a more sustainable On-Call staffing model 

HWFRS is proposing to use the savings generated to provide a more sustainable On-Call staffing 

model and explore new ways of working within the On-Call service. 
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Open questionnaire 

1.34 Just under a third (31%) of respondents agree (18% strongly) with the proposal to provide a more 

sustainable staffing model and explore new ways of working within the On-Call service. However, 

three fifths (60%) disagree with this proposal, with around half (49%) of respondents strongly 

disagreeing. 

Resident focus groups 

1.35 Focus group participants were generally pleased that any savings made through the Resource 

Review would be reinvested into other areas of the Service, including the On-Call staffing model.  

1.36 People were particularly keen to see HWFRS further engaging with local businesses to promote 

the benefits of employing On-Call firefighters; even incentivising them if necessary.  

Staff discussion sessions 

1.37 There was recognition of On-Call recruitment and retention challenges due to social changes and 

a general understanding that there is a need to make sustainable change.  

Results by respondent type 

1.38 Analysing the questionnaire responses by respondent demographic showed that the level of 

agreement varied between different groups. The differences by question are reported in Chapter 

3 of this report, but in general:  

• Those who work for HWFRS or another Fire and Rescue Service were significantly more 

likely to agree with all proposals; whereas members of the public were significantly more 

likely to disagree with all proposals.  

• Those living in Herefordshire or another area (i.e., outside Herefordshire and 

Worcestershire) and those aged 45-54 were also significantly more likely to agree with 

most of the proposals.  

• Those living in Worcester or Malvern Hills, those aged under 35 years, those who are 

female, and those who have a disability were also significantly more likely to disagree 

with most of the proposals.  

Other comments 

Open questionnaire 

1.39 Three-in-ten (30%) respondents who provided further comments had concerns around increased 

risk, including longer response times and a potential loss of life. Particular worries were that there 

would be inadequate resilience in the event of large or simultaneous incidents, and that 

supporting fire appliances would be more frequently unavailable in their own areas if they are 

being called away to others more often.  

1.40 A quarter (25%) said that they disagreed with the proposals in general, while 23% made 

comments disagreeing specifically with the removal of appliances, and 14% with the proposed 
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changes to staffing/reductions in staff numbers. In this context, it was said that the proposed 

reductions do not take account of population, housing, and building growth; or climate change-

associated risks, the extensive local transport network, and the risks posed by the increased use 

of lithium-ion battery technology. Moreover, the proposals were thought to demonstrate a lack 

of recognition or regard for the dedication of On-Call firefighters, and there was concern that the 

prospect of attending fewer incidents could lead to an exodus, further exacerbating staffing 

issues.  

1.41 11% of those who made a comment agreed with the proposed changes and/or felt they would 

improve the Service. In particular, they felt that the proposals are well-thought out and 

evidenced and would realign resources to risk; ensure more efficient, effective, agile, and 

sustainable service provision; allow HWFRS to modernise and “move with the times” and 

represent a better use of public funds. 

1.42 Other perceived positive aspects of the proposals were that they recognise the challenges of and 

need to address on-call recruitment and retention issues; and look to provide a more guaranteed 

response through the provision of more Wholetime firefighters. A few respondents said that 

HWFRS’s fire stations appear over-resourced compared to those at other services, and that 

similar proposals have been implemented at other Services, with no detrimental effect.  

Resident focus groups 

1.43 Almost all focus group participants across the three groups ultimately supported HWFRS’s 

proposed approach, considering the overall ‘package’ of proposals to be considered, creative, 

and logical. In fact, several people said their views had changed during the discussion: that is, 

their initial reservations about the proposals had been addressed, and they left the session more 

reassured about the proposals and their potential implications.  

Equalities issues 

1.44 Around a third (32%) of respondents who answered the question on equality issues thought that 

there were no impacts on equalities. Most responded with general criticism of the consultation, 

however, 5% said that HWFRS should treat everyone equally while some others noted potential 

negative impacts on certain groups of the population including increased risk for people with 

disabilities including mental health (5%); increased risk to rural populations (3%); increased risk 

to vulnerable/isolated people (3%); and increased risk to elderly people (3%). In this context, we 

should note that 9% of those responding to the questionnaire (85 people) considered themselves 

to have a disability; and 13% (127 people) were over 65.   

1.45 Positive comments saying that the proposed changes will increase equality/diversity of staff 

including a broader recruitment pool were provided by 4% of respondents, while 2% suggested 

that HWFRS should specifically increase the number of women in the service.  
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2. Consultation Process 
The Resource Review 

2.1 Hereford & Worcester Fire and Rescue Service (HWFRS) has carried out a Resource Review as 

part of its duty to ensure that it is making best use of its available resources and funding and 

providing the most effective service possible.  

2.2 HWFRS aimed to address several challenges through its Resource Review, and the Service 

believes that its resources could be rebalanced to improve resilience, improve crewing levels and 

availability on some of its busier fire engines, and enhance its prevention work in the community. 

Under the proposals, HWFRS would remove eight On-Call fire engines from fire stations with 

more than one fire engine; change the third (On-Call) fire engine at Wyre Forest to night-only 

cover; and allow On-call firefighters at Wyre Forest up to eight minutes to get to the station.  

2.3 The savings made through these proposals would be fully reinvested into supporting some of 

HWFRS’s busiest fire engines by employing more Wholetime firefighters (who are immediately 

available and on duty during the day and night) at some Wholetime stations and for the first time 

also on some On-Call stations. 

The Commission  

2.4 In order to understand views on these proposed changes, a formal consultation was undertaken 

between 8th January and 4th March 2024. Opinion Research Services (ORS) were commissioned 

to undertake a programme of key consultation activities and to report respondents’ views, 

gathered through an open consultation questionnaire and three focus groups with members of 

the public.  

2.5 In addition, HWFRS held 27 formal internal discussion sessions with 202 staff at the affected fire 

stations (as well as Strategic Leadership Board discussions with other stations and support staff 

departments, at which the Resource Review proposals were discussed); and eight written 

submissions were received from the Fire Brigades Union (FBU), Fire and Rescue Services 

Association (FRSA), Leominster Town Council, Malvern Town Council, Redditch Borough Council, 

two individual town/county councillors, and an individual firefighter.  

2.6 The eight-week formal consultation period gave residents, staff, and other stakeholders 

sufficient time to participate, and through its consultation document, HWFRS sought to provide 

people with sufficient information to understand the issues under consideration and to make 

informed judgements about them. 
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Consultation questionnaire  

2.7 A consultation document outlining the issues under consideration was produced by HWFRS. 

Using this as a basis, ORS and HWFRS designed a questionnaire including a series of core 

questions, as well as sections inviting respondents to make further comments and answer 

demographic profiling questions. The questionnaire was available online (via a link from the 

HWFRS website) and in paper format between 8th January and 4th March 2024. In total, 1,122 

questionnaires were completed, all of which were submitted online.  

2.8 Fifty seven respondents chose not to provide profiling information, however of the remaining 

1,065, most responses (1,050) were from individuals, and the tables that appear without 

commentary below and on the following page show the unweighted profiles of the responses to 

the survey provided by personal respondents (please note that the figures may not always sum 

to 100% due to rounding). 

Table 1: Age – All respondents who gave a personal response 

Age 
Number of respondents 

(Unweighted) 

% of respondents 

(Unweighted) 

Under 25 89 9 

25-34 194 20 

35-44 190 19 

45-54 213 22 

55-64 165 17 

65-74 99 10 

75 or over 28 3 

Not Known 72 - 

Total 1,050 100 

Table 2: Gender – All respondents who gave a personal response 

Gender 
Number of respondents 

(Unweighted) 

% of respondents 

(Unweighted) 

Male 557 57 

Female 405 42 

Other  10 1 

Not Known 78 - 

Total 1,050 100 

Table 3: Disability – All respondents who gave a personal response 

Disability 
Number of respondents 

(Unweighted) 

% of respondents 

(Unweighted) 

Yes 85 9 

No 865 91 

Not Known 100 - 

Total 1,050 100 

 

 

https://www.wycombe.gov.uk/uploads/public/documents/About-the-council/Have-your-say/Consultations/Community-Governance-Review-2019/High-Wycombe-community-governance-review-consultation-document-August-2019.pdf
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Table 4: Ethnic Group – All respondents who gave a personal response 

Ethnic group 
Number of respondents 

(Unweighted) 

% of respondents 
(Unweighted) 

White British 882 93 

Any other ethnic group 65 7 

Not Known 103 - 

Total 1,050 100 

 

Table 5: Respondent Type – All respondents who gave a personal response 

Which of the following best 
describes you? 

Number of respondents 

(Unweighted) 

% of respondents 

(Unweighted) 

Member of the public 821 82 

Staff member at HWFRS 116 12 

Staff member at another Fire and 
Rescue Service 

29 3 

Other 34 3 

Not Known 107 - 

Total 1,107 100 

Table 6: Area – All respondents who gave a personal response 

Area 
Number of respondents 

(Unweighted) 

% of respondents 

(Unweighted) 

Herefordshire 171 20 

Worcestershire 636 75 

Other 44 5 

Not Known 256 - 

Total 1,107 100 

In addition, 15 valid responses were received from the following organisations:  

• Drakes Broughton and Wadborough with Pirton Parish Council. 

• Droitwich Masons. 

• Herefordshire County Council. 

• Elected member representing one of the wards within Worcester City Council. 

• Member of Parliament for West Worcestershire. 

• National Fire Chiefs Council. 

• Pyons Group Parish Council (Canon Pyon and Kings Pyon, Herefordshire). 

• Roundhill Wood Solar Farm Opposition Group - www.rwsf.co.uk. 

• Severn Stoke & Croome D'abitot Parish Council, Worcestershire.  

• West Mercia Police. 

• Worcester County Council. 
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• Worcestershire County Council Streetworks department. 

• 3 unnamed organisations. 

2.9 Responses submitted on behalf of organisations can differ in nature to those submitted by 

personal responses from members of the public if, for example, they represent the collective 

views of a number of different people or raise very specific issues. However, given the low 

number of responses provided by organisations (15), ORS has, on this occasion, reported the 

consultation responses from organisations together with those of individuals. 

2.10 It should be noted that while open questionnaires are important consultation routes that are 

accessible to almost everyone, they are not ‘surveys’ of the public. Whereas surveys require 

proper sampling of a given population, open questionnaires are distributed unsystematically or 

adventitiously, and are more likely to be completed by motivated people while also being subject 

to influence by local campaigns. As such, because the respondent profile is an imperfect 

reflection of the Herefordshire and Worcestershire populations, its results must be interpreted 

carefully. This does not mean that the open questionnaire findings should be discounted: they 

are analysed in detail in this report and must be taken into account as a demonstration of the 

views of residents who were motivated to put forward their views. 

Interpretation of the data 

2.11 Where percentages do not sum to 100, this may be due to computer rounding, the exclusion of 

‘don’t know’ categories, or multiple answers.  

2.12 Where differences between demographic groups have been highlighted as significant, there is a 

95% probability that the difference is significant and not due to chance. Differences that are not 

said to be ‘significant’ or ‘statistically significant’ are indicative only. When comparing results 

between demographic sub-groups, overall, only results which are significantly different are 

highlighted in the text. 

2.13 Charts are used in this report to make it as user friendly as possible. The charts show the 

proportions (percentages) of respondents making relevant responses. Where possible, the 

colours of the charts have been standardised with: 

• Green shades to represent positive responses (e.g., agreement) 

• Beige shades to represent neutral responses (neither positive nor negative) 

• Red shades to represent negative responses (e.g., disagreement) 

2.14 The numbers on charts are percentages indicating the proportions of respondents who gave a 

particular response on a given question. The number of valid responses recorded for each 

question (base size) are reported throughout in parentheses. ‘Don’t know’ responses have been 

treated as invalid when calculating percentages. 
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2.15 The example comments shown throughout the report have been selected as being typical of 

those received in relation to each proposal. 

Duplicate and co-ordinated responses  

2.16 It is important that engagement questionnaires are open and accessible to all, whilst being alert 

to the possibility of multiple completions (by the same people) distorting the analysis. Therefore, 

while making it easy to complete the questionnaire online, ORS monitors the IP addresses 

through which questionnaires are completed. A similar analysis of ‘cookies’ was also undertaken 

– where responses originated from users on the same computer using the same browser and the 

same credentials (e.g., user account). 

2.17 In considering co-ordinated responses, we note a Fire Brigades Union (FBU) campaign opposing 

the Resource Review proposals. In this campaign - which can be found at Hereford and 

Worcester: protect your fire service | Campaign (fbu.org.uk) - the FBU provided a link to the 

online questionnaire with the instruction to:  

‘Please respond to questions 1-7 with STRONGLY DISAGREE’. 

2.18 While it is impossible to ascertain the level to which the questionnaire results have been 

influenced by this campaign, it should be borne in mind when considering them.  

Resident focus groups 

2.19 Three online focus groups were undertaken with a diverse and broadly representative cross-

section of residents across Herefordshire, North Worcestershire, and South Worcestershire.  

2.20 The meetings used a ‘deliberative’ approach that encourages participants to reflect in depth 

about the fire and rescue service and its proposals, while both receiving and questioning 

background information and discussing their ideas in detail. The focus groups began, for the sake 

of context, with a concise review of HWFRS’s resources and incident levels, before the 

consultation issues were considered. Discussion was stimulated via a presentation devised by 

ORS and HWFRS - and participants were encouraged to ask any questions they wished 

throughout the discussions.  

Attendance and representation 

2.21 The focus groups were designed to inform and ‘engage’ participants with the discussion issues. 

The meetings lasted for around two hours and were attended as overleaf in Table 7. 
  

https://www.fbu.org.uk/campaigns/hereford-and-worcester-protect-your-fire-service
https://www.fbu.org.uk/campaigns/hereford-and-worcester-protect-your-fire-service
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Table 7: Focus groups (area, time and date and number of attendees) 

Area Time and Date Number of Attendees 

North Worcestershire 
Tuesday 20th February 2024 

6:30pm - 8:00pm 
10 

South Worcestershire 
Wednesday 21st February 2024 

6:30pm - 8:00pm 
10 

Herefordshire 
Wednesday 22nd February 2024 

6:30pm - 8:00pm 
8 

TOTAL 28 

2.22 The attendance target for the focus groups was at least eight people, which was achieved in all 

cases. Overall, the 28 participants who took part represented a broad cross-section of residents 

from the affected areas. Once initially recruited, all participants were then written to, to confirm 

the invitation and the arrangements; and those who agreed to come then received telephone or 

written reminders shortly before each meeting. As standard good practice, people were 

recompensed for their time and efforts in taking part. 

2.23 Although, like all other forms of qualitative consultation, focus groups cannot be certified as 

statistically representative samples of public opinion, the meetings reported here gave diverse 

groups of people from the two counties the opportunity to participate. Because the recruitment 

was inclusive and participants were diverse, we are satisfied that the outcomes of the meeting 

(as reported below) are broadly indicative of how informed opinion would incline based on 

similar discussions. 

HWFRS-led engagement 

2.24 HWFRS held 27 formal internal discussion sessions with 202 staff at the affected fire stations (as 

well as Strategic Leadership Board discussions with other stations and support staff departments, 

at which the Resource Review proposals were discussed). HWFRS has provided ORS with a report 

of key findings from these sessions, which is included as Appendix 1 of this report.  

2.25 The Service also undertook:  

• A briefing session for all HWFA members and a further 10 individual discussions with 

HWFA Members (a further two individual discussions were offered but not accepted).  

• A discussion with HWFA Group Leaders.  

• A group discussion with regional Chief Fire Officers (Shropshire, Staffordshire, 

Warwickshire, and West Midlands Fire and Rescue Services); and individual discussions 

with the Chief Fire Officers/Assistant Chief Fire Officers of Gloucestershire, Shropshire, 

South Wales, Staffordshire, South Yorkshire, Warwickshire, and West Midlands Fire and 

Rescue Services.  
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• Discussions with local and regional representatives of the Fire and Rescue Services 

Association (FRSA); Fire Brigades Union (FBU); Fire Officers Association (FOA); His 

Majesty’s Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS); and 

Unison.  

• A meeting with HWFRS Group Commanders and department heads.  

• Briefings with the Police and Crime Commissioner, Deputy Police and Crime 

Commissioner and senior police officers.  

• Meetings with Members of Parliament representing the affected areas (Bromyard & 

Leominster, Droitwich, Hereford, Malvern, Redditch, Worcester, Wyre Forest).  

• Meetings with Wychavon District Council, and the Malvern Hills District Council Overview 

& Scrutiny Committee.  

• Three local radio interviews (on BBC Hereford & Worcester, Free Radio, and Midlands 

Today).  

• A consultation webpage, which was visited by around 3,000 people. As a result, 1,122 

online consultation questionnaire responses were submitted. 42% of those accessing the 

webpage were men, while 58% were women; and the most common age ranges for users 

were 25 to 34 and 35 to 444.  

• Social media engagement via four key posts5, with analytics showing that:  

o 31,154 people saw the most popular Facebook post. 

o The combined total views across all social media platforms for the four posts were: 

▪ Facebook - 43,541  

▪ X/Twitter - 4,440  

▪ Instagram - 235  

▪ LinkedIn - 1,136. 

2.26  A full report of HWFRS’s social media and website activity and reach can be seen in Appendix 3.  

2.27 In our experience, having run similar consultations, the level of engagement with staff, 

representative bodies, councillors and members of the public was very high. 

 

 
4 A full report of HWFRS’s website activity and reach can be seen in Appendix 3.  
5 A full report of HWFRS’s social media activity and reach can be seen in Appendix 3. 
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Written submissions 

2.28 During the formal consultation period, eight written submissions were received from the Fire 

Brigades Union (FBU), Fire and Rescue Services Association (FRSA), Leominster Town Council, 

Malvern Town Council, Redditch Borough Council, two individual town/county councillors, and 

an individual firefighter. These have been summarised in Appendix 2 of this report and 

reproduced in full following the summaries. 

The report 

2.29 This report summarises the feedback received during the consultation period. ORS does not 

endorse any opinions but seeks only to portray them accurately and clearly; our role is to analyse 

and explain the opinions and arguments of the different interests participating in the 

consultation, but not to ‘make a case’ for any particular point of view. In this report, we seek to 

profile the opinions, views, and arguments of those who have responded, but not to make any 

recommendations as to how the reported results should be used. Whilst this report brings 

together a range of data to be considered, decisions must be taken based on all the evidence 

available. 

The nature of public consultation 

2.30 Public consultation promotes accountability and assists decision making; public bodies give an 

account of their plans or proposals and listen to feedback. Consultation has therefore been 

described as a dialogue, based on a genuine and purposeful exchange of views.  

2.31 It should be noted, however, that consultations are not referenda or ’votes’ in which the loudest 

voices or the greatest numbers automatically determine the outcome. The feedback received 

often reflects widely varied and sometimes polarised views, and it is important to report these 

concerns and contrary views robustly, in order for decision-makers to be able to conscientiously 

take into account the issues raised. 
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3. Consultation findings 
Introduction 

3.1 The following chapter reports the findings from the open questionnaire and the three public 

focus groups. The chapter has been structured to address each of the areas of discussion in some 

detail, and in order to differentiate verbatim quotations from other information, they are in 

indented italics within text boxes. 

Main Findings 

A need for change 

HWFRS aimed to address a number of challenges through its Resource Review, namely to improve 

the resilience and crewing levels of its busiest Wholetime fire engines, and improve the availability 

of all remaining fire engines; ensure a more resilient, sustainable and affordable On-Call 

firefighter duty system; increase community engagement and capacity to deliver more Prevention 

work; explore new ways of working with On-Call staff and further improve support for On-Call fire 

stations; and reduce the need for excessive overtime shifts on Wholetime fire stations. 

HWFRS believes that its resources could be rebalanced to employ more Wholetime firefighters; 

provide improved resilience and crewing levels on busier fire engines, releasing more resources to 

improve support for On-Call fire engines; develop new more sustainable ways of On-Call working; 

and enhance Prevention activities in the community. 

Open questionnaire 

3.2 Figure 1 shows that opinions were mixed on whether HWFRS should change the way it uses its 

resources to address the challenges outlined above, with around a third (33%) of respondents 

agreeing with this, and a fifth (20%) strongly agreeing. However, a larger proportion - more than 

three-in-five (63%) - disagreed, with over half (53%) strongly disagreeing.  
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Figure 1: Level of agreement that HWFRS should change the way it uses its resources to address the challenges  

 
Base: All respondents (1,108) 

3.3 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 8). Respondents who live in 

Herefordshire or in an ‘other’ area (outside Herefordshire and Worcestershire), those aged 45-

54 years, and those who work for Hereford & Worcester FRS or another Fire and Rescue Service 

were all significantly more likely to agree that HWFRS should change the way it uses its resources 

to address the challenges it is currently facing.  

3.4 Conversely, those living in Worcester or Malvern Hills, those aged under 35 years, those who are 

female, those who have a disability and those who are a member of the public were significantly 

more likely to disagree with this proposal. 

Table 8: Differences by sub-group – Proposal to change the way HWFRS uses it resources to address challenges 

Significantly more likely to agree Significantly more likely to disagree 

• Living in Herefordshire or an ‘other’ area 

• Aged 45-54 years 

• Work for HWFRS 

• Work for another Fire and Rescue Service 

• Living in Worcester or Malvern Hills 

• Aged under 35 years 

• Female 

• Has a disability 

• Member of the public 

Resident focus groups 

3.5 Focus group participants demonstrated little knowledge of the challenges outlined by HWFRS: 

they were unaware of the poor availability of some On-Call fire engines for example. However, 

when these challenges were outlined, the need for change was largely understood and 

supported.  

20%

13%

4%

9%

53%

Strongly agree Tend to agree Neither agree nor disagree

Tend to disagree Strongly disagree
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“I was aware that there was some sort of resilience issues… but I wasn’t aware that it 

was specifically with staff and with the fire engines.” (Herefordshire) 

Removal of On-Call fire engines 

HWFRS is proposing to remove the following eight On-Call fire engines from fire stations with 

more than one fire engine, allowing savings to be reinvested in other, busier, fire engines to 

improve resilience and crewing levels, and support more prevention work within communities. 

  

Open questionnaire 

3.6 Figure 2 shows that the majority answering the online questionnaire disagreed with the proposal 

to remove eight On-Call fire engines from stations with two or more fire engines, to release 

resources for other, busier, fire engines, with more than three quarters (77%) of respondents 

disagreeing with this, and seven-in-ten (70%) strongly disagreeing. Just over a fifth (22%) agreed 

with this proposal, with 12% strongly agreeing. 

Figure 2: Level of agreement with the proposal to remove eight On-Call fire engines from stations with two or 
more fire engines, to release resources for other, busier, fire engines  

 
Base: All respondents (1,118) 

Fourth fire 
engine at 

Wyre Forest 

Third fire engine 
at Redditch 

Third fire engine 
at Hereford 

Third fire engine 
at Worcester

Second fire 
engine at 
Bromyard

Second fire 
engine at 
Malvern

Second fire 
engine at 

Leominster

Second fire 
engine at 
Droitwich

12%

9%

2%

6%

70%

Strongly agree Tend to agree Neither agree nor disagree

Tend to disagree Strongly disagree
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3.7 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 9). Respondents who live in 

Herefordshire, Bromsgrove, or in an ‘other’ area (outside Herefordshire and Worcestershire), 

those aged 45-54 years, and those who work for Hereford & Worcester FRS or another Fire and 

Rescue Service were all significantly more likely to agree with the proposal to remove eight fire 

engines from stations with two or more fire engines.  

3.8 Conversely, those living in Worcester or Malvern Hills, those aged under 35 years, those who are 

female, those who have a disability, and those who are a member of the public or an ‘other’ 

respondent type were significantly more likely to disagree with this proposal. 

Table 9: Differences by sub-group – Proposal to remove eight fire engines from stations with two or more fire 
engines, to release resources for other, busier, fire engines 

Significantly more likely to agree Significantly more likely to disagree 

• Living in Herefordshire, Bromsgrove, or 
an ‘other’ area 

• Aged 45-54 years 

• Work for HWFRS 

• Work for another Fire and Rescue Service 

• Living in Worcester or Malvern Hills 

• Aged under 35 years 

• Female 

• Has a disability 

• Member of the public or ‘other’ 
respondent 

Resident focus groups 

3.9 Prior to discussion on this proposal, participants were informed that the eight fire engines attend 

a low number of emergency response incidents each year; and that they have low levels of 

availability, mainly as a result of changing social attitudes leading to challenges around 

recruitment and retention.  

3.10 After receiving this information, the general consensus among participants across the three 

groups was that while in an ideal world the proposed fire engine removals would not be 

necessary, the proposal has been carefully considered and appears to be rational and 

proportionate.  

“I can see the logic if they’re not being used...” (North Worcestershire) 

3.11 This is not to say there were no concerns, however. A few participants across the three groups 

worried about what they saw as a depletion of fire cover in rural areas; less overall resilience for, 

say, incidents like Grenfell Tower; the potential impact of the proposal on Prevention and 

Prevention activity in the affected areas; and that this could be the ’thin end of the wedge’ for 

the On-Call service.  

“My concern is that with less retained firefighters it will impact rural areas, as response 

time from the Wholetime fire station will be greater.” (South Worcestershire) 
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“I totally get the challenges, but... In Wyre Forest we’ve got quite a lot of high-rise; we’ve 

got a lot of high-risk businesses in the area. And yes, I know there are problems with 

recruiting On-Call firefighters, but if there’s a big incident… I’m worried about the 

response times to incidents like that…” (North Worcestershire) 

“Will the changes impact in any way the fire safety and educative work of the Fire 

Service… There’s a lot more that could be done proactively…” (North Worcestershire) 

“… You could put this in place and then in five or so years you have to do something else 

to make it workable…” (South Worcestershire) 

3.12 Only one respondent across all three groups remained wholly opposed to the proposed removal 

of eight fire engines at the end of the discussions though. Their primary concern was around a 

lack of fire cover for their area in the event of larger or simultaneous incidents, as well as the 

potential impact of climate change on the number of incidents attended by HWFRS, and the 

possibility of further future reductions. 

“What happens if there’s a major incident in Leominster… It’s a long time to get between 

Leominster and Bromyard … And I think future cuts will come. I don’t feel reassured 

because the next thing will be that full-time staff in the fire services are very expensive 

and we’ll end up losing our full-time staff … Will we end up with nothing in the smaller 

towns? (Herefordshire) 

3.13 One South Worcestershire resident suggested that residents in the affected areas would not see 

a difference in fire cover however, given the current low availability of the fire engines proposed 

for removal.  

“If you’re removing engines that you can’t currently crew anyway then your service 

delivered wouldn’t change…” (South Worcestershire) 

3.14 It should also be noted that by the time the focus groups were held, amendments had been made 

to the proposal for Malvern Fire Station as a result of feedback from crews there (it is now 

proposed that this station will receive a ‘compact’ fire engine to replace its second On-Call fire 

engine for a trial period of two years). Participants were pleased with this, seeing it as evidence 

that HWFRS is listening and prepared to change its plans based on what it hears.  

“It’s a creative solution, and the Service should be commended for that. And I’m 

reassured that if it’s not working, they won’t rest on their laurels and will make further 

changes if needed” (North Worcestershire) 

3.15 Indeed, reassurance was sought in all groups that HWFRS would monitor the implementation of 

the proposal if it is agreed and make further amendments in future if the situation requires it.  
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Changes to the third (On-Call) engine at Wyre Forest  

HWFRS is proposing to change the third (On-Call) fire engine at Wyre Forest to night cover only 

and allow firefighters up to eight minutes to attend the fire station, providing a much larger 

recruitment area, but potentially being able to provide 100% availability. 

Open questionnaire 

3.16 Just over a quarter (27%) of respondents agreed with the proposal to change the third (On-Call) 

fire engine to night-only cover, with 14% strongly agreeing (Figure 3). However, more than three 

fifths (64%) disagreed with the proposal, with more than half (54%) of respondents strongly 

disagreeing. 

Figure 3: Level of agreement with the proposal to change the third (On-Call) fire engine at Wyre Forest to night-
only cover  

 
Base: All respondents (1,092) 

3.17 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 10). Respondents who live in 

Herefordshire or in an ‘other’ area (outside of Herefordshire and Worcestershire), those aged 45-

54 years, those who are male, and those who work for Hereford & Worcester FRS or another Fire 

and Rescue Service were all significantly more likely to agree with the proposal to change the 

third (On-Call) engine at Wyre Forest to night-only cover.  

3.18 Conversely, those living in Worcester or Malvern Hills, those aged under 35 years, those who are 

female, those who have a disability, and those who are a member of the public were significantly 

more likely to disagree with this proposal. 

Table 10: Differences by sub-group – Proposal to change the third (On-Call) fire engine at Wyre Forest to night-
only cover 

Significantly more likely to agree Significantly more likely to disagree 

14%

13%

8%

11%

54%

Strongly agree Tend to agree Neither agree nor disagree

Tend to disagree Strongly disagree
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• Living in Herefordshire or an ‘other’ area 

• Aged 45-54 years 

• Male 

• Work for HWFRS 

• Work for another Fire and Rescue Service 

• Living in Worcester or Malvern Hills 

• Aged under 35 years 

• Female 

• Has a disability 

• Member of the public 

3.19 There was a slightly higher level of agreement with the proposal to allow On-Call firefighters at 

Wyre Forest, on the third engine only, up to eight minutes (up from five minutes) to attend the 

fire station, with more than a third (36%) of respondents agreeing and 18% strongly agreeing ( 

3.20 However, more than half (55%) disagreed with this proposal, with 46% of respondents strongly 

disagreeing. 

Figure 4: Level of agreement with the proposal to allow On-Call firefighters at Wyre Forest, on the third fire 
engine only, up to eight minutes (up from five minutes) to attend the fire station 

 
Base: All respondents (1,092) 

3.21 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 11). Respondents who live in 

Herefordshire, Bromsgrove, or in an ‘other’ area (outside of Herefordshire and Worcestershire), 

and those who work for Hereford & Worcester FRS or another Fire and Rescue Service are all 

significantly more likely to agree with the proposal to allow On-Call firefighters at Wyre Forest, 

on the third fire engine only, up to eight minutes to attend the fire station.  

3.22 Conversely, those living in Worcester or Malvern Hills, those aged under 35 years, those who are 

female, those who have a disability, those who are White British, and those who are a member 

of the public or an ‘other’ respondent type were significantly more likely to disagree with this 

proposal. 

18%

19%

9%

9%

46%

Strongly agree Tend to agree Neither agree nor disagree
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Table 11: Differences by sub-group – Proposal to allow On-Call firefighters at Wyre Forest, on the third fire engine 
only, up to eight minutes (up from five minutes) to attend the fire station 

Significantly more likely to agree Significantly more likely to disagree 

• Living in Herefordshire, Bromsgrove, or 
an ‘other’ area 

• Work for HWFRS 

• Work for another Fire and Rescue Service 

• Living in Worcester or Malvern Hills 

• Aged under 35 years 

• Female 

• Has a disability 

• White British 

• Member of the public or ‘other’ 
respondent 

 
Resident focus groups 

3.23 Although there were several questions about the practical impact of the proposed three-minute 

increase, most focus group participants understood the logic of increasing turn out times for the 

third (On-Call) fire engine at Wyre Forest, with some even suggesting it be considered in other 

areas to widen recruitment pools.  

“I think it’s quite innovative going from five minutes to eight minutes. I know at the 

moment that’s only Wyre Forest but have you got any plans to roll that out across the 

rest of the area…?” (South Worcestershire) 

3.24 A couple of Herefordshire residents cautioned against this, however. While they felt they could 

support the proposed change in the Wyre Forest, they objected to a wider roll-out across 

Herefordshire especially, mainly in the context of lengthening response times in more rural 

areas6.  

“… My concerns are that it will extend the response time… Maybe it’s better to have a 

fire engine that responds slower than not at all, but it worries me that it might be the 

thin end of the wedge. It might not be intended as that… but potentially once that’s 

accepted, does that have a knock-on effect in a few years if someone points to that and 

says: ‘Well, if that’s okay for Wyre Forest then why not there?’” (Herefordshire) 

3.25 There was also some scepticism that this change would work in isolation, given the role of societal 

factors in the recruitment difficulties faced by HWFRS and others. It was thus suggested that 

other initiatives would be required alongside the increased turn out time to ensure success.  

 

 
6 It should be noted that this is not proposed for Herefordshire. 
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“… Is it just the time increase to get to the station that will positively impact recruitment, 

or will other factors still impact recruitment? I think what I'm asking is, ‘Will the time 

increase be enough to increase the pool of people that could be attracted to apply?’” 

(South Worcestershire) 

Reinvesting savings to support the busiest fire engines 

HWFRS is proposing to reinvest all the savings made into supporting its busiest fire engines by 

providing more Wholetime firefighters at some fire stations, who are immediately available and 

on duty during the day and night. More Wholetime firefighters would be available during the 

daytime when emergency calls are at their highest levels. Improving Wholetime resilience would 

release resources currently used to address shortfalls in the Wholetime service to support other 

On-Call fire engines across the Service area.  

Open questionnaire 

3.26 Just under a third (31%) agree (19% strongly) with the proposal to reinvest savings into providing 

more Wholetime firefighters to support the busiest fire engines and provide improved ways of 

working for the remaining On-Call staff (Figure 5). However, more than three fifths (61%) 

disagree with this proposal, with over half (51%) of respondents strongly disagreeing. 

Figure 5: Level of agreement with the proposal to reinvest savings into providing more Wholetime firefighters to 
support the busiest fire engines and provide improved ways of working for the remaining On-Call staff 

 
Base: All respondents (1,109) 

3.27 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 12). Respondents who live in 

Herefordshire, Bromsgrove, or in an ‘other’ area (outside of Herefordshire and Worcestershire), 

those aged 45-54 years, and those who work for Hereford & Worcester FRS or another Fire and 

Rescue Service were all significantly more likely to agree with the proposal to reinvest savings 
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into providing more Wholetime firefighters to support the busiest fire engines and provide 

improved ways of working for the remaining On-Call staff.  

3.28 Conversely, those living in Worcester or Malvern Hills, those aged under 35 years, those who are 

female, those who have a disability, and those who were a member of the public are significantly 

more likely to disagree with this proposal. 

Table 12: Differences by sub-group – Proposal to reinvest savings into providing more Wholetime firefighters to 
support the busiest fire engines and provide improved ways of working for the remaining On-Call staff 

Significantly more likely to agree Significantly more likely to disagree 

• Living in Herefordshire, Bromsgrove, or 
an ‘other’ area 

• Aged 45-54 years 

• Work for HWFRS 

• Work for another Fire and Rescue Service 

• Living in Worcester or Malvern Hills 

• Aged under 35 years 

• Female 

• Has a disability 

• Member of the public 

 
Resident focus groups 

3.29 For many focus group participants, their support for the proposed changes to the On-Call system 

was contingent on the resulting savings being reinvested to support HWFRS’s busiest fire engines. 

In this context, it was acknowledged that the Resource Review was undertaken not to identify 

financial efficiencies, but rather to ensure a more efficient and effective use of resources across 

the Service.  

“I think it’s brilliant that the resources are being rebalanced… I’m reassured… I especially 

like the potential savings and how it’s going to be reinvested for the resilience.” 

(Herefordshire) 

“… I think it’s been very well thought out and it’s good to see that you’re not losing 

anything and that it’s all going back in... It’s a very sensible set of proposals” (North 

Worcestershire) 

“… Rather than being cuts, it’s a sensible reallocation. For me it sounds as though the 

service will be better than it was before. It makes sense to take machines that not being 

used and reallocate those funds elsewhere. It all seems very positive to me.” (South 

Worcestershire) 

3.30 There was, though, some worry about the feasibility and sustainability of making the proposed 

investment in the Wholetime service in the event of future budget reductions.  

“Are you going to be able to keep putting what you say you’re investing into Leominster 

and Bromyard?” (Herefordshire) 

3.31 Furthermore, a South Worcestershire participant suggested that reducing the availability of 

overtime shifts on Wholetime stations could have a detrimental effect on staff retention. 



 

Opinion Research Services | HWFA – Resource Review Consultation 2024                                                                                                                                          May 2024 

 

 

 31  
 

“… is that part of the reason sometimes that firefighters are staying with you, because 

they know there will be an option for taking overtime? That might be taken away from 

some, which might have an impact on whether you retain firefighters going forward?” 

(South Worcestershire) 

Using alternative, more flexible modes of transport 

There will be instances where the first On-Call fire engine at a fire station is sent to an incident 

with a crew of four, five or six, but additional firefighters have responded into the fire station and 

are available to also go to the incident. HWFRS is proposing to provide alternative, more flexible 

modes of transport at some locations where a fire engine has been removed, to transport 

additional staff to an incident if required. These would be transportation vehicles only, not 

‘response’ vehicles with equipment. 

Open questionnaire 

3.32 Of all the proposals, that to provide alternative, more flexible modes of transport (i.e. four-wheel 

drive vehicles) for available additional On-Call firefighters received the highest level of support, 

with 37% agreeing, and 22% strongly agreeing (Figure 6). However, more than half (56%) 

disagreed with this proposal, with around half (49%) of respondents strongly disagreeing. 

Figure 6: Level of agreement with the proposal to provide alternative, more flexible modes of transport (i.e. four-
wheel drive vehicles) for available additional On-Call firefighters 

 

Base: All respondents (1,113) 

3.33 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 13). Respondents who live in 

Herefordshire, or in an ‘other’ area (outside of Herefordshire and Worcestershire), those aged 

55-64 years, and those who work for Hereford & Worcester FRS or another Fire and Rescue 

22%

16%

6%

7%

49%

Strongly agree Tend to agree Neither agree nor disagree

Tend to disagree Strongly disagree
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Service were all significantly more likely to agree with the proposal to provide alternative, more 

flexible modes of transport for available additional On-Call firefighters.  

3.34 Conversely, those living in Worcester or Wychavon, those aged under 35 years, those who have 

a disability, and those who are a member of the public were significantly more likely to disagree 

with this proposal. 

Table 13: Differences by sub-group – Proposal to provide alternative, more flexible modes of transport (i.e. four-
wheel drive vehicles) for available additional On-Call firefighters 

Significantly more likely to agree Significantly more likely to disagree 

• Living in Herefordshire or an ‘other’ area 

• Aged 55-64 years 

• Work for HWFRS 

• Work for another Fire and Rescue Service 

• Living in Worcester or Wychavon 

• Aged under 35 years 

• Has a disability 

• Member of the public 

 
Resident focus groups 

3.35 The prospect of using alternative, more flexible modes of transport (instead of fire engines) was 

endorsed in all three focus groups as an innovative approach to enhancing resources at incidents. 

 “…The vehicles that pick up the firefighters that haven’t managed to get there in time is, 

in a rural area, probably a good idea.” (Herefordshire) 

3.36 At the South Worcestershire group, a couple of people questioned whether HWFRS had 

considered building a degree of flexibility into the turn out time at the stations where it is 

proposed to introduce alternative modes of transport. That is, given those travelling in a ‘support’ 

vehicle would not be first on scene, these participants considered it “… strange that you’re not 

considering recruiting on the premise of there being more flexibility in that time… You’re still 

recruiting on the premise that they have to be there in six minutes even though you’re saying 

practically they might not have to be.” (South Worcestershire) 

3.37 In North Worcestershire, one participant reflected on the societal changes evident since the 

Covid-19 pandemic, particularly people’s reluctance to relinquish quality time with family and 

friends. This, they felt, would contribute to ongoing issues with On-Call recruitment and 

retention. As such, they suggested “building on that idea of moving staff around in four-wheel 

drive vehicles to eventually phase out On-Call staff as much as possible, giving yourself ways of 

mobilising fulltime staff in different ways…” (North Worcestershire) 

Implementing a more sustainable On-Call staffing model 

HWFRS is proposing to use the savings generated to provide a more sustainable On-Call staffing 

model and explore new ways of working within the On-Call service. 
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Open questionnaire 

3.38 Just under a third (31%) of respondents agreed (18% strongly) with the proposal to provide a 

more sustainable staffing model and explore new ways of working within the On-Call service 

(Figure 7). However, three fifths (60%) disagreed with this proposal, with around half (49%) of 

respondents strongly disagreeing. 

Figure 7: Level of agreement with the proposal to use the savings generated to provide a more sustainable staffing 
model and explore new ways of working within the On-Call service 

 
Base: All respondents (1,105) 

3.39 If the open questionnaire results for this question are analysed by sub-group, it can be seen that 

the level of agreement varies between different groups (Table 14). Respondents who live in 

Herefordshire, or in an ‘other’ area (outside of Herefordshire and Worcestershire), those aged 

45-54 years, and those who work for Hereford & Worcester FRS were all significantly more likely 

to agree with the proposal to provide a more sustainable staffing model and explore new ways 

of working within the On-Call service.  

3.40 Conversely, those living in Worcester, those aged under 35 years, those who are female, those 

who have a disability, and those who are a member of the public were significantly more likely 

to disagree with this proposal. 

Table 14: Differences by sub-group – Proposal to use the savings generated to provide a more sustainable staffing 
model and explore new ways of working within the On-Call service 

Significantly more likely to agree Significantly more likely to disagree 

• Living in Herefordshire or an ‘other’ area 

• Aged 45-54 years 

• Work for HWFRS 

• Living in Worcester  

• Aged under 35 years 

• Female 

• Has a disability 

• Member of the public 

18%

13%

9%

11%

49%

Strongly agree Tend to agree Neither agree nor disagree

Tend to disagree Strongly disagree
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Resident focus groups 

3.41 As reported earlier, focus group participants were generally pleased that any savings made 

through the Resource Review would be reinvested into other areas of the Service, including the 

On-Call staffing model.  

3.42 People were particularly keen to see HWFRS further engaging with local businesses to promote 

the benefits of employing On-Call firefighters; even incentivising them if necessary.  

“Will there be any incentives offered to businesses to improve recruitment of on-call fire 

fighters?” (South Worcestershire) 

Other comments on proposed changes 

3.43 Respondents to the open questionnaire were asked if they had any further comments about 

HWFRS’s proposed changes to resourcing. Figure 8 overleaf shows the main themes arising from 

the comments received.  
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Figure 8: Do you have any OTHER COMMENTS about HWFRS's proposed changes to resourcing? 

 

Base: All respondents who provided further comments (510) 
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Agree: With the proposed changes to staffing
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3.44 It can be seen that three-in-ten (30%) respondents who provided further comments had concerns 

around increased risk, including longer response times and a potential loss of life.  

“… Proposed appliance removal in some towns/cities shouldn’t be allowed to go ahead, 

as the proposed growth in these areas would leave existing appliances under resourced 

as well as greater increase danger to firefighters already working in a dangerous job…” 

“This proposal is front line cuts and a downgrading of fire cover... I do not believe for one 

minute that the loss of the fire appliances and firefighters will make the service better 

and provide an improved level of cover for the communities... Less fire engines, less 

firefighters equals greater risk…” 

“A service already cut to the bone can’t be cut any further. HWFRS have a duty to ensure 

that when the people of Hereford & Worcestershire need their assistance, that they are 

able to ensure the correct number of fire engines, crewed by sufficient numbers of 

firefighters, are mobilised and arrive in an acceptable time. These cuts will further erode 

attendance times, impact on the safety of firefighters and lead to the loss of lives and 

property within the two counties.” 

3.45 Particular worries were that there would be inadequate resilience in the event of large or 

simultaneous incidents, and that supporting fire appliances would be more frequently 

unavailable in their own areas if they are being called away to others more often.  

“… If for example the only remaining Droitwich fire engine which has specialist 

equipment is deployed somewhere else within Hereford and Worcester, which is the area 

it covers, then any emergency in Droitwich will have to be attended by an engine from 

Worcester, Wye Forest or Redditch, assuming one is available as these numbers are also 

being reduced.” 

“The use of on-call fire fighters is the very core of resilience for the fire service and the 

work it does. The fact that 75% of fire engines are crewed by on call firefighters shows 

the value and importance of these crews and engines to the area as a whole providing a 

quicker response time than having to rely on engines arriving from a more distant whole 

time crewed station. The removal of eight fire engines is a near 25% reduction could be 

very detrimental to the service fulfilling their role at complex incidents or when the 

service is under great pressure due to events like flooding which are only going to 

increase. There seems to be a real danger in this plan of reducing the fire services ability 

to perform its duties without having to rely on requesting assistance from neighbouring 

fire services.” 
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“… There are already many incidents where major fires have meant engines needed to be 

sent from the stations you are cutting an engine from. This would mean that station 

would have no engine to respond to an incident in that town. Add in the increase in 

electrical technology which means an increase fire risk I homes and this proposal is a 

recipe for disaster and potential tragedy…” 

3.46 In addition, a quarter (25%) said that they disagreed with the proposals in general, while 23% 

made comments disagreeing specifically with the removal of appliances, and 14% with the 

proposed changes to staffing/reductions in staff numbers.  

3.47 In this context, it was said that the proposed reductions do not take account of population, 

housing, and building growth; or climate change-associated risks, the extensive local transport 

network, and the risks posed by the increased use of lithium-ion battery technology. Moreover, 

the proposals were thought to demonstrate a lack of recognition or regard for the dedication of 

On-Call firefighters, and there was concern that the prospect of attending fewer incidents could 

lead to an exodus, further exacerbating staffing issues.  

“I believe that any loss of a fire engine within the local community that is crewed by on 

call fire fighters, isn't the best way forward as on call firefighters are very hard to find 

and the potential loss off 45 firefighters will only make that worse. Potentially you will 

lose more as call numbers will decline and the spaces for each firefighter on a fire engine 

will halve, so firefighters may lose interest and leave...”  

3.48 Concerns around particular areas mainly centred on population growth, the proximity of risks 

like motorways, waterways, industrial and agricultural areas, hospitals, and heritage buildings 

(Worcester Cathedral for example). An issue particular to respondents from Malvern was that 

the area is often “cut off” by flooding, and it is difficult for appliances from neighbouring stations 

to reach the town.  

3.49 11% of those who made a comment agreed with the proposed changes and/or felt they would 

improve the Service. In particular, they felt that the proposals are well-thought out and 

evidenced and would realign resources to risk; ensure more efficient, effective, agile, and 

sustainable service provision; allow HWFRS to modernise and “move with the times” and 

represent a better use of public funds. 

“I personally do not think the current model is sustainable, and the changes proposed 

would help to create a better, more agile and available service to the community.” 
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“… To enable a more effective response to incidents, the way that the Service delivers 

firefighters to incidents with the correct resources, with the appropriate skills needs to be 

reviewed, renewed and continually shaped to fit with the community needs. The model 

that is proposed is putting our communities first, the Service needs to be able to flex the 

resource to continually meet the demands of incidents within the two counties of 

Hereford and Worcester. I fully support the recommendations.” 

“There is always a tendency to carry on doing things "because that's how we've always 

done it", but services need to change with the times and find new ways to work more 

effectively and efficiently. I support these changes as they are not cuts, but a 

reinvestment into, and a re-deployment of, resources.” 

“Removing some of the unnecessary legacy crewing arrangements is essential to provide 

a modern, financially efficient Fire and Rescue Service. More efficient use of operational 

staff, especially Wholetime, will also help to achieve this.” 

3.50 Other perceived positive aspects of the proposals were that they recognise the challenges of and 

need to address on-call recruitment and retention issues; and look to provide a more guaranteed 

response through the provision of more Wholetime firefighters.  

“On-Call firefighter recruitment and retention is a growing issue across the whole 

country, I believe that the proposals made will increase the sustainability of the on-call 

staffing model, particularly increasing the response times to station and the station 

recruitment area. The other proposals regarding the re-distribution of resources appear 

to be very well researched and evidenced and show clear and tangible benefits if 

implemented.” 

“Whilst nobody can ever be completely happy with any proposal that seems like a 

reduction in service, it doesn't make sense to keep financing (at a cost of nearly 

£900,000) these 9 engines that are not even crewed for more than two thirds of their 

potential availability. To re-invest this saving in improving numbers of Firefighters that 

are immediately available not only improves Firefighter safety but also improves the 

service to the public by having a larger workforce on the initial response to emergency 

incidents. Increased numbers of Whole-time firefighters will also cause less interruption 

to the vital work that specialist officers do to improve public and Firefighter safety as 

there will be few instances where these officers have to cover stations that cannot 

provide a complete crew. When public service funding is so poor (like it or not we are in 

another recession) I feel that there is little choice but to support the Chief Fire Officer's 

proposal and allow him to reallocate limited resources to best effect.” 

3.51 A few respondents said that HWFRS’s fire stations appear over-resourced compared to those at 

other services, and that similar proposals have been implemented at other Services, with no 

detrimental effect.  
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“These proposals are entirely sensible. I live in Worcester but work for another Fire and 

Rescue Service in another County... You are lucky to have so many appliances but they're 

utilisation levels show that with their removal, you are not putting people at risk.” 

“The plan appears to be a pragmatic approach in dealing with some of the longer term 

issues related to crewing and availability. Many other FRS have already made changes 

such as these and haven't compromised community safety. I was surprised to hear of 

multi pump stations still being in place. With the current economic climate and the 

reduction in public sector funding over the last 12 years FRS' across the country need to 

move away from the very static traditional approaches to resource management.” 

3.52 Other comments were made in relation to the proposals to providing alternative, more flexible 

modes of transport (while there was some positivity around this, others considered it a 

“pointless” risk to firefighter and public safety and there was some misconception that they 

would function as response vehicles); and allowing firefighters on the third Wyre Forest On-Call 

appliance up to eight minutes to get to the station (a few respondents considered this to be 

“reckless”, while others suggested it could be implemented more widely).  

“I would also highlight that a flexible approach to getting firefighters to an incident is 

positive. A number of other Services have already moved to using personnel numbers in 

addition to number of pumps. This allows for Fire Control to manage assets intelligently 

and provides greater ability to keep more pumps available for other incidents.” 

“…In your proposal to replace on-call fire trucks with 4 by 4 vehicle, this doesn't negate 

the less of the additional fire truck. All this enables, is more fire fighters to be available at 

an incident, with less equipment to put out the fire, or other related incidents. What is 

the point in having 4 extra fire fighters, without the fire equipment? …” 

“… to propose to add to the time requirement for on call firefighters to reach the station, 

appears to be not only foolish, but reckless. Precious minutes wasted by rig/rigs being 

immobile waiting for crew for 8 minutes… On-Call have always lived within 5 minutes of 

the station and it has worked well…” 

3.53 Finally, those who made comments criticising the consultation process primarily complained 

about what they considered the “biased” questionnaire, the “skewed”, “manipulated”, and 

“misleading” data used, and the “dressing up” of cuts as efficiencies.  

Alternative suggestions/mitigations 

3.54 Figure 8 also shows that many respondents to the open questionnaire suggested alternatives to 

the planned proposals and these are summarised below.  
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3.55 Around half of the suggestions given related to staffing, primarily reducing the number of senior 

and middle management positions within HWFRS, thus mitigating the need to remove 

appliances, or cut the number of firefighters. This, it was said, would enable On-Call staffing levels 

to be protected or even increased, with savings reinvested into enhancing front-line roles e.g., 

by increasing pay or flexibility.  

“It would be more prudent to remove senior and middle management positions and 

reinvest that money in to on call firefighters, either paying them more or increasing 

flexibility to make it more attractive and increase recruitment.” 

3.56 A few respondents specifically said that there are too many senior managers within HWFRS and 

that the Service is ‘top heavy’: one claimed that the “officers model is substantially higher than 

other services nationally.” It was suggested that if incident numbers and resources have reduced, 

the number of officers should also be reduced to reflect this.  

“There are far too many Senior Officers and managers in the service in all areas and this 

has increased over the years. This could also be enhanced by removing the subsidised 

cars the service supply to officers to use for private use. As your review says, the amount 

of calls has got less so the need for more or the same amount of officers should be 

reduced to reflect this.” 

“Why has the Officer Quota not been downgraded as the Brigade has less Fire 

Firefighters and appliances, where are the cuts to management? Why are officers riding 

round in Volvo's when less expensive means of transport are available.” 

3.57 Some also suggested that the number and type of vehicles provided to officers should be 

reviewed, with identified savings directed towards emergency vehicles. 

“Perhaps a reduction in management vehicles should be considered NOT emergency fire 

equipment and vehicles.” 

3.58 A couple of respondents noted that HWFRS should concentrate on investing in and retaining the 

‘good quality’ staff they already have rather than investing in new recruits, who would require 

training. 

“… What benefit does it have to get rid of a bunch of trained and skilled firefighters. To 

pay for a bunch of new recruits to get to the same result. If instead you invested into the 

current firefighters to make sure that there was 100% availability. Would be a more 

sensible move.” 
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3.59 Several respondents specifically suggested improving employment conditions for On-Call staff. 

Paying On-Call firefighters a salary as opposed to a retainer fee and pay for turnout was 

considered a sensible approach – and one that has been successfully implemented at South 

Wales Fire and Rescue Service. It was also felt that contracts should be more flexible, and that 

guaranteed part-time work could be considered for On-Call staff. 

“As retained employees hold other jobs, you struggle to get crews, maybe consider the 

hourly contracts. 40, 60, and 100-hour contracts are shameful.” 

“…Retention of On-Call would be better if we had more flexible patterns rather than 

having to shoehorn people into preset cover patterns and allowing stations more say as 

to how they manage those patterns.” 

“Hereford and Worcester FRS should possibly explore the idea of South Wales FRS where 

the On-Call are paid a salary instead of retaining fee and attendances and turnouts. A 

decent liveable second income.” 

3.60 One respondent also said that “The current flexibility to book on/off but still do the contracted 

hours is ridiculous… I cannot believe the number of crews off the road… I think some critical 

reflection on why they don't/won't work unsociable hours or can book on/off as they please needs 

to be considered.” 

3.61 Other suggestions around staffing included re-hiring retired firefighters, using the previously 

create resilience pool to recruit extra firefighters, more dynamic On-Call recruitment and 

retention, and more joined-up working with local business owners. 

“Try bringing back retired [firefighters] on a 20-hour contract to maybe sit at a station - 

maybe just be a driver? Or just as the [Watch Manager].” 

“The extra fire fighters to enhance the Wholetime should come from the resilience pool 

that was created… and was never officially disbanded.” 

“I believe more time and money needs to be invested into meeting with local business 

owners to promote the release of on call fire fighters during the day so that they can 

better understand how it actually works and boast the benefits this can bring to their 

businesses as a lot of employers aren’t interested due to ignorance.” 

3.62 Several respondents queried whether a similar approach to that being proposed at Wyre Forest, 

allowing On-Call firefighters eight minutes to respond to the station, could be adopted at other 

stations. They felt that if the response time was increased from five to eight minutes (particularly 

for night cover only, or ‘backup’ second appliances where a “10-minute response time is better 

than none at all”) this would increase the recruitment pool and overall availability of On-Call fire 

engines. 
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“If extending the time allowed for an On-Call firefighter improves staffing then this 

should also be considered if it improves the sustainability in the staffing model.” 

“As some on call second engines are struggling to be manned, why not instead look to 

further relax those response times? … Quite frankly a backup response of a 2nd engine 

with a 10 min response time is better than none at all. It could substantially increase the 

number of people who might volunteer. I for example would consider it, but I live 7 mins 

from my local station so haven’t bothered…” 

“Could the On-Call all crews be given more time to respond when a special appliance is 

required e.g. 10 mins for the ALP?” 

3.63 Many suggestions related to fire engines and the proposed alternative ‘transportation’ vehicles. 

Two respondents suggested that where a second appliance is proposed to be removed, HWFRS 

should consider replacing the remaining appliance with a larger vehicle that can mobilise with 

eight or more staff, minimising the impact of the loss of the other appliance. 

“Should second appliances at solely retained stations be removed, I believe consideration 

should be given to providing appliances with more seating like in Shropshire. That way 

single appliance stations can still mobilise with 8 or more firefighters and… [it] minimises 

the impact of the loss of the second appliances.” 

“In conjunction with the service’s proposals, have you considered where an appliance has 

been removed, having the remaining appliance fitted with 9 seats, so if there are staff 

available, they can attend incidents...” 

3.64 In terms of the proposed four-wheeled drive vehicles, it was suggested that rather than being 

non-response vehicles, they should be equipped with suitable (firefighting) equipment to enable 

them to provide assistance in an emergency capacity. 

“Having extra firefighters arrive in a 4x4 provides the manpower, but this vehicle will not 

have any firefighting equipment. Would it not be better to equip this vehicle as an 

immediate response, allowing the crew to have the flexibility and means to effect the 

rescue of anyone at risk, assess, stabilise or control the situation before the arrival of the 

main appliance. This includes providing additional capabilities to the crews of specialist 

vehicles.” 

3.65 One respondent suggested that On-Call crews crew some of the special appliances 100% of the 

time to keep the Wholetime appliances available 100% of the time. 
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“At the affected locations, especially at Worcester and Hereford, the On-Call crews could 

crew some of the special appliances 100% of the time to keep the Wholetime appliances 

available 100% of the time without dividing the crews up.” 

3.66 Two respondents provided feedback specifically on the proposed changes at Droitwich and 

Malvern. They felt that the second appliances at these locations should not be removed for the 

sake of wider resilience across the area, and given the proposed changes to day crewing that 

should improve their availability. 

“In the review, Droitwich's first appliance ability to support fire cover in Redditch in the 

daytime is used as a reason to reduce Redditch's third appliance to night time cover only. 

It stands to reason that Droitwich's second appliance should be kept to provide 

additional resilience if the first appliance is expected to cover Redditch more, especially 

until the new day crewing arrangements are fully embedded.” 

“I feel the review has failed to recognise the impact of the poorly conceived crewing 

changes at Droitwich and Malvern which saw the removal of the day crewing contract 

and how this hugely impacted the availability of the second on call appliances at night as 

on call staff were used to backfill the first appliance thus making the second vehicle 

unavailable. I feel strongly that the second appliances at Droitwich and Malvern should 

not be removed at this time and that a further review should be undertaken 24 months 

after day crewing is fully reinstated to see if availability figures improve significantly.” 

Equalities issues 

Open questionnaire 

3.67 Respondents to the open questionnaire were also asked if there were any positive or negative 

impacts relating to equalities that they believe should be considered. Many responded to this 

question with general feedback on the proposals (see   
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3.68 Figure 9), however around a third (32%) of those who answered the question thought that there 

were no impacts on equalities. 

3.69 In terms of comments relating to impacts on equalities, 5% said that HWFRS should treat 

everyone equally while some others noted potential negative impacts on certain populations 

including increased risk for people with disabilities including mental health (5%); increased risk to 

rural populations (3%); increased risk to vulnerable/isolated people (3%), and increased risk to 

elderly people (3%).  

3.70 Positive comments saying that the proposed changes will increase equality/diversity of staff 

including a broader recruitment pool were provided by 4% of respondents, while 2% suggested 

that HWFRS should specifically increase the number of female employees. 
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Figure 9: Are there any positive or negative impacts relating to equalities that you believe should be considered? 

Note: For presentational reasons the chart only shows themes raised by at least 2% of respondents. A full list of 

codes can be seen in the tables of results (provided separately). 
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needed/equality impact assessment information

Positive Impact: Will increase equality/diversity of staff
including a broader recruitment pool

Suggestion: Improve recruitment and retention
including wages, shifts and working conditions

Negative Impact: Increased risk for people with
disabilities including mental health

Other: Treat everyone equally

Criticism of Consultation: General

Negative Impact: Increased risk including response
times/loss of life (general)

Disagree: With the proposals including dont make
changes/remove appliances

No Impacts
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4. Conclusions 
Overall conclusions 

4.1 Almost all focus group participants across the three groups ultimately supported HWFRS’s 

proposed approach, considering the overall ‘package’ of proposals to be considered, creative, 

and logical.  

“In an ideal world we’d like them to have all the resources they could possibly want, but 

they’ve clearly not come up with this strategy in five minutes… It appears to be a 

pragmatic and innovative response to the reality of the situation. I probably feel more 

reassured now than at the beginning.” (South Worcestershire) 

“Imagination and flexibility. Applying those to the situation and seeing what is needed 

where. That has come across really strongly …” (North Worcestershire) 

4.2 In fact, as alluded to above, several people said their views had changed during the discussion: 

that is, their initial reservations about the proposals had been addressed, and they left the 

session more reassured about the proposals and their potential implications.  

“When I saw this consultation, my first thought was that Bromyard station would be 

closed and that we’d have to wait for fire engines from 21 miles away, so I’m reassured 

that… you’re maintaining those facilities. The fact that you’ve got the plans to do the 

best you can within the budget, I’ve found quite reassuring.” (Herefordshire) 

“It’s provided reassurance and all the questions I had were answered. I joined expecting 

to have to fight about cuts and things, but I’ve felt a lot of reassurance that it’s all been 

thought out” (North Worcestershire) 

4.3 The results from the open questionnaire suggest a lower level of overall support for HWFRS’s 

Resource Review, with substantial levels of disagreement with each proposal and just a third 

agreeing overall that HWFRS should change the way it uses it resources to address current 

challenges.  

4.4 Table 15 summarises the level of support for or disagreement with each proposal. The proposals 

with the highest level of support were providing alternative, more flexible, modes of transport 

for available additional On-Call firefighters (37% agreed) and allowing an additional three 

minutes for On-Call firefighters to attend the fire station at Wyre Forest (36% agreed).  

4.5 The proposals with the highest level of disagreement were removing eight On-Call fire engines 

from stations with two or more fire engines (77% disagreed) and changing the third fire engine 

at Wyre Forest to night-only cover (64% disagreed). 
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Table 15: Summary of level of support for or opposition to each proposal 

Proposal % agree % disagree 

HWFRS should change the way it uses its resources to address 

current challenges  

33% 63% 

Remove eight On-Call fire engines from stations with two or 

more fire engines, to release resources for other, busier, fire 

engines 

22% 77% 

Change the third (On-Call) fire engine at Wyre Forest to night-

only cover 

27% 64% 

Allow On-Call firefighters at Wyre Forest, on the third fire 

engine only, up to eight minutes (up from five minutes) to 

attend the fire station 

36% 55% 

Reinvest savings into providing more Wholetime firefighters to 

support the busiest fire engines and provide improved ways of 

working for the remaining On-Call staff 

31% 61% 

Provide alternative, more flexible modes of transport (i.e. four-

wheel drive vehicles) for available additional On-Call firefighters 

37% 56% 

Use the savings generated to provide a more sustainable 

staffing model and explore new ways of working within the On-

Call service 

31% 60% 

4.6 It should be remembered, however, that open questionnaires are not surveys, and are therefore 

not a representative sample of a given population – they are more likely to be completed by 

motivated people or groups. They will also not have had the same opportunity as focus group 

participants to discuss the proposed changes, and this should be taken into account when 

considering the differing findings. 
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Appendix 1: key themes from 
internal staff engagement 
Introduction 

4.7 During the Resource Review consultation period (8th January to 4th March 2024), members of the 

HWFRS Strategic Leadership Board (SLB) conducted multiple engagement sessions including a 

cross section of staff, Elected Members, Senior Leaders from other Fire and Rescue Services, and 

MP’s.  

4.8 An extensive schedule of station visits ran from November 2023 throughout the consultation 

period to March 2024. In all, 27 formal visits were undertaken engaging with 202 staff at all the 

affected stations. A breakdown of the staff who attended can be found later in this section and 

discussions were noted and recorded for future reference.  

4.9 The valued contributions from staff were broad in context but some key themes have been 

captured below for ease of reference. Generally, when discussed, members of staff appeared to 

understand the reasons behind the Resource Review with comments like “the figures don’t lie” 

and “I can see the need for change and the logic...we can’t continue as we are”. Positive 

comments were also made about the proposal to increase numbers on Wholetime watches and 

about On-Call staff crewing special appliances, for example Aerial Ladder Platforms.  

4.10 There were, though, many questions asked around the rationale for the proposals (including the 

data used to underpin them), how they might work in practice, and the decision-making and 

implementation process. Key concerns were around the impact of removing eight On-Call 

appliances on fire cover and resilience, the potential for further reductions in future, and the 

need to ensure that appliances are crewed by five firefighters where possible.  

4.11 In addition to the above, SLB members visited other stations and support staff departments and 

at every opportunity the Resource Review was discussed. Whilst not formally impacted these 

additional conversations covered an even broader range of staff, including those unaffected by 

the proposals. Furthermore, a video was produced and played on a loop on all the smart screens 

on stations and in departments as part of HWFA’s digital communications strategy, conveying 

the key messages of the Resource Review. This was underpinned by internal bulletin articles. 

4.12 The following summary of key themes and supporting information has been provided for 

inclusion by HWFRS.  
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Summary of key themes 

Theme Examples 

Number of Wholetime 

firefighters 

Discussions and questions around previous and proposed 

establishment numbers.  

Pleased to see the proposal for five on some fire engines. Request for 

guarantee to maintain five riders on these three fire engines. 

On-Call firefighter skillsets 

and crewing Special 

Appliances 

Positive reception for On-Call crewing Special Appliances.  

Discussions about which Special Appliances could be crewed by On-Call 

firefighters due to the impact of maintaining skillsets. 

Questions about whether Special Appliances would be relocated. 

Implementation Questions about the timescale for implementation, how the proposed 

changes would be implemented, and possible redundancies. 

Fire cover and resilience Questions, discussions, and concerns around the impact of the 

proposals on fire cover and support required at larger incidents if the 

eight pumps were removed. 

One location agreed having an eight-minute turn-in time would help. 

Other locations asked if this was going to be implemented elsewhere as 

it would support recruitment and retention at other stations. 

Some locations raised questions and discussed impacts relevant to 

their specific location only. 

Wholetime posts at 

Leominster and Bromyard 

Questions around what the crewing model would be, how many 

people would be at these stations, and what they would be expected 

to do. 

Four-wheel drive vehicles Questions around what these would be used for, whether they would 

carry equipment, whether they could be used for more than just 

carrying personnel, and who would decide when they are 

used/mobilised. 

On-Call Availability Discussions about the inflexibility in managing Pers3a’s (the form used 

to log On-Call available hours), the difficult recruitment and retention 

of On-Call firefighters, and the amount of money and time spent 

currently trying to maintain availability and how this needs to change. 

4.13 The Resource Review has not been taken lightly and staff consultation was at the forefront of the 

proposals. It is fair to say that this approach has gone a long way to informing the workforce and 

even when staff were initially uncertain, comments such as “logically, staffing is too tight 

and...you can’t argue against the Proposal” provide assurance that, although difficult, a full 

review of resources was necessary.
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Worcester 05/02/24 On-Call 14 Comments  

General themes, some discussion regarding the data.  

Some members of staff accepted the need for the change and would be supportive of supporting the 

specials at Worcester.  

12/02/24 Red 

4 

Comments  

General views and conversations were around the data and the fact that locally they sometimes decide to 

deploy assets at the time of call and therefore questioned how the statistics reflected this. 

25/01/24 White 

Wholetime 

and Day Duty 

8 Comments 

Discussion around Resilience Register and what this costs.  

Supported the use of On-Call for Special Appliances.  

Questions and replies (replies are in italics) 

Can we sustain the number of Wholetime firefighters proposed? We had six on the watch about 12 months 

ago: we went over establishment by 21 to cover anticipated future leavers. Recruitment requirements are 

predicted through the Workforce Planning Group.  

Why are we not using On-Call in the day at Worcester in the proposal? Availability is currently poor, but those 

who are available will be used to crew specials or the 4x4 if needed. 

Is there scope to upskill the On-Call to the Specialist Rescue Tender (SRT) to support the Wholetime? Yes, for 

WFR (Water First Responder). SRT and Rope Rescue is difficult for On-call to maintain skills on, so requires a 

lot of investment. Would look at using On-Call to crew Specials like the Aerial Ladder Platform (ALP). 

How would the firefighters at Leominster and Bromyard be ‘attached’ to the stations? This still needs 

finalising, but they would work with the Unit at their station to maintain competence and deliver Prevention 

and Protection work. Proposed that these firefighters could be on rotation with a Wholetime watch to 

maintain competence and support numbers on the Watch to allow for leave or training courses, etc. 



 

Opinion Research Services | HWFA – Resource Review Consultation 2024                                                                                                                                          May 2024 

 

 

 51  
 

Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Why there is an increase in On-Call staff turn-over and what are we doing about it? Yes, currently about 15%, 

was 10%, which his down to social changes and employers not wanting to release staff and people wanting 

more social time without the commitment. 

01/02/24 Blue 

Wholetime 

and Green 

Day Duty 

7 

Questions 

What are the timescales, if approved?  

Do you think there will be much opposition from the Fire Authority?  

Do you think this will mean that the budget will be safer because we are taking this course of action?  

What are the roles at Bromyard & Leominster (Wholetime), how do you see it working? Would you consider 

attaching them to a department so they can carry out Prevention work, for example? 

I think minimum for Wholetime should be five because otherwise they will be sent everywhere. 

Ref extra people (Wholetime) at Bromyard and Leominster. Will they be used to keep Wholetime at five and 

stop use of resilience register? 

Wyre 

Forest 

18/01/24 On-Call 11 Comments 

“The review takes some trawling through, but the figures don’t lie. Double whammy for us as we had 

Stourport and Bewdley, but we can’t crew three pumps. The eight mins turn in will help”. 

“Do you notice a difference in availability since the On-Call project started? It has started to pick up. It did 

come out though as a unit to only work the contracts and nothing else. This has hit morale slightly”. 

Questions 

With the council tax increase, do you see more cuts happening? 

What are the Timescales for resource review and implementation? 

Could you take the compact appliance away (please 😂!)? 

13/02/24 Red  4 Comments  

All staff understood the proposal laid out by the CFO (Chief Fire Officer) and understood the need to redirect 

resources. Although they didn’t want to lose fire engines, they welcomed the uplift in wholetime staffing. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

25/01/24 White 4 Comments 

Commented on how big the station area is compared with some other station areas which is a concern. 

They could have a second pump to cover it. CFO explained how HWFRS is not a busy Service, and despite the 

size of the area it would be difficult to justify a second Wholetime pump.  

Discussion on shift system and amount of work to be done at Wyre Forest with all appliances.  

Discussion about the specials at Worcester and On-Call firefighters covering a shift. One said if the pump was 

removed, he would consider leaving the Service. 

Discussion about social changes and demographics which affect recruitment and retention. 

Questions and replies 

Will this lead to a similar situation as what is happening in Warwickshire FRS? No, that is exactly what we 

are trying to avoid by creating a system where On-Call is supported to improve availability, so they attend 

more incidents. 

How many pumps will go and who makes the decision? The aim is to take eight out of the system, this is a 

package of eight. We need to take all eight to reap the benefits and have the money to reinvest. The decision 

will be down to the FRA. 

15/02/24 Green 4 Comments 

Having six on a Watch does not account for training and development. 

Clarification given that the new Wholetime staff will not be used to keep other On-Call units on the run 

routinely, although cannot guarantee this will never happen; and that with the additional staff there will be 

approximately a 20% increase in Wholetime during the day and 15% at night. 

“I get the need for the change at Wyre Forest and the logic, and can see we cannot continue as we are, but I 

do feel sorry for Droitwich”.  

CFO provided clarification of an amendment to the proposal to allocate Malvern a Compact for a trial period 

of 2 years to allow the data to be reviewed after 18 months.  
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Questions and replies 

I would like to see the stats that tells you how appealing night time cover only is to a potential On-Call 

firefighter? Data will be kept under review and if any of the proposals are not working it may be appropriate 

to review in the future, but for now this is the model being proposed. 

When will the extra staff land? Following the close of consultation and after the fire authority have decided 

and any recruitment required has taken place. 

It is proposed that the third truck is used for night time cover only. If there are enough On-Call staff, can 

they cover during the day? No. The model has been deliberately built in a way to compliment the cover 

already provided during the day by neighbouring fire stations. We cannot build the cover model around one 

big job every three years. 

How does the new 4x4 vehicle work with Fire Control? Once we know if the proposals have been approved, 

we can then work in more detail with each watch commander locally to set out how the 4x4 will be used for 

that station. It will be allocated a call sign. 

What is happening with the spare £14k savings unallocated? This and more will be taken up with the 

proposed alterations to the Malvern proposal. 

Will the 4x4 have blue lights? Yes, however we need to be mindful about the training commitment required 

to drive on blue lights, guidance will be provided. 

 23/01/24 Urban Search 

& Rescue 

14 Comments  

Useful discussions were had and no particular questions/issues were recorded. 

Droitwich 11/02/24 On-Call 11 Comments 

“The drop-in availability last year was the enforcement of Pers3a to force people to only work their contract 

and no hours outside of this. This has now been rescinded due to a big drop in appliance availability years 

23-24 already shows an improvement in cover”. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Questions 

Why has the availability for 22-23 only been looked at for 261 (Droitwich 2nd fire engine) and not 262 

(Droitwich 1st fire engine). Total night cover for 262 last year was 92.72% so during the night On-Call 

availability was 92.72%. 251 (Bromsgrove 2nd fire engine) availability was day 11.44%/night 32.81% total 

22.12% and 261 was Day 38.93%/night 44.15%). The data suggests that 251 is the pump that should go.  

Why was the attendance as first appliance used in the report as 261 will generally be second appliance to 

attend due to 262 being shift during the day and first On-Call pump out at night? 

261 is well placed to support your ‘busiest stations’. On 31 occasions last year (the highest of the 8 proposed 

cuts). Who will be covering these calls if 261 was to go? 

You refer to the Wholetime appliances that surround Droitwich as your busiest appliances in the service. 

With the removal of 261 and the possibility of 262 being off the run or detained at an incident e.g., UHRP 

(Ultra High-Rise Pump) calls, what will be the availability of these busy appliances to cover Droitwich? 

Increasing crew sizes at Worcester, Wyre Forest, and Hereford won’t have an impact on cover at Droitwich. 

Although the review says, ‘no cuts just reinvestment’, are the people living in Droitwich benefitting from 

this? As residents of Droitwich we see the removal of the second appliance as a cut to our service we 

receive. 

Page 31 refers to response times of the alternative appliance if 261 was removed. Why is Droitwich time so 

low: 3 min 19 and Worcester 6 min 18? It’s anticipated Worcester would be the closest pump to Droitwich if 

261 was removed and 262 the Closest to Worcester if 213 (Worcester 3rd fire engine) removed. How does it 

take longer for Worcester to get into Droitwich then it does Droitwich to get into Worcester? The travel 

distance is the same just in reverse? 

Remaining On-Call units will be provided with a 4x4 to deploy to support all incident types. Why won’t 

Droitwich have this option? 

What comprehensive supply of ICT equipment is supplied to on call? As Droitwich is the only unit being cut 

your saving of £135,000 works out to £10,384 per on call member. What is this equipment? Action – the 

Review needs to show ICT, Equipment etc. The comma is missing. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

You mention on page 47 the re-introduction of Day Crewing at Droitwich will see the availability of the first 

appliance 24/7. Why only mention Droitwich and not Evesham and Malvern in the report? 

As this appears to be a cost saving exercise as outlined on page 48, was there a review into the number of 

officers HWFRS employs. We currently have a higher officer model compared to Merseyside who attend 

more than double our annual call volume and have 27 Wholetime stations. 

Can you explain what happens at the FRA tomorrow and then next steps? 

What does phased implementation look like? 

What are we supposed to do now with our recruitment plans moving forward during this time of 

consultation and beyond?  

Will this be 6 to ride 5 or 6 to ride 4?  

21/02/24 White  4 Comments  

Interrupted by a fire call half way through, however, generally supportive. 

08/02/24 Green 4 Comments  

“Drop in crewing due to changes in Day-Crewing model that is now being rectified, and the pump is now 

being taken away”. 

Discussed the future of the station with the training centre moving to Wyre Forest and whether there will 

still be a fire station in Droitwich.  

Discussion about future budgets following a concern raised about whether there would in future be a need 

to reduce back to 4’s on pumps. CFO stated that there may be a need but that current budgetary forecasts 

up to 26/27 aren’t expected to deliver significant shortfalls.  

Questions and replies 

Will the 4x4s replace the Pre-determined Attendance (PDA)? No, will supplement the PDA where firefighters 

are available. 

Will they be blue-light trained? Not initially, happy to put through a ROC (Responding Officers Course) where 

those want to improve response using this vehicle but not necessary.  



 

Opinion Research Services | HWFA – Resource Review Consultation 2024                                                                                                                                          May 2024 

 

 

 56  
 

Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

What do we do if this isn’t agreed? We will continue doing what we’re doing. 

Is there any way to retain the staff at Droitwich, by using something like a BRV (Brigade Response Vehicle) or 

Compact type appliance? We could do but something else will have to give as we can’t afford to do that and 

crew 5s everywhere we want to. It will still be difficult ensure availability due to the challenges with On-Call. 

Would Droitwich be closed in future? No, we are looking at alternative sites for the station rebuild. 

Redditch 15/01/24 On-Call 10 Comments 

Discussion about the cost of resilience and payments to both Wholetime and On-Call firefighters. 

Could see the benefit of having a 4x4 and the ISV (Incident Support Vehicle) and understand first-hand the 

difficulties of getting the third pump on the run at Redditch.  

Discussion about the provision of 4x4s, and the possible advantages. Concerns raised about the potential 

perception that this is Wholetime supportive and not On-Call supportive.   

Discussion about On-Call Recruitment Project and Team, its function and outputs and its future.  

Questions and replies 

What happens if the FRA don’t accept the proposals? We go back to the drawing board’. 

Has the impact of changes to neighbouring services been considered? Discussions have been started at 

strategic levels with some neighbouring FRS to understand their plans. HWFRS have no legal requirement to 

provide fire cover in neighbouring areas. 

Is there a precedence or another FRS in the country doing something similar? No, there isn't. Some other 

Services looking at how they provide their functions and the costs associated with them.  

Question asked about crewing 6 to ride 5 and how that 5th person will be used. Will they be as a 5th rider or 

used to cover gaps? They will be used as much as possible as a 5th rider. Confirmed that this additional 

person is not planned for Redditch or Bromsgrove. 

05/02/24 Red 4 Comments 

Comments made about the positive impact on On-Call by having a vehicle to attend and support at 

incidents. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Discussion about Wyre Forest area and the proposals for the On-Call Unit. 

General agreement that the third pump at Redditch doesn’t get used and isn’t available. 

Interest in the ISV or another Special being on station. 

Further discussions about locating the Specials and how this could be managed to maintain fire cover and 

provide resilience.  

Discussion about finances and some of the statements made on social media.  

Recognition that there are challenges with people wanting to do On-Call and changes socially.  

19/02/24 White 4 Comments  

Useful discussions were had and no particular questions/issues were recorded. 

31/01/24 Blue 3 Comments 

“It is not a surprise the third pump is going; we only use it for water incidents”. 

“Logically staffing is too tight now and logically you can't argue against the proposals”.  

Questions and replies 

When preparing the data, how was it recorded if a pump was turned around on-route to an incident? Did 

this count in the numbers? 

Why are we staying on 4s at Redditch Station? Everyone will have 4 as a minimum, we will put another 8 

Wholetimers on stations across the patch, but we can't afford to do this everywhere. 

If there is a fifth person will they just be sent to cover an On-Call station? This may happen occasionally, but 

in reality, no. We want to get the establishment levels right and we are focused on getting the levels up. If we 

save more money from the overtime bill, we may be able to employ more wholetime staff. 

22/01/24 Green 4 Comments 

It seems that to lose 411 (Malvern 2nd fire engine) , 213 (Worcester 3rd fire engine), and 261 (Droitwich 2nd 

fire engine) from a small area will have a negative impact on the high-rise risks in the area. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Questions and replies 

Will the 6th person proposed at Hereford, Worcester, Wyre Forest be used for resilience or to ride 5? 

Will the extra Wholetime staff be used to put On-Call on the run? 

How many firefighters in total? And where will the extra firefighters come from? 

Malvern recently has increased their availability to 92% - will this now change the proposal for Malvern? 

With the 45 potential posts lost, is there going to be much savings there and where do you propose the 45 

will come from? 

Do you think that the majority of job losses will be through natural wastage? 

Malvern 12/12/23 On-Call 15 Comments 

“We are used a lot on 412 (Malvern 1st fire engine) to go on standby at Station 21. If 412 goes out on a job 

when its Day Crewed there's no one to standby at 21.” 

“The data looks at 411 when we’ve been covering 412 and therefore if we’d been available on 411 and not 

covering 412, we’d have been available more often and gone to more incidents.” 

Questions and replies 

Why not remove some Wholetime units if they’re so expensive and put this towards On-Call? 

What about the other multi-pump stations, why aren’t they included? 

How would we maintain our competencies on the fire appliance if it's being used by the Wholetime? 

Why didn’t you come across and speak to us (the affected units) before tonight? 

What do think the public will think of the proposal? Would this open the door to mixed crewing? For 

example, if Upton was on three and we had two available, could we come together to put an appliance on 

the run for large incidents?  

Have you considered a different appliance for Malvern, perhaps a Compact Appliance, given the rural road 

infrastructure, etc. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Have you thought about closing other stations that aren’t as busy as Malvern instead of removing our 

appliance?  

10/01/24 White  3 Comments 

“We hear or are told that On-Call is a cheap option, it is not a cheap option but just a cheaper option than 

Wholetime”. 

Staff wanted assurance that fire engines would ride 5s at all times. 

Discussions extended to On-Call contracts and people needing to ‘book off’, removal of pumps from Wyre 

Forest and the commitment to not remove any fire engines from that station, and how the Service believes 

the Resource Review proposes a better use of funds. 

Questions and replies 

Asked about the financial figures given on page 48. CFO and DCFO explained how the figures have been 

accounted for. We need to ensure that it is clear these figures are an annual saving and cost. 

Asked about Nucleus Crewing at Leominster and Bromyard, when it would be implemented and how many 

people. 

Confirmed we aim to have three people at each location who are ERDT (Emergency Response Driver 

Trained) and Officer in Charge; use these people for cover in other areas where needed; increase Prevention 

work in these areas; and improve maintenance of equipment and appliances. Timeline will need detailing 

following any agreement.  

30/01/24 Green 4 Comments 

“The risk is getting bigger, and we will need these fire engines”. 

Consider the retention of On-Call staff an issue.  

Problem found by OCSO (On-Call Support Officer) was that when they arrived at a station, they would find 

availability would change and the pump would still be off, which is frustrating. 

Discussion about the number of pumps currently available within the service (7 of the 8 proposed were off, 

a total of 14 were off) 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Discussion about how to organise training nights to get more hands-on in one group whilst the other group 

complete organisational training programme. This will a require a cultural change of training delivery.  

Questions and replies 

Have we considered the way On-Call have had to support the first pump at the three Day-Crewing stations? 

Yes, this is not just about availability but also about operational activity. The Operational activity of these 8 

pumps is still too low to justify keeping them. 

Will any of the money go into training facilities? No, the reinvestment is all into the 18 posts and 4x4 

vehicles. This is dependent on what the FRA decides to do. 

When do we expect this to start having a positive impact? By April, when the additional 7 Wholetime recruits 

arrive, we will be over at Hereford and Worcester. This is a balance of leavers, but we are currently over 

establishment. We can start to take some of the trucks out quite quickly to make savings on the pumps and 

then recruit further people to fill the gaps. 

Will there be a redundancy package? This will depend on the how the Unit is affected and whether we need 

redundancies at that location. The aim is to lose people through natural wastage.  

How do you see the 4x4s being deployed? They will not there to be a front-line first attack. They will be 

about getting additional people to the incident. 

Hereford 11/01/24 On-Call 18 Questions 

We have recruited. Do you think the availability would be better on the 2nd pump in 6 months' time? 

Can we keep some day staff for ALPs / WFR? 

Are we looking at new bands for Pers3A contract?  

What is the establishment number?  

Could we be the first one on call for the Specials? 

Do we always have to have a pump on the run in the city?  

Are we looking at closure of stations in the future?  

What are we doing with spare appliances? 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Any kit on the 4x4? 

I do an 80-hour contract I can offer flexibly 100. Why is there no flexibility?  

Why do you think there is change in on-call firefighters?  

12/01/24 Red 4 Comments  

Understood the need to change, still had some concerns regarding the specials, in particular the boat 

however, understood that the same issue is present today as it would be if the changes were approved - e.g. 

that WT staff would need to return to Hereford to collect the boat. 

27/07/24 White & 

Alpha 

7 Comments 

Discussion about Redditch’s 3rd pump being a Special (CAFS [Compressed Air Foam System] Pump) and not a 

general pump. Not believed to be the case and that this has always been three pumps. 

Discussion about the stats reflecting the outcomes of previous decisions, for example, Wyre Forest’s move 

and Droitwich’s day-crewing changes. 

Comment that the ‘tag line’ should have been ‘We are removing 8 pumps that are unused but replacing 

them with 8 4x4s that will be used a lot more’.  

Questions and replies 

Where are we getting the money from for the 4x4s? From the reduction in need to replace fire engines. 

Asked about costs of cross-border agreements, what West Midlands FRS charge, and what we charge them. 

Currently have 14 pumps unavailable, how many are the proposed 8 pumps? 7 of these are from stations 

where we are proposing removal. 

Is the £750k spent on overtime an average over three years? No, it is this year’s budget, which is based on 

the last few years of spend in this area. 

Asked about what will be on the 4x4s: will they have call-signs, equipment, how will they be mobilised and 

assigned to incidents, etc.? A lot of these details need to be ironed out so that we can capture their use, look 

at their mobilisation/use, etc. and they are part of the fleet strategy. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Has an alternative been considered to put Wholetime night cover back in for Hereford and Worcester? We 

are busier in the daytime than at night, so additional firefighters are needed more in the day. 

13/11/24 Blue & Bravo 4 Comments  

Useful discussions were had and no particular questions/issues were recorded. 

29/01/24 Green 4 Comments 

Comment that the CFO is taking care to reassure that is about reinvestment and not about making savings. 

The money will be invested to make improvements and try something new to improve resilience and 

availability. 

Some understanding about the difficulties in using resilience and the cost of overtime, as well as the lack of 

skills to support the crew on their specials or undertake some basic tasks due to lack of experience. “We will 

always operate better when we are working within our own watch or team”. 

One audience member felt availability has got worse over the last three-years.  

Discussion about overtime spends, the benefits and down-sides to running this model. 

Further discussion about the location of Specials and if these would be moved.  

Questions and replies 

How are we going to get better availability on the On-Call pumps after making the savings? CFO explained 

the use of Wholetime Day-duty staff and the recruitment team, potential to expand turn-in times to other 

stations in the future. 

Are we already doing a version of the Wholetime Day Duty proposal given the number of staff at places like 

Ross and Ledbury? Yes. CFO explained the impact of currently using 3500hrs of Day Duty staff on Wholetime 

pumps, that can be released to support On-Call pumps and the other proposals to recruit Wholetime staff. 

Is there potential to make the 2nd pump at Hereford and Worcester into full Day Crewing? This would 

remove the need to have an On-call unit and hasn’t been considered as part of this review. It would take 

some additional investment but could be an option for the future. 
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Leominster 28/02/24 On-Call 17 Comments 

Crew want to keep 2nd pump. Some ideas given about how to keep the pump and recruit. These have 

already been tried and the finances don't make keeping the pump an effective use of money. 

Discussions extended around availability, support from Kingsland, using spare crew at Kingsland to crew 2nd 

pump, and reiterating the proposals in the Resource Review and the benefits to Leominster. 

“We need a robust process in place to mobilise the additional available firefighters on the 4x4”. 

Discussion about CAFS pumps and how long it would take for a CAFS pump to get to Leominster. CFO 

explained how and why we have the CAFS pumps we have in Service.  

Questions and replies 

Could we have the Compact from Redditch? This would likely stay at Redditch or go to Bromsgrove to 

replace a full-size pump to make the savings required. 

Does the CFO believe in the On-Call model? He couldn’t be more pro-On-Call and explained what some of the 

other FRS’ are doing to their On-Call compared with what we are proposing. 

How challenging were the 2022/23 pay rises and is this factored into the Review? No. We are in a good 

position financially due to lobbying councillors and the uplift in Council Tax. This just about covered the pay 

increases.  

How do we currently fund the £700k in overtime? This has to be found each year from existing budget and 

reserves. 

Bromyard 22/02/24 On-Call  Questions and comments 

Agreement with the proposals - some suggested considerations already in the proposal, for example, 

reducing on-call staffing in areas were availability is poor and utilising whole-time staff to support those 

stations.  

Question about the type of calls the supplementary crew attend, for example how do they know when to 

proceed to an incident, i.e., roat traffic collision or house fire? 

General comment about the contracts not being attractive or useful for a self-employed member of staff.  
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Station Date Watch/Unit 
Numbers 

attended 
General comments, questions and replies 

Participants asked about consulting staff about applying the process of removing the appliance and 

Bromyard's response was ‘just get on with it.’  

Would like animal rescue to move to Bromyard as they Pershore are not bothered about it.  

Will the wholetime staff cover 7 days and weekends? 
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Appendix 2: written submissions 
Introduction 

The key points made in the eight written submissions have been summarised here for reasons 

for accessibility. However, the full submissions and HWFRS’s responses to them (where 

applicable) have also been included at the end of this appendix for those wishing to read the 

complete versions.  

Summaries of written submissions 

Fire and Rescue Services Association (FRSA) representative 

The FRSA representative said concerns they had heard from their members and colleagues at 

Leominster had been allayed during a discussion with HWFRS’s Chief Fire Officer, and that they 

would take the time to explain the reasons for the proposals to crews there. They also reiterated 

the following points:  

• The data showing response times for a next nearest pump when the eight pumps are 

removed shows several occasions where the next pump is on the same station, utilising 

the same crew, but showing a faster response time, which “artificially reduces the effect 

on response times as an average”.  

• Using a 4x4 van instead of a pickup would be more beneficial to Leominster and 

Bromyard, as it could be used to carry personnel to WFR (Water First Responder) 

incidents and in the case of Bromyard, animal rescues, whilst allowing the fire engine to 

remain available (crew permitting).  

• Utilising additional Wholetime crews at Leominster would not increase availability of the 

first (and only) pump at the station, as Leominster has no obvious issue with crewing 

during the day. The benefit of having Wholetime crews available for fire safety and home 

safety checks could “be better served by using non-blue light staff at a considerable cost 

saving”.  

• The Resource Review figures should have factored in the additional travel distance of 

support fire engines, as well as the extra cost of fuel, additional crew time payments, 

extra wear and tear on the fleet etc. to offset some of the obvious benefits highlighted. 
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Fire Brigades Union (FBU) 

The FBU said the consultation proposals “fail to provide the necessary fire cover needed, and also 

fail to provide adequate details on how the changes would be implemented”. Specifically, the FBU 

said that: 

• HWFRS is already under-resourced due to central government funding cuts. 

• HWFRS’s intervention service delivery model is overestimated, where the reality 

identifies significant gaps in fire cover. 

• Further cuts proposed by this consultation will leave HWFRS further under-resourced.  

• The potential consequences resulting from the proposals are:  

o Longer first attendance times and delays to subsequent fire engines’ arrival  

o Loss of firefighter posts 

o Fewer resources available for large-scale or protracted incidents 

o Greater potential for firefighter injury and fatality 

o Greater losses/injuries/fatalities for the communities of Herefordshire and 

Worcestershire.  

The Union recommends that HWFRS should:  

• Carry out a full IRMP (Integrated Risk Management Plan) to identify the current risks and 

trends in conjunction with changing forecasts of future risk.  

• Address the shortfall in its emergency intervention response and make plans to invest in 

the service. 

• Ensure all fire engines are staffed at five with a well-trained and competent crew for the 

safety of firefighters and for an effective response to all incidents.  

• Finalise the Resource Review report and data pack and run another consultation process 

to ensure all responses are based on accurate data and facts.  

• Address the issue of RDS availability. This will need a large increase in resources to ensure 

recruitment and retention are significantly improved, in order to bridge the deficiency in 

the intervention service delivery model.  

• Look at ways to improve work/life balance and to engage with the FBU and our on-call 

members to investigate ways to create attractive and sustainable contracts for on-call 

staff. 

• Engage with the discussions at the NJC and ensure that the pay for on-call members is 

both attractive and sustainable.  
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• Engage with FBU officials locally to ensure on-call firefighter terms and conditions are 

attractive and sustainable to help minimise the high turnover of staff.  

It also recommends that the FRA should set HWFRS a “much-improved response standard” and 

embark on a strategy to achieve it (including lobbying the Home Office and central government 

to increase funding to HWFRS); and ensure that all proposals satisfy statutory duties and comply 

with the Public Sector Equality Duty.  

Leominster Town Council  

Leominster Town Council raised concerns that: 

• HWFRS staff had not been consulted on the Resource Review proposals.  

• The proposals do not take account of climate change and its consequences, such as 

flooding and increased periods of dry weather with higher temperatures.  

• There will be increasing need for the FRS when there is further growth in the town.  

Malvern Town Council 

Malvern Town Council urged HWFRS to retain its existing provision in Malvern.  

Redditch Borough Council  

Redditch Borough Councillors were concerned about the proposed changes to fire cover in 

Redditch Borough, and their implications for the future safety of local residents and businesses. 

They requested further risk-based information from HWFRS about the rationale for the 

proposals, in particular “the number of calls that could have been served in Redditch if the third 

fire engine had been available 24/7 and fully crewed”. 

The following points were also made in the Council’s submission:  

• It is important to retain capacity not only for the town but to enable cross-county and 

cross-border assistance to be offered. If only two engines were available then it would 

“leave the town exposed if one was called away in such circumstances”. 

• A reduction in the number of engines also risks “availability for large events where 

engines were called from other stations to assist”.  

• The Borough’s population increase means a third engine is necessary. 

• Any delay in response times due to a shortage of fire engines risks lives. 

• The proposals represent “cuts disguised as efficiencies”. 

• The consultation document is long and “difficult to navigate” and “could dissuade people 

from responding”.  
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Ultimately, the Council “opposes the proposed cuts to local Fire Services, which will leave Redditch 

with only 2 fire engines and calls on Herefordshire and Worcestershire Fire and Rescue Authority 

to reconsider”. 

Town Councillor, Bromyard West 

The Councillor fully supported the recommendations of the Consultation Document as they 

affect Bromyard.  

Town Councillor, Bromyard West/Herefordshire County Councillor 

The Councillor fully supported the proposals.  

Individual firefighter 

The firefighter objected to the removal of the third On-Call fire engine at Worcester Fire Station 

on the grounds that this would affect fire cover throughout the city and “have an adverse and 

potentially fatal outcome in the future and impact the safety of the public...”  

In particular, the firefighter said that: 

• When the two Wholetime fire appliances are called to an incident they will have no 

immediate back-up and “if they are at an incident and another call comes in, the people 

in need will have to wait for another appliance to come from another town”. 

• Worcester has several high-risk sites, including three tower blocks with a pre-determined 

attendance of three fire engines. At present the On-call Crews can attend the incident as 

part of the PDA, but with these changes they will unable too.  

• The River Severn flows through Worcester, and Wholetime Crews can be tied up for 

lengthy periods when a boat search is required. During such times, “that will mean there 

is no longer a fire engine to attend any other incidents… until the boat incident is 

resolved.” 

• The City is growing and “we should be providing more cover not less.” 

• The proposed employment of more Wholetime firefighters is a “smokescreen” as they 

will be deployed to other stations where they are short of crew and “not used at the 

station where they are based”.  

• Remaining On-Call personnel will leave if there is “no work for them”. Travelling to an 

incident in a vehicle without sirens or blue lights will mean them sitting in traffic, and in 

terms of On-Call staff crewing Special Appliances, at Worcester this would mean the 

Aerial Ladder Platform (ALP). This only needs two crew members, so “if (the third On-Call 

appliance] is removed, the Crew will all be leaving shortly afterwards as there is no point 

staying ‘on-call’ all day just in the hope that they get to sit in a car in traffic or if the ALP 

gets called out...”  
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The firefighter also alleged that the figures underpinning the review are “tainted and tapered 

towards making it look like the appliance proposed to be removed (213) are much lower at 

attending incidents than they actually did”.  
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Full written submissions 

Fire and Rescue Services Association (FRSA) representative 
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Fire Brigades Union (FBU) (submission and HWFRS response) 
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Leominster Town Council (submission and HWFRS response) 
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Malvern Town Council 
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Redditch Borough Council (submission and HWFRS response) 
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Town Councillor, Bromyard West 
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Town Councillor, Bromyard West/Herefordshire County Councillor 
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Individual firefighter (submission and HWFRS response) 
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Appendix 3: consultation webpage 
and social media posts  

4.14 A consultation webpage, which was visited by around 3,000 people. As a result, 1,122 online 

consultation questionnaire responses were submitted. 42% of those accessing the webpage were 

men, while 58% were women; and the most common age ranges for users were 25 to 34 and 35 

to 447.  

4.15 Social media engagement via four key posts, with analytics showing that:  

o 31,154 people saw the most popular Facebook post. 

o The combined total views across all social media platforms for the four posts were: 

▪ Facebook - 43,541  

▪ X/Twitter - 4,440  

▪ Instagram - 235  

▪ LinkedIn - 1,136. 

4.16  A full report of HWFRS’s social media and website activity and reach can be seen overleaf.  

 

  

 

 
7 A full report of HWFRS’s website activity and reach can be seen in Appendix 3.  
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