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Executive Summary 
The London Fire Commissioner’s next Community Risk Management Plan will set out the Brigade’s 
strategy for the next five years.  

This report seeks funding for the development of a Target Operating Model (TOM) which will 
describe what the organisation will look like and the services it provides, together with 
implementation plans.  

The LFB produced a high-level TOM in April 2021 as part of its work to produce its Community Risk 
Management Plan. The full TOM will develop the high-level TOM by describing the changes the 
organisation will take each year over the next five years to achieve the Brigade’s purpose and vision.  

Recommended decisions 

For the London Fire Commissioner 

This decision was remotely 
signed on 28/09/2021



  
That the London Fire Commissioner commit revenue expenditure from the London Safety Plan 
Reserve of up to  over this financial year and next, for the development of a target 
operating model and related implementation plans to support development of the Community Risk 
Management Plan 2022. 
 

Introduction and Background 
1. The transformation delivered through the Brigade’s Transformation Delivery Plan (TDP) created 

the platform for the longer term change required to achieve our purpose and vision. It also 
created the direction of travel for addressing criticisms from Phase One of the Grenfell Tower 
Inquiry and Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services of our 
strategic planning, project and portfolio management, prioritisation and budget alignment. The 
development of the Community Risk Management Plan (CRMP) is being undertaken in this 
context and the approach officers are taking this time is intended to address these fundamental 
concerns.  

2. As a result, the CRMP will be the Brigade’s strategy for how we intend to achieve our purpose 
and our vision over the next five years and will describe the strategic changes we will make over 
that time to meet the needs, wants and expectations of the communities we serve. It will also 
describe how we will mitigate risk in London, as expressed in our Assessment of Risk. 

3. There are many ways in which we could achieve our vision and deliver the strategic changes that 
support it. We now need to work with the communities we serve and our staff to agree the best 
way to achieve that vision and produce a coherent, phased programme for change which is 
specifically designed to deliver the strategic changes that will meet the needs, wants and 
expectations of the public.  

4. It is recommended that the process we use to do this is to develop what is called a full Target 
Operating Model (TOM).  

5. The TOM would comprise a detailed organisation design, or end state, and implementation plans 
for each of the five years in the strategy. It would describe the organisation at the end of each 
year, the services it provides, the ways in which it provides them and how the organisation 
functions internally and works with communities and partners to deliver those services. The 
implementation plans would describe the specific changes that the organisation will make within 
that year to achieve the design in year five.  

6. The TOM would flesh out the detail of each of the strategic changes and describe the 
contribution needed to achieve that change from each of the following areas: 

• Technology and assets 
• Data and reporting 
• People and organisation 
• Governance and decisions 
• Internal business methods and processes 
• Culture and leadership 
• Partners and networks 

7. This design of the TOM would be scalable so that it can flex depending on the level of funding 
available to the organisation, allowing the implementation plans to be adapted accordingly. This 



would mean that the TOM would inform where efficiencies could be made while still enabling 
the organisation to achieve the vision. 

New approach 
8. The first step towards the development of the TOM has been the production of a high-level 

TOM, developed in Q1 of 2021/22. This has enabled the organisation to describe its direction 
more fully, start developing our service-led strategy and identify the strategic changes the 
organisation needs to make. 

9. This new approach will be a marked change from previous London Safety Plans (LSP), which 
identified potential areas for improvement within each department or functional area without an 
overarching vision or end state to work towards. Whilst the goal was to improve services, the 
absence of a stated vision and purpose made it difficult to assess which improvements were the 
most important and to produce a coherent plan for change.  

10. This constrained the scope of our change activities to tactical, incremental improvement and 
meant that different areas of the service changed at different speeds and not necessarily in the 
same direction.   

11. In previous LSP consultation exercises, we consulted on a final draft of the London Safety Plan. 
This time we are consulting much earlier in the process and will follow that up with further 
internal and external engagement to inform the content of the CRMP. 

12. Having set out our vision for the future, we are engaging much earlier in the process because it 
will be crucial that we involve the communities we serve in designing our transformation so that 
we can meet their needs, wants and expectations. It will be equally important that the TOM is 
developed with input from colleagues across all parts and all levels of the organisation. The 
intention is to create a shared vision of what the organisation will become that we can all own 
and commit to delivering.  

Progress to date in delivery of CRMP 
13. The high-level target operating model has delivered the strategic intent and service-led strategy 

for the organisation for the next five years and has gained broad consensus on the long-term 
strategic direction for the organisation. Additionally, it has started to allow us to communicate 
our potential future, our aspirations and what we want to mean to Londoners.  

14. The work was completed at pace, in just six weeks, with the support of consultants, who adapted 
their established methodologies to suit our context and meet our needs. Taking their steer from 
interviews with the Commissioner, Directors and the Assistant Commissioners with responsibility 
for front-line service delivery, they helped us survey over 800 Londoners, ran three focused 
workshops with community groups, held seven intensive design workshops with senior leaders 
and involved over 80 members of staff in the development process.  

15. The results of the survey and workshops were particularly valuable and have informed the 
development of the strategy. Londoners told us that whilst they have a high degree of trust in 
the Brigade, this appears to be largely based on the reliability of our response service and they 
have a poor understanding of the broader services we offer. They want us to be more visible; 
many people are unaware of the location of their nearest fire station and of those that do, many 
consider them to be unwelcoming and inaccessible. People want services to be provided locally 



and only around half of those surveyed think we understand the diverse needs of London’s 
communities.  

16. In the light of their views, we have developed our service-led strategy and our four new strategic 
pillars which focus on the areas that are key to achieving our vision, replacing the existing 
strategic pillars in the TDP. Within each of these we have identified two areas where a strategic 
change is needed. We are referring to the purpose, vision, pillars and strategic changes 
collectively as Our Direction and this is set out in Appendix One. 

17. We will be asking the public and our staff for their views on how important it is that these areas 
should inform our strategy as part of the formal consultation we are conducting in September. 
This consultation will also seek views on our draft Assessment of Risk. The outputs of this 
consultation will inform the further development of the CRMP. 

Next steps for CRMP development 
18. For the Brigade to move to its next stage of transformation it requires a clear plan that sets out 

what changes the organisation must make to create a service-led organisation and a shared 
understanding of where we are headed that everyone will be able to describe and buy-in to. This 
will need to be informed by our understanding of risk, the communities’ views of risk and the 
services we need to provide to reduce that risk. This will demonstrate our intention to put 
communities at the centre of what we do and enable them to hold us to account.  

19. To do this effectively we will need to develop a full TOM as explained at paragraph 5. Without it, 
we will not be able to describe the future state of the organisation and what it means to our staff 
and the public. It will also be difficult to identify the actions we need to take to deliver the 
changes we are seeking and reduce risk to the public.  

20. For example, one of the strategic changes identified in the high-level TOM is about providing the 
right channels for people to access our services, taking their needs and circumstances into 
account. This could involve digitising our services and building on the approach we have taken 
recently with on-line home fire safety visits, it could mean increasing the in-person provision of 
services from fire stations and/or in people’s homes or places of work. There are significant 
implications for each of these approaches in terms of cost, staff, training, facilities and 
equipment, so it will be important to identify and agree the way forward.  

21. The process of defining the organisation we are seeking to become will enable us to understand 
the preferences of different communities, the views of our staff, the benefits and costs of each 
possible option and enable us to agree our preferred service model. 

22. These preferences will inform the creation of the detailed implementation plans that describe 
who will provide those services, how they will be funded, recruited, trained and supported. It 
will identify the infrastructure changes required to enable it; the changes to processes and 
systems. The TOM will give us a description of what we are aiming to achieve and from there, 
we will be able to identify the actions that are needed each year to get us to our goal. Without it, 
it will not be possible to create a cohesive plan for change.   

23. In summary, this will deliver: 

• The identification of opportunities to improve value for money, especially in public facing 
services 



• A clearly stepped journey to becoming the organisation Londoners want us to be 
• Clarity about what changes we can invest in to deliver the vision and what we can stop 
• A clear articulation of the value of each of our services and the most efficient and effective 

way to deliver them  
• An annual implementation plan with clear actions that will be achieved in each year 
• A shared understanding with our workforce and Londoners of the changes we will deliver  
• A framework for future strategic decisions 
• A strategy that puts LFB at the centre of the communities it serves, delivering the services 

they need, want and expect 
• A strategy that builds on the success of the TDP and earns the trust of London’s diverse 

communities  

 
Timeline 

24. Tenderers will be required to demonstrate how their work will inform the CRMP that will be 
published in April 2022. The CRMP will be written towards the end of November/December to 
ensure sufficient time for the governance processes of scrutiny and approval. As the work to 
produce the whole TOM and the implementation plans for each of the five years is expected to 
take between four and five months, tenderers will need to produce a schedule of work that 
produces the necessary input for the CRMP itself and the implementation plan for the first year 
of the plan to meet this timetable.    

Value for money and return on investment 
Value for Money 

25. Whether this is done in-house or with the support of consultants producing the TOM would 
require significant investment, as the costs are anticipated to be between £400,000 and 
£530,000. Officers consider this level of investment to be good value for money for the reasons 
set out below.  

26. The TOM will enable LFB’s decision makers to identify projects that offer greatest value for 
money because it will provide an end state to measure them against.  It will provide a greater 
understanding of the relationships and dependencies between activities to enable the 
organisation to invest in right change at the right time and in the right order to achieve LFB’s 
vision as efficiently and effectively as possible. The TOM will enable us to better support the 
front-line and enable us to focus our services on those that meet the needs, wants and 
expectations of the public. 

27. The TOM will make it possible to align LFB’s budget to our vision and, in doing so, it will identify 
areas where efficiencies could be made. It will mean that budget proposals can be assessed 
against the extent to which they move the Brigade towards delivery of the vision.  

28. Through a process of cost/benefit analysis, the design and implementation plans included in the 
new TOM will identify what will change, how it will change, what the benefits will be and how it 
will feel different to what we do now. This clear articulation of our portfolio of change will allow 
the Mayor to hold us to account at every stage of our transformation.  

29. To achieve value for money from the contract, the tender process will take a similar approach to 
that for the high-level TOM.  



30. Collaborative procurement through the GLA has been explored by the Brigade’s Procurement 
department and is not an option in this instance. Instead, this requirement will be sourced 
through the Crown Commercial Service (CCS) Management Consultancy framework (MCF) – 
Lot 4 which includes an extensive list of suppliers that can support our service requirement 
ensuring competition from a range of large and small suppliers.  

31. This is the framework through which we secured the consultants for the high-level TOM. We 
generated a significant amount of early interest by holding a breakfast briefing for bidders prior 
to the launch of the tender. This provided a platform for us to ensure our requirements were 
properly understood by the bidders and to encourage submissions from appropriate suppliers. 
This enabled tenderers to produce bids that were more tailored to our specific needs and meant 
that the successful tenderers were able to start on site within a week of their appointment.    

Return on Investment 
32. There will be financial benefits arising from the production of the TOM, as it will result in the 

organisation having a clear path to achieving its vision, with a clearly identified implementation 
plan. This will allow the Board to optimise investment decisions and align expenditure with our 
strategic intent.  

33. The TOM will also identify how we will produce a balanced budget, so will identify opportunities 
for savings in the longer term. Published comparators are rare, but officers understand that a 
similar sized police force undergoing a large-scale transformation is anticipated to produce a 
return on investment of 15.4%. It is too early to be certain of the efficiencies that could be 
generated from this investment, however, as part of developing the value case for the 
transformation, parameters can be set for our anticipated return on investment. 

34. The triage criteria that have been applied to this proposal are set out from paragraph 772, which 
includes an assessment of the return on investment.  

Options Considered  
35. An options analysis has been undertaken and market research to estimate the potential costs. 

The options are set out below.   

Option 1. Produce the CRMP without a TOM 
36. This option would entail using the high-level TOM and the outputs of the consultation on our 

direction to produce the CRMP. We would produce an action plan as part of the CRMP, similar 
to those produced for previous LSPs. 

 
Benefits 

37. We would meet the requirements of the National Framework for Fire and Rescue Services in 
England to have an integrated risk management plan (our CRMP).  
 

38. Improvement actions would be identified over the life of the strategy that could contribute to 
delivery of the vision. 
 

39. The CRMP could be delivered within existing budgets.  
 
Concerns 



40. There would be no clearly defined end state and no pathway to its delivery. Improvements 
would need to be identified at a departmental level that could demonstrate a contribution to 
achievement of the vision. 
 

41. Without a clearly defined end state, it would not be possible to identify the clear priorities and 
the order in which those actions must be delivered to enable the Brigade to move to its desired 
state. This would also mean that stakeholders would not have a full implementation plan to hold 
the LFC to account and give stakeholders confidence that the transformation is both sustainable 
and achievable within the identified budget and timescales. 

 
42. It would mean that LFB would be unlikely to transform into the organisation which satisfies its 

stated purpose and vision. This would limit the scope of change to incremental and tactical 
improvements to the service and the Brigade would continue to change in an uncoordinated and 
incidental way. 
 

43. Should financial efficiencies be required during the life of the CRMP, without a TOM, a strategy 
for delivering reductions in funding would need to be developed separately. 

 
Option 2. Develop a team to produce the TOM in-house  
44. This would entail producing the design and the implementation plans in-house without the 

support of consultants. This would require additional capacity and skills. Based on the work we 
have done to create the high-level TOM, we estimate that it would require an additional team of 
five people: a senior operating model strategist, senior operating model lead (2 x full unit cost of 

) and three operating model analysts (3 x full unit cost of ). The full year cost of 
this team is estimated at .  

45. Our experience of working with consultants on the high-level TOM has informed our 
expectations of the roles that we would require to undertake a full TOM in-house. We would 
expect that the requirements for strategic insight and expertise in developing target operating 
models would be greater than that for the high-level TOM, so we have allowed for both senior 
roles to be full time. In addition, we anticipate a need for more in-depth analysis, hence the 
creation of three analyst roles. These skills are found largely in the private sector and we would 
be seeking candidates with private sector skills and experience of their application in both the 
private and public sectors. Our research into the salaries commanded by such strong candidates 
in this field has informed the costings for these roles.  

46. This team could either be created as a task and finish group, in which case, we anticipate 
needing the team for a full year; allowing three months to produce a full project plan, six months 
for delivery and three months to finalise the TOM during the approval process. Alternatively, the 
team could be established on a permanent basis to offer internal consultancy services across the 
GLA functional bodies. We have not assessed the internal demand for those services, and 
further work would be necessary to determine the extent to which this would provide value for 
money. 

Benefits 
47. A clearly defined end state would be produced in the light of the results of the consultation, and 

further engagement with communities and staff. This, together with the supporting 
implementation plans would inform the development of the CRMP.  

Concerns 



48. Bringing the team on board would take time. Recruiting the right team with the requisite levels of 
knowledge and experience is likely to take around six months from the point of budget approval. 
We cannot be certain of the availability and market rate of staff with the required levels of 
experience, but we would hope to have the team in place by the beginning of March 2022 
(assuming approval before the end of August) with most employed consultants of the right 
seniority requiring six months’ notice. Additionally, there would be a period of bedding in, 
understanding the previous work of the high-level TOM and project mobilisation before work on 
the design and implementation plans could commence.  

49. This recruitment would require significant input from the small team that is delivering the CRMP 
and would redirect resources that would otherwise be focused on supporting the level of 
internal and external engagement required to inform the CRMP.  

50. The alternative would be to employ contractors through an agency, though this also comes with 
additional costs of agency fees and a risk of not being able to obtain the right level of knowledge 
and experience to deliver such a complex project, retention of agency staff would also be a risk 
in a growing market. The recruitment process itself would still require significant input. 

51. In terms of capability, this would be our first attempt at producing a TOM and we anticipate it 
would take more time as a result, meaning that the Brigade would continue to hold greater levels 
of risk. The lack of internal experience could also mean that we require several iterations to 
produce coherent plans. This could in turn, place higher demands than should be necessary 
from already busy departments. We have assessed that we could have a first draft design by late 
summer 2022 and implementation plans by the end of that year.  

52. It would not be possible to replicate the access to the range of capabilities that would be offered 
by working with a consultancy. It is possible that we would still need to buy in external expertise 
in specific areas of the design (for example in relation to digital services, technology and 
innovation), to meet this target date.  

53. Without the TOM available to inform the CRMP this year, the CRMP would focus on the outputs 
of the high-level TOM, with no supporting detail about how the strategic changes would be 
delivered. The implementation plan for the first year of the strategy would set out the steps for 
designing the future organisation and producing the plans to achieve it. It would also be possible 
to identify tactical improvement actions at a department level that could take place in the 
absence of an overall plan for transformation.  

54. As a result, once the TOM were complete, it is likely that we would want to issue a revised 
CRMP to commence from 2023. An alternative approach would be to extend the existing 
London Safety Plan 2017 for a further year and release our first CRMP from April 2023.  

55. This would provide more time to develop our strategy with the public but would mean that 
significant transformation will begin from 2023.  

Option 3. Produce the TOM with support of consultants 
56. This option would require us to tender for the support of consultants to produce the TOM as a 

one-off piece of work.  

57. A clearly defined end state would be produced in the light of the results of the consultation, 
further engagement with communities and staff. This, together with the implementation plans 
would inform the development of the CRMP. 



Benefits 
58. The advantage of the use of consultants would be to access a breadth and depth of experience 

that can only be provided by a large consultancy used to delivering this work at pace. This would 
include a variety of subject matter experts as and when required to supplement the core delivery 
team at specific stages of the project.  

59. The tender would also include a requirement to transfer sufficient knowledge and skills to the 
Brigade to enable us to adapt and revise the design and the plans over the period of delivery, as 
needed.  

60. The tender would be issued as soon as possible after budget approval is secured. The 
appointment of the consultants for the high-level TOM, from issue of the tender to start on site, 
took six weeks. Officers would hope that the work would commence as soon as possible to 
maximise the information available for the CRMP’s development. It is expected that the work 
would take between four and five months, so is likely to continue to at least the end of the 
financial year in 2022.  

61. Careful phasing of the work will be required to provide us with sufficient certainty around the 
design to be able to produce the CRMP to the existing timetable. Priority will be given to 
developing a prioritised design and implementation plan which covers the first year of the CRMP 
which will allow us to deliver the CRMP on time with a clear plan for high priority changes and 
quick wins for the first year with further work undertaken in the New Year to complete the detail 
for years two, three and four.  

62. This option reduces the impact on departments and the risks of abortive work that could result 
from option 2, as the consultants will be expected to enable us to get it right first time and to bear 
the brunt of the work.  

Concerns 
63. The tender process will need to be rigorous and also completed quickly so that the consultants 

could be brought on board in time to meet deadlines. Officers intend to follow the proven 
approach taken in tendering for the high-level TOM work to reduce this risk. 

64. It would be crucial to select consultants who are a good fit with the organisation and can work 
from the existing starting point of the high-level TOM. This would be included as a requirement 
within the tender specification. 

65. Delivering the work at pace could have an impact on departments’ other work and the tender 
will require bidders to describe the steps they will take to minimise that impact. 

66. The options with associated benefits and issues are summarised in the table below.  

Option Description Benefits Issues 

1 Develop the 
CRMP without 
the TOM  

An action plan is produced for 
each year of the CRMP 

Costs can be contained within 
existing budgets 

There is no clear pathway to the 
end state 

Resulting delivery is less likely to 
deliver the vision and progress 
will be difficult to demonstrate 



Option Description Benefits Issues 

 

 

Priorities are harder to determine  

Investment decisions will be 
made without an overall goal, 
making it harder to demonstrate 
value for money  

Reduced requirement for input 
from departments, staff and 
communities 

Change is not transformative but 
instead incremental and tactical 
risking that the organisation 
never meets all the needs, wants 
and expectations of Londoners 

There would be no strategy to 
address any future funding 
reductions  

2 Develop the 
TOM  in-house 

Future end state designed and 
implementation plans 
developed 

Plans would inform how to 
achieve future efficiencies 

 

Additional resources needed, 
anticipated full year costs 

 

Lead in time to recruit could 
impact on delivery timescales 

Availability and market rates of 
suitable resources untested 

Future end state and 
implementation plans not 
available until after CRMP 
approved 

End products may need revision 
as in-house expertise and 
understanding develops, placing 
further demands on departments  

May require additional input 
from specialist consultants 

Potential for loss of momentum 
for change 



Option Description Benefits Issues 

Revised CRMP needed for 2023 
onwards or existing LSP 
extended for further year. 

3 Develop the 
TOM with 
consultancy 
support 

Future end state designed, with 
supporting value case and 
implementation plans 

Access to specialist expertise 
provided within costs 

Future efficiency requirements 
would be addressed through a 
scalable target operating model 
with full value cases 

Work delivered to meet existing 
CRMP timetable 

Focussed input required from 
departments, reducing overall 
demand 

Quality of end product assured 

Maintains momentum 

Additional resources needed, 
anticipated costs c   

Consultants will need to work 
from the existing high-level TOM 

The impact on the organisation 
of doing the work at pace will 
need to be minimised. 

 

 
Recommended Option 
67. The third option is recommended.  

68. Our journey so far in delivering the TDP and our learning from the development of our high-level 
TOM has enabled us to begin to understand the scale of the transformation required for us to 
fulfil our purpose, deliver our vision and become the organisation Londoners want us to be. 

69. Officers had hoped that it would be possible to develop the full TOM in-house without the need 
for additional resources, but it became apparent through working with the consultants on the 
high-level TOM that the organisation has not yet developed the capability and capacity required 
to take the work to the final stage. Completion of the high-level TOM demonstrated the benefits 
that could be achieved from producing a full TOM, which is now the recommended next step.   

70. To enable LFB to sustain this scale of change and momentum we recommend additional one-off 
investment of circa  to procure strategic consultancy services to fund the next stage of 
the TOM development. Officers recognise the challenges that such a level of investment and 
consultancy spend may raise, however, it is considered to offer better value than creating the 
recurring cost that would arise from establishing a permanent team, given that this is a task and 
finish piece of work. 





timescales are tight however we have delivered under such time pressures before with the high-
level TOM being delivered in six weeks, within budget and to the required standard. We are 
therefore confident that we can do this again with the next stage of the development of our long-
term strategy.  

Triage Criteria for Investment Bids 
77. The bid has been assessed using the triage criteria for investment bids developed by Portfolio 

Board (24 March 2021).  

78. Applying the criteria to the production of a strategy or plan is challenging, as they are largely 
designed to help the Board identify which projects are most likely to help the organisation 
achieve its goals. This investment bid is for funding to identify those goals rather than deliver an 
aspect of them. Nevertheless, the criteria have been used as far as possible to provide a 
measurable assessment of value.  

Organisational Risk Reduction Quantified 
79. There are two corporate, red-rated risks that would be mitigated as a result of this work.  

a. CS1 - Cuts in government funding, in part as a result of inability to demonstrate effective 
utilisation of staff and additional externally driven costs (e.g. Covid, Brexit, legal challenges) 
result in a financial shortfall reducing the overall size and capacity of the Brigade to effectively 
deliver BAU and LFB’s change/transformation agenda. The current risk score is 20 (likelihood 
4, impact 5). The target score is 4, 4.   

Specifically, there are two controls that will be delivered or supported by this work, they are: 

i. Robust internal budget planning cycle and effective financial management (a current 
control which is rated as high amber). 

ii. Delivery of CRMP and the TOM providing clarity on business planning and resource 
requirements (a further control which is also rated as high amber)  

b. TF1 - Completion of the TDP and development of the core transformation capabilities 
(portfolio, risk and assurance, continuous improvement, CRMP) fail to deliver the change the 
Brigade needs to make to thrive as a modern fire and rescue service leading to LFB not 
fulfilling our mission. The current score is 20 (likelihood 4, impact 5). The target score is 2, 4.  

Specifically, there are two controls that will be delivered or supported by this work, they are:  

i. Developing the 2022 CRMP and TOM, including the setting of strategic aims (a 
current control which is rated as green) 

ii. Delivery of 2022 CRMP and TOM (a further control which is rated as high amber) 

80. Of the eight significant directorate risks on the latest version of the corporate risk register, there 
are three that will be mitigated by the outcomes of this investment. They are:  

• SR6: Budget does not provide sufficient funding to meet aspirations of CRMP. The current 
risk score is 12 (likelihood 3, impact 4). Target score is 2, 2.  

• SR7: Mayoral priorities do not match CRMP priorities. The current risk score is (likelihood 2, 
impact 4). Target score is 2, 3.  

• SR8: The outcome of the TOM leads to an unpalatable resource requirement. The current risk 
score is (likelihood 3, impact 4). Target score is 3, 3.  



81. The successful completion of the end state design and implementation plans is anticipated to 
bring these risk scores down to their target levels and it should be possible to reduce the score of 
SR8 even below the target score. 

82. There are other risks that should be mitigated by the delivery of the TOM itself, in fact most, if 
not all of the risks should be addressed by actions to deliver the TOM, as its purpose is to set out 
the path to successful delivery of our goals and so has to be informed by risks to achieving those 
goals. However, the evidence of this will not be available until the TOM is created, so this has 
not been used to inform the overall score for risk reduction.  

Business as usual cost and impact 
83. This score is also difficult to calculate, as the TOM will affect all business areas, but the impact 

and costs of that cannot be quantified until the TOM is delivered. However, a requirement of the 
work is that the TOM is scalable and that it results in a value case for all investment of change, so 
the full impact and costs will be confirmed by the work. As the work will be shaped and agreed 
by the leadership team, a score of 5 is suggested.   

Delivery plan 
84. Our experience of working with Accenture on the high-level TOM provides us with strong 

assurance that before the work commences, we will have a project plan that details the high-level 
tasks, milestones, stage gates for delivery and a deployment plan. As a result, a score of 5 has 
been suggested.  

Return on Investment 
85. There will be financial benefits arising from the production of the TOM, as it will result in the 

organisation having a clear path to achieving its vision, with a clearly identified implementation 
plan. This will allow the Board to optimise investment decisions and align expenditure with our 
strategic intent.  

86. The TOM will also identify how we will produce a balanced budget, so will identify opportunities 
for savings in the longer term. Published comparators are rare, but officers understand that a 
similar sized police force undergoing a large-scale transformation is anticipated to produce a 
return on investment of 15.4%. It is too early to be certain of the efficiencies that could be 
generated from this investment, however, as part of developing the value case for the 
transformation, parameters can be set for our anticipated return on investment. 

87. The criteria for calculating the triage score suggest that where the cost of the change has been 
partially quantified, a score of 2 should be awarded. A score of 3 should be given where there is 
a fully costed proposal with the time to benefit realisation identified, future BAU operating cost 
identified, and ROI calculated, with an identified budget line item and amount of reduction.  

88. As the cost of the change has been quantified and the work will produce a value case for the 
TOM, which will cost the future operating model, a score of 3 has been suggested.  

Triage scores 
89. The table below summarises the scores for each criterion and the overall score. The expectation 

for an investment bid of over £150,000 is that it achieves a score of 4 or 5 (the maximum score 
possible). 



 
Criteria Paragraphs used Score Weighting Weighted 

Score 
Organisational risk 
reduction quantified 

79 - 82 5 0.3 1.5 

BAU cost and impact 59, 62, 65, 83 5 0.2 1.0 
Delivery plan 24, 60, 61, 76, 84 5 0.2 1.0 
Benefits understood 5-7, 19 - 23, 58-62 4 0.2 0.8 
ROI 25 - 34, 85 - 88 3 0.1 0.3 
     
Total Score    4.6 

 

Equality Impact 
90. The London Fire Commissioner and decision takers are required to have due regard to the Public 

Sector Equality Duty (s149 of the Equality Act 2010) when exercising our functions and taking 
decisions. 
 

91. It is important to note that consideration of the Public Sector Equality Duty is not a one-off task. 
The duty must be fulfilled before taking a decision, at the time of taking a decision, and after the 
decision has been taken. 
 

92. The protected characteristics are: Age, Disability, Gender reassignment, Pregnancy and 
maternity, Marriage and civil partnership (but only in respect of the requirements to have due 
regard to the need to eliminate discrimination), Race (ethnic or national origins, colour or 
nationality), Religion or belief (including lack of belief), Sex, and Sexual orientation. 

 
93. The Public Sector Equality Duty requires us, in the exercise of all LFC functions (i.e. everything 

the LFC does), to have due regard to the need to: 
a. Eliminate discrimination, harassment and victimisation and other prohibited conduct; 
b. Advance equality of opportunity between people who share a relevant protected 

characteristic and persons who do not share it; and 
c. Foster good relations between people who share a relevant protected characteristic and 

persons who do not share it. 
 

94. Having due regard to the need to advance equality of opportunity between persons who share a 
relevant protected characteristic and persons who do not share it involves having due regard to 
the need to: 

a. remove or minimise disadvantages suffered by persons who share a relevant protected 
characteristic where those disadvantages are connected to that characteristic; 

b. take steps to meet the needs of persons who share a relevant protected characteristic that are 
different from the needs of persons who do not share it; and 

c. encourage persons who share a relevant protected characteristic to participate in public life or 
in any other activity in which participation by such persons is disproportionately low. 

 
95. The steps involved in meeting the needs of disabled persons that are different from the needs of 

persons who are not disabled include, in particular, steps to take account of disabled persons' 
disabilities. 
 



96. Having due regard to the need to foster good relations between persons who share a relevant 
protected characteristic and persons who do not share it involves having due regard to the need 
to: 

a. tackle prejudice; and 
b. promote understanding 

97. The recommendations set out in this paper aim to ensure we meet our legal duty set out in the 
Equality Act 2010 and Public Sector Equality Duty through a number of means.  

98. Firstly, through engaging with the public in the development of the TOM and the Community 
Risk Management plan, we expect to gain a stronger understanding of the needs, wants and 
expectations of the people we serve and in particular, will seek to give voice to under-
represented and seldom heard communities in our engagement.  

99. Secondly, by engaging directly with our staff and also the staff networks and trades unions to 
ensure their perspectives are included in the TOM.  

100. Thirdly, both the CRMP and TOM will be developed within the framework of the 
Togetherness Strategy with the intention of eliminating discrimination, unfairness and inequality 
in the services we offer and within the Brigade itself. 

101. The Equalities Impact analysis that is being used to support and inform the development of 
the CRMP is appended to this paper for information.  

Procurement and Sustainability 
102. Collaborative procurement through the GLA has been explored by the Brigade’s 

Procurement department and is not an option in this instance. However, this requirement will be 
sourced through the Crown Commercial Service (CCS) Management Consultancy framework 
(MCF) – Lot 4 which includes an extensive list of suppliers that can support our service 
requirement ensuring competition from a range of large and small suppliers.  

103. Consideration of other Responsible Procurement requirements will also be undertaken as 
standard process as part of the tender, this includes ensuring suppliers are compliant with the 
Modern Slavery Act with a published statement.  

104. The Procurement team are already involved with the development of this tender and the 
Sustainability team are considering the requirements for the sustainability impact assessment for 
the CRMP.    

Finance comments 
105. This report recommends that revenue expenditure is approved of  to support 

development of the CRMP 2022. This expenditure is expected to be in the 2021/22 financial 
year but some may be incurred in early 2022/23. 

106. The cost will be funded from the London Safety Plan reserve, which was established to 
support the implementation of the previous Integrated Risk Management Plan. The reserve has a 
remaining balance of £2.7m and it is proposed that this reserve is transferred into a new CRMP 
reserve to support the preparation and implementation of the new plan. 



Legal comments 
107. Under section 9 of the Policing and Crime Act 2017, the London Fire Commissioner (the 

"Commissioner") is established as a corporation sole with the Mayor appointing the occupant of 
that office. Under section 327D of the GLA Act 1999, as amended by the Policing and Crime Act 
2017, the Mayor may issue to the Commissioner specific or general directions as to the manner 
in which the holder of that office is to exercise his or her functions. 

108. By direction dated 1 April 2018, the Mayor set out those matters, for which the Commissioner 
would require the prior approval of either the Mayor or the Deputy Mayor for Fire and Resilience 
(the "Deputy Mayor"). 

109. Paragraph (b) of Part 2 of the said direction requires the Commissioner to seek the prior 
approval of the Deputy Mayor before “[a] commitment to expenditure (capital or revenue) of 
£150,000 or above as identified in accordance with normal accounting practices…”. 

110. The Deputy Mayor's approval is accordingly required for the London Fire Commissioner to 
commit the revenue expenditure requested in this report. 

111. The production of the CRMP is a requirement of the National Framework issued by the 
Secretary of State under section 21 of the Fire and Rescue Services Act 2004. Section 21(7) of 
the Act requires the Commissioner to have regard to the Framework in carrying out their 
functions. 

112. The value of the proposed procurement will require that any procurement activity is 
undertaken in compliance with the London Fire Commissioner’s Standing Orders Relating to 
Procurement and the Public Contracts Regulations 2015. The proposed procurement routes set 
out in this report would be compliant with these requirements. 

List of Appendices 

  

Appendix  Title Protective Marking 

1.  CRMP Our Direction None 

2.  CRMP Equality Impact Assessment None 
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Our CRMP will:  

Be framed by our purpose (trusted to serve and protect London), 
as defined in the Transformation Delivery Plan (TDP) and to align 
with the Togetherness strategy; 

Set out our strategy for delivering the Target Operating Model 
(TOM) that will achieve the vision described in the TDP by 2026; 

Be service-led and co-created with communities and staff; 

Incorporate the intentions in the TDP into the changes required to 
achieve the vision (so the CRMP will replace both the TDP and 
the LSP 2017); 

Incorporate the improvements needed in response to the learning 
from the Grenfell Inquiry and HMI recommendations and any 
outcomes from the Cultural Change review; 

Set out the case for our budget requirements. 
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Who is affected by this 
work (all staff, specific 
department, wider 
communities?) 
 
 
 
 
 
What consultation has taken 
place to support you to 
predict the equality impacts 
of this work? 

The communities of London 
Partner agencies and organisations. 
All Staff groups, Operational, FRS, Control etc.  
Neighbouring six FRSs. 
Volunteers and young people. 
Specific protected characteristics  
People who are connected to the Brigade through our charities such 
as the Fire Fighters Charity 
 
There are many groups and organisations that we would like to 
consult with within our communities. We expect engagement to take 
place under two headings, internal engagement; whereby staff at all 
levels, support groups and representative bodies will be engaged 
with. Internal engagement will take place with key groups and we will 
seek engagement with ESGs, regulatory bodies and key stakeholders 
such as our Learning Support team. 
 
External engagement where by communities, government, partners, 
customers and suppliers will be consulted with.  
We are developing our new community engagement service to 
ensure that we are a forward-looking organisation at the centre of the 
communities we serve adapting to the changing needs of London. 
We are ambitious in our aim to build engagement platforms and 
mechanisms to allow for meaningful and ongoing dialogue, scrutiny 
and influence to take place with the communities that we serve. The 
end goal being to shape the services that we deliver with the 
community and ensure that we remain a public facing listening and 
learning organisation. Our community engagement is to help make 
LFB a key partner to local problem solving by committing to 
discussions with local people to achieve citizen driven change. 
 
The community engagement team will assist, assure and underpin the 
work across the Brigade and be responsible for ensuring consistent 
joined up community engagement practice including the sharing of 
good practice, tools and advice. However, most of the community 
facing work will be delivered by operational colleagues, our outreach 
team, community safety colleagues and our volunteers who work 
directly in and with the community. 
 
The approach is to run community engagement pilots in up to eight 
Boroughs in 2021 which were selected through close work with the 
Inclusion Team. This gives the Brigade the opportunity to test and 
learn about how fire stations can best deliver this work, and fully 
evaluate it before rolling it out across all . Working with 
targeted boroughs to develop skills and understanding of community 
engagement in the first year will mean those involved in the pilots will 
be in a position to act as advocates and de-mystify the process ahead 
of the wider roll out in 2022. 
 
The findings and impacts of the above will be incorporated and 
evaluated throughout the lifetime of this EIA and CRMP project.  
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points a reassessment of any equality impacts. For example, 
a single engagement EIA and then separate Borough 
engagement EIAs aimed at recognising any impacts, positive 
and negative in the specific communities that they serve. 
This may in some cases require evidence gathering, 
engagement or consultation with those affected by the 
proposed policy or change, if any. There will also be 
evaluation of the evidence. The ultimate purpose of any 
analysis is to provide those making the decision with the 
information to make an informed decision, so that where 
possible potential differential impact is eliminated, and 
where it is not possible, it is mitigated against. 
 
London as a city must therefore be assessed to understand 
the communities the CRMP will serve both at a borough and 
pan London level.  
With a population of 8.98million this equates to 15 percent 
of the total population of England.  
A census was undertaken in March 2021 and during the 
lifetime of this EIA it is envisaged that the new data will be 
revised to show any differences. 
At the 2011 Census, the most ethnically diverse region in 
England and Wales was London, where 40.2% of residents 
identified with either the Asian, Black, Mixed or Other 
ethnic group. For this analysis the GLA datastore has been 
utilised to inform on demographics. This is the most up-to-
date census as the 2021 census has been postponed owing 
to Covid. 
 
The LFB utilises the LFB's Assessment of Local Risks (AoLR) 
which is a public facing document, designed to help 
increase the understanding of how risk (from fire and other 
emergencies) in London has changed over time and how 
different elements combine together to give a picture of risk. 
The AoLR is not the only process the LFB uses to determine 
and provide its services, but it does give a high level 
overview which can be used to understand the basic 
concepts of fire cover and the steps the LFB are taking to 
make people safe. The Assessment of Local Risks is updated 
annually as new data becomes available. 
The Brigade sets out how its prevention, protection and 
response activities will best be used to mitigate the impact of 
risk on communities in the CRMP.   
 
How the LFB targets fire safety work; 
The LFB targets its fire safety work on lifestyles of individuals 
rather than groups of people who share protected 
characteristics.  
This is because information about incidents collected 
indicates that the behaviour and lifestyles of individuals 
remains one of the primary factors in the number of fires that 
LFB attends. Whilst it is true that certain lifestyles identified 
as being at higher risk will also contain people who share 
protected characteristics, belonging to a protected 
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characteristic group in the first place does not place 
individuals at risk.  
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Eliminate discrimination? Engagement is a key element of ensuring we eliminate discrimination through key stakeholder 
engagement, community engagement, staff engagement and a thorough consultation process that 
accommodates the views and directs decision making. This will also be demonstrated through EIAs 
specific to decision making, Borough EIAs, and co-production. 
 
DRAFT 
• We will provide accessible, inclusive and appropriate services to meet the needs of London’s 
diverse communities. 
• We welcome, celebrate and respect diversity. 
• We will promote equality of opportunity. 
• We oppose discrimination. 
 
Subject to our legal obligations, we will promote diversity and oppose discrimination, particularly 
discrimination based on age, disability, ethnicity, gender, gender reassignment, marital status/civil 
partnership, maternity, nationality, religious or political belief, sexual orientation, socio-economic 
circumstances or caring responsibilities. LFB has zero tolerance on discriminatory types of 
behaviour. 
 
We will challenge prejudiced beliefs about different groups and different communities in society. 
We will take positive action, in the delivery of our service to promote good relations between 
people from different communities who live in London and also between people from different 
communities who work for us. 
 

Advance equality of opportunity between 
different groups? 

We will encourage persons to participate in public life or in any other activity in which 
participation by such persons is disproportionately low’ 
Positive action in relation to identification of communities and groups with protected characteristics  
and engagement with them will support advancement of opportunity between different groups. 
 
 

Foster good relations between different groups? Consultation through active engagement with different groups with protected characteristics (as set 
out in Borough Plans and accompanying EIAs, internal consultation and engagement with 
stakeholder groups, including ESGs, RBs and other, interested parties will support fostering good 
relations. 
 
 






