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Report to: SERVICE TRANSFORMATION COMMITTEE 

Report No: C/STC/2-13 

Date: 5 SEPTEMBER  2013 

Report By: DCO CLARK 

 

Subject: SERVICE TRANSFORMATION  - PROGRAMME DEFINITION 

 

1 PURPOSE 

1.1 The purpose of this report is to advise the Service Transformation Committee of progress to 

date on the development of the Service Transformation Programme Plan. 

 

2 RECOMMENDATIONS 

2.1 The Service Transformation Committee is asked to note the work in progress and comment 

as appropriate. 

 

3 BACKGROUND 

3.1 The Service Transformation Committee (STC), at its last meeting on 26 June, agreed that the 

role of Senior Responsible Owner (SRO) of the Service Transformation Programme would be 

assigned to the Deputy Chief Officer (DCO) and this clarification has been noted in the Terms 

of Reference for the Programme Board and Service Transformation Committee and the 

Service Transformation Programme Plan.  

 

3.2 The Audit and Risk Committee, at its meeting on 26 June, requested an amendment to the 

risk and issue management process; risk to be escalated to the Board via the Audit and Risk 

Committee and appropriate issues to be escalated directly to the Board.  This amendment 

has been noted in the Terms of Reference for the Programme Board and Service 

Transformation Committee and the Service Transformation Programme Plan.  
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3.3 Work has progressed on the development of the programme and the Programme Plan has 

been updated to reflect the full design of the programme.   Of note is the removal of a 

dedicated Firefighter Safety workstream.  Improved firefighter safety is a desired outcome of 

the whole programme and as such will be tracked and managed through benefits realisation. 

 

3.4 The updated Programme Plan is attached at Appendix A 

 

4 WORK THIS PERIOD 

 Programme Management interim staffing structure identified and Programme Manager 

to progress 

 Project Dossier partially complete – requires further alignment with programme design 

 Benefits mapping exercise has been undertaken to identify project outputs, enabling 

changes, new capabilities and resulting benefits 

 Risk register developed  

 Transition Funding bid has been made for a small budget of £12,000 to fund 

programme/project management training 

 SRO has initiated plans for a Gateway Review of the Programme to take place in 

February 2014 

 

5 WORK NEXT PERIOD 

 Development of benefit profiles, a benefits management plan and a benefits realisation 

strategy 

 Resource management plan and training plan to be developed 

 Development  and population of a Programme Information Management site 

 Further investigation of an electronic project tracker tool to be used to manage and 

track project delivery across the whole programme 

 

6 FINANCIAL IMPLICATIONS 

6.1 There are no financial implications identified with this report. 

 

7 EMPLOYEE IMPLICATIONS 

7.1 There are no employee implications identified with this report. 

 

Prepared by Corinne Telford 
Service Transformation Programme Manager 
26 August 2013 
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1. Introduction 
 

The Scottish Fire and Rescue Service (SFRS) was established on 1 April 2013 by the Police 
and Fire Reform (Scotland) Act 2012.  A Fire Reform Programme, led by the Scottish 
Government and managed in partnership with the eight antecedent services, undertook 
the necessary work to create the Service.  The delivery of the Fire Reform Programme 
and the new Service resulted in the handover of responsibility for continuation of 
reform to the SFRS, with the Scottish Government maintaining oversight of the new 
Service through its governance and sponsorship role.  The Service will continue the 
delivery of reform and realisation of benefits through a Service Transformation 
Programme.  The Scottish Government has set the following high level benefits of 
reform to be realised over the next 3 years: 

 
 Improved service outcomes and protection of frontline services 
 Strengthened connection between the SFRS and communities 
 More equal access to specialist support and national capacity 

 
2. Service Transformation Programme  

 
2.1 Programme vision and definition 
 
The Service Transformation Programme is aligned to the Fire Framework (Scotland) 
20131 and the SFRS Strategic Plan 2013-20162.  It will deliver the necessary change and 
improvement required to achieve the strategic vision to be a ‘world leading Fire and 
Rescue Service that others look to because our approach to working together for a safer 
Scotland is delivering real improvements in our communities’.  The programme has been 
developed in line with the four strategic aims of the Service: 
 

 Improved safety of our communities and staff 

 Equal access to fire and rescue services 

 Improved outcomes through partnership 

 Develop a culture of continuous improvement 
 
This is a major change initiative which will be led at a senior level to take the Service, its 
partners, stakeholders and service users on what might be a challenging journey over 
the next 3 years to deliver significant efficiency savings and service improvements.  The 
following objectives have been identified: 
 

 To embed an integrated approach to community safety through national and local 
risk management approaches and involving communities in design, delivery and 
scrutiny of services 

 To develop an integrated programme for assurance of Firefighter Safety 

 To review and align service delivery resources to meet community risk profile  
 To review and align the SFRS assets to the requirements of the new service 

                                                            
1 Fire Framework (Scotland) 2013 http://www.scotland.gov.uk/Publications/2012/11/3822  
2 Scottish Fire and Rescue Service Strategic Plan http://www.firescotland.gov.uk/about-us/strategic-plan.aspx

  

http://www.scotland.gov.uk/Publications/2012/11/3822
http://www.firescotland.gov.uk/about-us/strategic-plan.aspx
http://www.firescotland.gov.uk/about-us/strategic-plan.aspx


Page 5 of 15  Paper 4 
 

130905STC Paper 4 Programme Definition Report No: C/STC/2-13 

 To develop our capacity in stakeholder engagement for improved outcomes 

 To develop and implement best practice approaches in managing our people 

 To develop a high performing workforce 

 To align and implement best practice approaches in planning and performance 
management for improved outcomes 

 To develop and implement an improvement capability within the service 

 To develop a unified infrastructure for ICT which supports service delivery 

 To develop best practice financial management systems  
 

Management of the transition will be in three phases: 
 

Merge eight service 
into single service

Development of single 
service

Adding value through 
improvement

01 April 2013 31 March 2016

January 14 January 15 January 16

Benefits delivered and value added throughout 
the lifetime of the programme and beyond

 
 

2.2 Programme Design 
 

The programme will be delivered through the 9 workstreams and a total of 44 projects 
outlined in table 1 below.  A Projects Dossier will be prepared to provide a description of 
each project, its objectives, requirements and specific outputs.  This will also detail 
dependencies with other projects and the contribution the project will make to the 
benefits of reform. 
 
In scope are all major change initiatives linked to the harmonisation of the eight 
antecedent services into one single service and the creation of a single infrastructure of 
the Scottish Fire and Rescue Service. 
 
The following work lies outwith the scope of the programme: 
 

 Business as usual activities including mainstream service delivery policy development 

 National initiatives where the SFRS is a key supplier or contributor, but where the 
control and management of the work sits with a higher authority, for example the 
Joint Emergency Services Interoperability Programme (JESIP) and the Glasgow 2014 
Commonweath Games 
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3. Programme Governance and Organisation 
 
A programme and project management environment (PPM) is currently being 
established to support the programme, including governance arrangements at both 
programme and project level. 
 
3.1 Programme Governance 
 
Board 

The SFRS Board is accountable to the Scottish Government for the realisation of the 

benefits of reform and as a result all major decisions to be made relating to Service 

Transformation will be referred to the Board. 

Service Transformation Committee 

The Board has established the Service Transformation Committee to provide Board level 
governance and direction in the design, set up and delivery of the Programme to realise 
the stated benefits.  Members will provide resource and specific commitment to support 
the Senior Responsible Owner (SRO). 
 
Programme Board 
 
A Programme Board has been established to manage the design, set up and delivery of 
the Programme and to ensure appropriate co-ordination across the projects that 
comprise the Programme. 
 

                  

 
 
 

 



Page 8 of 15  Paper 4 
 

130905STC Paper 4 Programme Definition Report No: C/STC/2-13 

Senior Responsible Owner 
 
The Deputy Chief Officer is the Senior Responsible Owner, accountable for the success of 

the programme.  He will be accountable for the success of the programme and for 

enabling the SFRS to exploit its new environment, realising benefits, meeting the new 

business needs and delivering new levels of performance and service delivery. 

Programme Manager 

A Programme Manager has been appointed and is responsible for leading and managing 

the setting up of the programme through to delivery of new capabilities, benefits 

realisation strategy and programme closure.  The programme manager has primary 

responsibility for co-ordinating the successful delivery of the new capabilities and 

establishing governance.  This will be done in a proportionate way which is 

commensurate with the needs of the service. 

The Programme Manager will have an overarching responsibility for delivery, reporting 

to the SRO, Programme Board and Service Transformation Committee.  Managing the 

Programme will include direction of work, management of risks and issues, managing 

and preparing for audit and assurance, managing the iterative process of aligning the 

target operating model with business objectives, maintaining programme information, 

managing people and resources, managing procurement and contracts as required, 

monitoring, reporting and control and management of the review cycle. 

Programme Office 

A Programme Office will be established to provide support to the SRO, Programme 

Manager and Programme Board on a range of areas including: 

 Setting up of the programme, including establishing programme governance 
documentation, plans & controls and reporting templates 

 Establishing mechanisms for tracking, monitoring and reporting across the 
programme and projects 

 Introducing mechanisms for risk and issue tracking across the programme and 
projects 

 Introducing mechanisms for assurance across the programme and projects, such as 
regular health checks 

 Managing reporting of progress and risk to the Service Transformation Committee 
 Supporting Project Executives and Project Managers in the management of their 

projects 
 Supporting programme and project communications up, down and across the SFRS 

 
3.2 Project organisation 

 
Each project will be assigned a Project Executive lead from the Strategic Leadership 
Team.  A Project Manager will be allocated to each project to ensure successful delivery. 



Page 9 of 15  Paper 4 
 

130905STC Paper 4 Programme Definition Report No: C/STC/2-13 

 
Project Boards will be established by the Project Executive and their configuration will 
be dependent on the nature of the work to be delivered.  A variety of approaches are 
possible: 
 

 Multi-disciplinary and cross-cutting the functions of the SFRS to ensure 
dependencies can be tightly managed within the scope of the project 

 A ‘business partner’ approach, for example, an HR business partner may be assigned 
to each functional Directorate and report back to an HR specific project board to 
progress delivery of the project 

 
Project Executives and Project Managers will work closely with the Programme Manager 
and Programme Office, adhering to the reporting, monitoring and project assurance 
requirements for the Programme and Programme Board. 

 
4. Blueprint 
 

A Blueprint for the development of the Scottish Fire and Rescue Service was developed 
as part of the Fire Reform Programme.  This document outlines the model of operational 
capability that will need to be in place to realise the required outcomes and benefits.  
The existing Blueprint depicts the ‘current state’ of the eight antecedent services, the 
‘intermediate state’ being Day One of the Scottish Fire and Rescue Service on 1 April 
2013 and the target ‘end state’ projected as end March 2015/16. 
 
A Strategic Plan 2013-2016 and Annual Operating Plan 2013 have been developed to 
establish the vision, strategic aims and priorities of the Service going forward.  The 
Blueprint will be aligned with the Strategic Plan to detail the overarching journey of the 
planned Service Transformation Programme through to the target end state. 
 

5. Benefits Realisation 
 
Throughout the lifecycle of the projects, the Programme Manager will work closely with 

the Head of Corporate Portfolio and Performance, the Performance Manager, the 

Director of Finance and Contractual Services and Project Managers to identify, profile, 

track and report progress towards the realisation of benefits.  Benefits mapping and 

profiling will establish their contribution to achieving the aims of reform, efficiency 

savings and other business benefits.  Performance baselines will be established through 

mapping the ‘as is’ and ‘to be’ states and progress towards realisation of the benefits 

will be monitored through the delivery of the projects and by measuring and monitoring 

performance indicators for improvement.  Mechanisms for reporting to the Scottish 

Government on a quarterly basis are to be established. 
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6. Business Change 
 
Initially, business change requirements will be managed by the Programme Manager 

through the Programme Office.   Consideration will be given to the longer term 

requirements for business change to realise the benefits of service transformation by 

embedding the new capability into service operations.  This function is likely to become 

necessary as projects deliver. 

7. Resource Management 
 
A resource management plan will be produced to consider the resources the 
programme will need and how they will be managed effectively.  This will include: 
 

 Financial requirements – Transitional Funding Bids have already been prepared by 
the Service.  Business cases for transitional funding will be considered by the 
Strategic Leadership Team and agreed by the SFRS.  This process is expected to be 
complete by end June 2013. 

 Specialist skills required – Procurement expertise has already been identified as a 
key requirement. 

 Staff involved in the programme – Staff will be aligned to projects as required and a 
skills gap analysis will be undertaken to identify training and support needs across 
the programme.  This will also include the identification of staff and skills required by 
the Programme Office. 

 Systems requirements – Technology requirements already identified include and 
Information Management System, an electronic Risk Register and the possible 
universal use of a project tracker system already in use by the Response and 
Resilience Directorate.  

 
8. Stakeholder Engagement 

 
A Service Transformation Stakeholder Engagement Plan will be developed in support of 
the SFRS Stakeholder Engagement Strategy. 
 

9. Risks and Issues 
 

Programme and project issues deemed to be significant will be reviewed by the 
Service Transformation Committee and may, by exception, be escalated to the Board.  
Such issues should be simultaneously escalated to the Audit & Risk Assurance 
Committee, for articulation on the Corporate Risk Register.  Programme risks will be 
inserted on the Corporate Risk Register for review by the Audit & Risk 
Assurance Committee.  The Audit & Risk Assurance Committee will escalate 
risks as appropriate to the Board for consideration.  Diagram 1 illustrates the 
process that will be followed by the Service Transformation Committee in relation 
to the reviewing of risks and issues. 
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Diagram 1 
          

               

Service Transformation 
Programme
Risk Register

Service Transformation
Project Risk Registers

Audit & Risk Assurance
Committee

SFRS Board

Service Transformation 
Committee

Risk/issue registers will be 
maintained at project level – 

high scoring risk or unmitigated 
risk will be inserted on the 

Programme Risk Register and 
escalated by exception to the 

STC

Programme Risk/Issue Registers 
will be maintained by the 

Programme Office.

The Programme Risk & Issue 
Registers will be standard items 
on the Service Transformation 

Committee agenda.

Programme/Project Issues will 
be escalated by the STC to the 

Board as appropriate and 
simultaneously inserted on the 

Corporate Risk Register, 
reviewed by the Audit & Risk 

Committee.

Programme Risks will be 
escalated by the STC, by 

exception to the Audit & Risk 
Committee and inserted on the 

Corporate Risk Register.

Project Risks & Issues

Programme Risks & Issues

Issue

Risk from other business 
areas

Reporting routes as appropriate to 
Audit & Risk Committee

Risk

Risk
And
Issue

 
 
10. Schedule 
 

An overarching programme schedule will be compiled from individual project plans. 
 
11. Progress Monitoring (Critical Milestones) 
 

A projects dashboard will be developed for use by the Programme Board to allow 
accessible monitoring of milestones, financial performance, risks and benefits 
realisation. 

 
A critical milestone plan has been developed to aid monitoring towards delivery of the 
programme.  This plan will allow pressure points in delivery to be highlighted and aid 
decisions on the management of resources. 
  
The critical milestone plan is available at [link to Information Management System when 
available] 
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12. Programme Assurance Management 
 

A Programme Assurance Plan will be developed to put in place the necessary 
mechanisms through which the SRO and stakeholders can gain confidence that the 
programme is on track.  In line with best practice principles, the approach will be 
independent of the programme, integrated across the programme, linked to major 
decision points, risk-based and resulting in action as necessary.  Mechanisms will 
include: 
 

 Regular assurance reviews across the Programme 

 P3M3 maturity assessments to be carried out towards the end of 2013 

 Gateway Reviews, to be determined 

 Regular assurance reviews or ‘Health checks’ carried out by the Programme Office 
across the projects to monitor performance towards delivery 

 
13. Programme Closure  

 
On delivery, the Programme Manager will have a responsibility to support the closure of 

projects, work with the SRO to wind up the Programme Board and Service 

Transformation Committee and ultimately close down the Programme in a controlled 

way, ensuring handover of completed products to service delivery. 

 
14. Action Plan 
 



SCOTTISH FIRE AND RESCUE SERVICE 

SERVICE TRANSFORMATION PROGRAMME 

ACTION PLAN – 22 August 2013 

 
Action 

 
Responsible 

 
Current 
Status 

 
Completion 
Date 

 
Comment 

1. Identify Senior Responsible 
Owner 

Board/STC Confirmed 26 June 2013 DCO confirmed 
as SRO 

2. Appoint Programme 
Manager  

DCO In progress Nov/Dec 
2013 

Current Interim 
PM leaves 6 Sep 

3. Identify Interim Programme 
support staff 

DCO/PM In progress October 2013 Programme 
Management 
interim staffing 
structure 
identified and 
PM to progress 

4. Establish Programme 
Governance Arrangements 

 Service Transformation 
Committee established 
and Terms of Reference 
developed 

 Programme Board 
established and Terms of 
Reference developed  

 
(Note: Service 
Transformation will also be a 
standing item on the SLT 
agenda to ensure a 
connected flow of 
information) 

DCO and PM Completed June 2013  

5. Design Programme and 
develop Programme Plan 

 Identify priorities Years 
1-3 through meetings 
with SLT and teams 

 Design Programme & 
develop Programme 
Plan, aligned to Strategic 
Plan and Aims of Reform 

 Conduct development 
sessions with SLT/STC 

 

SRO and PM Completed June 2013  

6. Develop Projects Dossier 
with Project Executives 
 

PM, Project 
Executives  

Commence 
June 2013 

July 2013 Partially 
complete – 
requires further 
alignment with 
programme 
design 
 

7. Develop Benefits Realisation 
Plan 

PM, 
Performance 

In progress September 
2013 & on-

Benefits 
mapping 
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 Benefits profiles to be 
reviewed and aligned to 
programme 

 Performance Framework 
and Performance 
Indicators to be fully 
aligned to Aims of 
Reform, Strategic Aims 
and Service 
Transformation 
Programme 

 Performance baseline 
developed, gaps 
identified and PIs to be 
developed  

 Reporting and tracking 
arrangements to be 
developed for internal 
reporting and reporting 
to Scottish Government 

 

Manager, 
Finance & 
Contractual 
Services and 
SG 
Governance 
and 
Sponsorship 
Unit 

going 
development 

exercise has 
been 
undertaken to 
identify project 
outputs, 
enabling 
changes, new 
capabilities and 
resulting 
benefits 
 
Next steps will 
involve the 
development of 
benefit profiles, 
a benefits 
management 
plan and a 
benefits 
realisation 
strategy 
 

8. Develop Resource 
Management Plan 

 Financial Requirements 

 Staff & skills 
- Sponsorship Training, 

MSP & Prince 2 
Training for relevant 
Board, Stakeholders, 
Programme and 
Project staff 

 Systems 
- Establish Information 

Management System 
(including central 
repository for 
Programme/Project 
Documentation) 

- Explore possible use 
of Project Tracker 
system already in use 
by R&R 

PM, Project 
Executives 

Commence 
June 2013 

December 
2013  

PM is currently 
working with 
the Head of 
Training & 
Employee 
Development to 
identify need 
and suitable 
training 
 
Transition 
Funding bid has 
been made for 
a small budget 
of £12,000 to 
fund training 
 
An IMS is 
already 
available on the 
interim 
Sharepoint site.   
 
A project 
tracker system 
has been 
developed in 
Sharepoint for 
use by R&R.  It 
may be possible 
to extend its 
use across the 
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programme 

9. Develop Programme Risk 
Register and 
programme/project risk 
management processes 

PM & 
Programme 
Office 

Completed July 2013  

10. Develop project schedules 
and an overarching 
programme schedule 

Project 
Executives, 
Project 
Managers & 
PM 
 

In progress Aug 2013 & 
ongoing as 
projects go 
live 

 

11. Develop Programme 
Assurance Plan 

SRO, PM & 
STC 

In progress 
 

February 
2014 

SRO has put 
plans in place 
for a Gateway 
Review to take 
place in 
February 2014 

12. Consider arrangements for 
Business Change 
 

DCO and PM In progress October 2013 Programme 
Management 
interim staffing 
structure 
identified and 
PM to progress 

 


