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Report to: SERVICE TRANSFORMATION COMMITTEE 

Date: 21 MAY 2015 

Report By: MARIEKE DWARSHUIS – CHAIR OF SERVICE TRANSFORMATION 

COMMITTEE 

 

Subject: SERVICE TRANSFORMATION – LESSONS IDENTIFIED WORKSHOP  

 

1 PURPOSE 

1.1 The purpose of this report is to provide the Service Transformation Committee (STC) 

with a summary of the Lessons Identified from the workshop meeting that took place 

on 23 April 2015. 

 

2 RECOMMENDATIONS 

2.1 The STC is asked to consider the key findings at section 6 of the report with a view to 

sharing with the SFRS Board. 

 

3 BACKGROUND 

3.1 As the Transformation Programme enters its third year the time is overdue to reflect 

on the lessons that can be identified, evaluated and established as appropriate to 

take forward for the wider Service and beyond to consider. With this in mind the STC 

undertook a facilitated lessons identified session with a view to using the findings to 

supporting the development of a single holistic SFRS report. 

 

3.2      A recommendation of the recent SFRS Audit Scotland Report, published in May 2015 

was to: “carry out a comprehensive lessons learned exercise by December 2015 and 

share findings with the Scottish Government, and with other public bodies that are 

starting a merger process”.  

 

3.3 This paper is therefore seen as the next step in the process of conducting a lessons 

identified exercise and once agreed by the STC, will be shared with the Board, with a 
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view to the Board undertaking a similar process as part of a future Board strategy 

day. 

 

4 WORKSHOP OBJECTIVES 

4.1 The workshop objectives were to: 

• To identify the challenges from the transformation process, pre and post-merger. 

• To evaluate practices from the service transformation process 

• To establish learning points from the transformation process with the intention of 

sharing with the Board and potentially the wider public sector community. 

 

5 WORKSHOP FORMAT 

5.1 The workshop was facilitated by the Service Transformation Programme Manager 

and Committee Support Officer.  

 

5.2 To enable the fulfilment of the objectives and ensure that feedback from the STC had 

the relevant focus the four key areas highlighted in Audit Scotland’s: Learning the 

Lessons of Public Body Mergers Good Practice Guide was used, namely 

• Leadership and governance 

• Planning and implementing 

• Measuring/monitoring/controlling costs and savings 

• Measuring performance. 

 

6 KEY FINDINGS 

6.1 Following the workshop, the responses to the questions were analysed and 

consolidated into this draft report for the Committee to finalise and progress to the 

SFRS Board. The full summarised responses are set out in appendix A. 

 

Leadership and governance 

6.2 In regards to leadership and governance pre-reform the SFRS may have benefited 

from a shadow year with suitable and sufficient scrutiny and governance 

arrangements. This could have included the appointment of a shadow Board and 

executive directors. Having these arrangements in place could have provided 

sufficient oversight, assurances and commitment of resources to deliver essential 

transitional work in preparation for the introduction of the Service. Examples of the 

benefit could have included preparatory business case work for transitional funding 

and development of organisational structures. 
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6.3 These arrangements could have assisted in addressing the challenges associated 

with overcoming resistance to change pre-reform, allowed for the application of early 

thinking around shaping a culture for the SFRS and further enhanced early 

establishment of working relationships between key stakeholders such as: trade 

unions, the Scottish Government, Strategic Leadership Team and SFRS Board. 

 

6.4 Since the SFRS has come into being, progress towards looking, feeling and 

operating as a single organisation has been delivered in a timely fashion. The 

benefits of reform are being delivered against a backdrop of financial savings. 

Relationships with key stakeholders have remained strong and have in some 

respects improved during a challenging period. 

 

6.5 The professionalism of the Board and SLT,  maintaining frontline services during a 

challenging merger process , and the way high profile incidents (and decisions) have 

been managed has assisted in maintaining the confidence of our key stakeholders. 

This, together with the Service’s partnership approach (Working Together 

Framework) with the trade unions during reform has been key for a successful 

transition.    

 

Planning and Implementing 

6.6 Planning and implementing for the SFRS could have benefited from upskiling staff in 

project management skills prior to the merger taking place. In doing so, more 

effective planning and implementing could have been delivered, and would have led 

to more effective use of resources and improved efficiency.  

 

6.7 The development of a Joint SFRS Blueprint prior to reform provided the strategic 

direction to form a cohesive Transformation Programme. The appointment of a Board 

and SLT with diverse skills have complimented each other to develop a positive and 

cooperative working relationship that has benefited the SFRS as it goes forward. 

 

6.8 Openness and transparency in the scrutiny of the effectiveness of the Service 

Transformation Programme at delivering the benefits of reform has been important in 

terms of giving stakeholders assurances that staff were being held accountable for 

effective delivery of key projects. 

 

6.9 The SFRS should have given higher priority to the development of a communication 

strategy that was linked to the key milestones of the reform process from the start. 
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This should have included sufficient resources to implement the strategy and a 

mechanism for monitoring and reviewing its effectiveness. 

 

6.10 More resources and time could also have been devoted to Strategic Planning early 

on. The first strategic plan was completed with limited resources and therefore didn't 

reflect the important nature of strategic planning as a tool for planning significant 

change and delivering the service’s priorities. 

 

6.11 Board Strategy Days provide a valuable means of debating and considering key 

issues. They helped the Board and SLT to plan for major decisions more effectively 

and challenge the detail of strategic options before discussing them at formal Board 

meetings. 

 

6.12 Measuring/monitoring/controlling costs and savings 

The approach to measuring/monitoring/controlling costs and savings has been well 

received. The controlling of costs to ensure the SFRS lived (well) within budget was 

noted as an area where the SFRS has enhanced its reputation. Accurately 

measuring savings from transformation projects has been challenging due to a 

limited baseline to measure from. Having flexibility in the use of transitional 

funding was considered as key to implementing a successful 

integration/transformation programme.   

 

Measuring performance 

6.13 Antecedent services generally had a good record of operational performance and 

performance measurement which provided a good foundation to start from. The 

development of SFRS performance measurement and reporting took time due to the 

challenge of the different systems and information gathered by the antecedent 

services, which needed to brought together. More time could have been given to this 

pre-reform (or during a shadow year).  

 

7.     Financial Implications 

7.1   None 

 

8.    Resource Implications 

8.1. Conducting a comprehensive lessons learned exercise as recommended by Audit 

Scotland will require the service to consider how the exercise will be resourced, so that it is 

completed within the recommended timescales. 
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8 Equality Implications 

8.1 None 
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Appendix A 

SERVICE TRANSFORMATION COMMITTEE – LESSONS LEARNED WORKSHOP 

23 APRIL 2015 
 

Responses to Questions  

 

1. What were the challenges in preparation for reform 

 

a) Leadership and Governance 

• Pre-reform, the lack of a transitional year and shadow Board during this time 

made oversight of the development of the new body and understanding the full 

scope and complexities of reform very challenging.  This arrangement could also 

have helped address the challenge of securing full commitment and engagement 

from all the antecedent services pre-reform, a greater focus on project and 

programme management and the need for robust baseline information. 

• A commitment and consensus on the need for reform. This links into the first 

bullet point re challenges of securing full commitment from antecedent services 

• During the transitional phase, the lack of resources to deal with employee issues 

and resistance to change from the differing cultures. 

• Achieving a sufficiently broad strategic awareness by senior officers of the 

antecedent services’ regimes.  

• Understanding the requirements and role of the new Board and of the Scottish 

Government. This made clarity of the Board’s expectations quite challenging. 

• Maintaining good working relationships with employee trade union bodies. 

 

b) Planning and implementing 

• Lack of sufficient project/programme management and expertise from within the 

service. 

• Unifying ICT resources. 

• Aligning people appropriately within the organisation 

• Ensuring business as usual during first year of reform 

• Insufficient time to effectively plan and implement pre-reform 

• Some significant pieces of work during pre-reform weren’t adopted or were 

ignored. 

• Capacity and experience of Senior staff for conducting rigorous strategic options 

analysis. 

• Pressure on HR and procurement resource capacity holding back the reform 

process. 

 

c) Measuring/monitoring/controlling costs and savings 

• Inconsistent baseline information made matters such as extracting cost savings 

quite challenging. 

 

d) Measuring performance 

• No specific responses 
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2. What went well pre-reform ? 

 

a) Leadership and governance 

• The many briefings on accountability, scrutiny and governance, organised by 

Scottish Government, the service and other bodies. 

• The development of good, constructive relationships between institutional 

stakeholders (e.g. SG and unions). Working Together Framework was a key 

enabler setting out principles for open and constructive dialogue between the 

unions and the service. 

• Relationship with HMFSI was very good – right balance of being critical and 

supportive, and happy to share knowledge. 

 

b) Planning and implementing 

• The Blueprint Document and Fire and Rescue Framework Document set out the 

SG’s aspirations and benefits of reform very clearly and allowed the service to 

drawn down and develop strategic plan/annual operating plan. It was clearly 

evident that significant planning had taken place. 

• Appointment of experienced SLT and diverse skills set of the Board complemented 

each other. 

• Board induction was very useful pre-reform and the SLT being involved in this 

helped to put things into context. 

 

c) Measuring/monitoring/controlling costs and savings 

• No specific responses 

 

d) Measuring performance 

• The antecedent services had a strong track record of operational performance and 

improving community safety track record. This was a good foundation to start 

from. 

 

 

3. What have been the successes during the transformation process? 

 

a) Leadership and Governance 

• The service is making the required savings and at the same time maintained and 

improved front line outcomes - there is tangible evidence towards the blueprint 

document and benefits of reform. 

• The development of an improving performance structure and culture, enabled by 

the work of the Performance Working group and implementation of the Performance 

Committee. 

• The deal on pensions was good for the Government and the Service. 

• Maintaining the confidence of the SG, the Board and public during very challenging 

merger. Some high profile incidents and decisions tested this e.g. Clutha Bar, 

Glasgow School of Art and Control Rooms decision. 

• As a Board Member, good relationships with Local Authorities. 
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• A good mix of skills and experience on the Board has led to some very constructive 

debates.  

• A professional SLT. 

 

b) Planning and implementing 

• Governance of Service Transformation – a well-designed Service Transformation 

Process. The Service Transformation Programme Board and Committee has 

allowed for the identification of key projects to achieve service transformation and 

robust monitoring, scrutiny and review. 

• The adoption of the Working Together Framework, although some still needed to 

embed at local level. 

• A very smooth and seamless transition from 8 to 1 fire and rescue service. 

 

c) Measuring/monitoring/controlling costs and savings 

 Living within the budget. Made the required savings by driving out cost through 

removing duplication, streamlining etc on the backdrop of no compulsory 

redundancies. This has enhanced our reputation. 

 

d) Measuring performance 

 Managed to reach agreement with trade unions on some very difficult issues e.g. 

pay frequency, resource based crewing, specialist resources. The continued 

engagement with SG has certainly helped. 

 The work on performance reporting to meet the Boards needs and ensure greater 

accountability and transparency. 

 The service’s operational performance e.g. Commonwealth Games, Clutha, 

Glasgow School of Art. 

 

4. What were the key learning points during the transformation process? 

 

a) Leadership and Governance 

 Silo thinking in Partners. It is very challenging trying to work with partners to deliver joint 

outcomes when this mentality is evident within certain partner organisations. Need to 

keep promoting integration of services. 

 Partnerships with unions and staff are key for a successful transition. 

 Must be possible for constructive criticism to be given and heard.  

 

b) Planning and implementing 

 Project management and the discipline of doing it and reviewing delivery in public are 

very important. Furthermore, project management capacity needs to be developed not 

just in SFRS, but across the public sector. 

 Develop and give high priority to a communications strategy, including resources to 

implement the strategy. 

 Need to resource strategic planning properly. The first Strategic Plan was completed on 

limited resources. More people, more time devoted to this very important aspect. 

 The need for access to independent policy information and advice. 
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 The need to devote sufficient resources and attention to communication, engagement 

and public relations, and not enough focus on the planning and monitoring of this. 

 Set clear outcomes and benefits to work towards and stick to them. 

 Allow sufficient time for planning major decisions. Don’t try and do too much with limited 

resources. 

 Planning is key – have the right people and processes in place before embarking on 

significant change. 

 The need for more discussion with Board and SLT on key issues. Board Strategy Days 

are a very useful  means of helping the Board and SLT to get on the same page with 

key issues and challenge options etc. 

 

c) Measuring/monitoring/controlling costs and savings 

 Flexibility in the application of transitional funds is critical 

 

d) Measuring performance 

 No specific responses 

 

 
 
 
 
 
 
 

 


