ONE
SERVICE,
ONE
VOICE
COMMUNICATIONS
AND ENGAGEMENT Strategy
2017-2020

CONTENTS

Introduction

3

COMMUNICATIONS AND ENGAGEMENT PRINCIPLES

5

STAKEHOLDERS

7

EXTERNAL COMMUNICATIONS

9

INTERNAL COMMUNICATIONS

10

ENGAGEMENT

11

MESSAGING STRATEGY

12

EVALUATION/MEASUREMENT

13

To find out more, visit our website at firescotland.gov.uk

Introduction
As a major public service provider, operating at a national
level, communications and engagement are critical to the
successful delivery of SFRS’s strategic priorities. It is the
means by which information is shared, instructions are
given, views and opinions are sought and formed, and by
which feedback is received.
The effective two-way flow of information should ensure
that communication with both internal and external
contacts is purposeful, clear, honest, timely and relevant.
The way in which we communicate with our stakeholders,
and the way they engage with us, is central to their
perception of the organisation and its credibility.
Our communications and engagement activity will have
four key dimensions:

To inform
Providing our stakeholders with the information
they need, either to perform their role, understand
the organisation and its goals, share facts or report
progress.

To listen
We will enable the organisation to listen to
stakeholders and respond to feedback.

To engage
Encourage involvement and invite dialogue from
stakeholders.

To influence
Shaping good corporate decision-making and
beneficial stakeholder positioning and participation.
Effective communications and engagement enables SFRS
to make the best possible impact in its delivery of a public
service. The SFRS’ unique geographical footprint across
Scotland, and the high regard in which it is held by the
public, partners and politicians, provide us with a unique
opportunity to engage widely and with purpose across all
sectors of civic life.
We aim to both deliver and support change whilst
ensuring that service delivery continues at the same time
to the highest possible standards. To do this, SFRS must
build ongoing communication with the people whom it
serves, and with whom it works to deliver that service.
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Purpose
To deliver a planned and sustained approach to
communications and engagement that will enable
effective stakeholder involvement in SFRS, support the
delivery of the Service’s strategic priorities, and underpin
the organisation’s decision-making processes, and protect
and enhance its reputation.

Context
Having successfully delivered the reform asked of it in
2013, SFRS is now looking towards the future of frontline
services and how they will evolve and transform. This
is driven by changing risk and societal needs across
Scotland, combined with the catalyst of a tightening fiscal
framework.
This communications and engagement strategy will
underpin the approaches we will use to build a ‘willing
coalition for change’ among key stakeholder groups that
are required to deliver the pathway to transformation.
The move toward service transformation is also aligned
to Scottish Government priorities set out in the Fire
Framework and will support the delivery of organisational
priorities set out in the SFRS Strategic Plan and Annual
Operating Plans.
A commitment to increased partnership working and coproduction will also further shape the landscape in which
SFRS works and the audiences with which it interacts.
These drivers will have significant implications for SFRS
and will directly influence the communication activity
required to support successful delivery.
If we are deliver to the ambition set out in both the
National Framework (2016) and the Strategic Plan
(2016-19) how we engage, communicate and involve
stakeholders is critical.

Reference documentation
Fire Framework
http://www.gov.scot/Resource/0050/00505071.pdf
Strategic Plan
http://www.firescotland.gov.uk/about-us/strategic-plan.aspx
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COMMUNICATIONS AND ENGAGEMENT
PRINCIPLES
Our communications and engagement will always adhere
to the following corporate principles:
• Honest and with integrity
We will welcome recognition for what we do well to
protect Scotland’s communities. However, we will be
equally honest where standards are not always met
and improvements are required.
•	Open and transparent
We will, where possible, always provide our
audiences with the most comprehensive information
about our service, using the most appropriate
channels.
•	Two way
We will ensure our stakeholder’s voices are heard
by presenting opportunities for effective two-way
communication and ensuring we demonstrate active
listening and actions, where appropriate and
achievable.
• Proactive and responsible
All communications will be targeted and timely, with
an emphasis on building positive relationships and
trust with our stakeholders.
•	Clear and consistent
All communications will use clear and consistent
language, easily understood with an emphasis on
plain English and a clear SFRS identity.
• Approachable
We will continue to develop the high levels of public
trust in SFRS as a valued and high performing
organisation by communicating evidence of positive
outcomes.
•	Cost effective
All communications will be planned and costed
effectively. Return on Investment will be demonstrated
through a series of agreed KPIs.
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STAKEHOLDERS
These groupings are not fixed, nor are they mutually
exclusive. They serve simply to guide our
activity by enabling the organisation to see its decisions
beyond its own sphere and deliver outcomes that meet
the needs of our primary audience – the public.

Our stakeholders include:

We will also not lose sight of our commitment to engage
with those harder to reach, disadvantaged groups for
which the SFRS is a key public service provider that can
have a beneficial impact on their lives.

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Public – communities and individuals
SFRS employees
Scottish Government Ministers / Officials
Community planning partnerships
Community justice partnerships
Health and social care partnerships
Third Sector Partners
Youth / elderly / disadvantaged / minority advocate
groups
Local Government
MSPs / MPs
Staff representative bodies
Potential future employees
HMFSI
Other FRS
Faith groups

As an operating principle, we will adopt stakeholder
mapping that allows us to align our activity with
the differing levels of stakeholder interaction and
communication and engagement needs.

We should think of our stakeholders according to the
share they have in SFRS and delivery of our outcomes and
success:
•

Advocacy
those who share our aims, values and
ambitions and who are most likely to speak or act in
our support; for example SFRS employees

•	Reputational
those who stake their reputation (in
full or part) on our performance; for example Scottish
Government Ministers
•	Delivery
those on whom we depend to deliver on
our strategy; for example the public who rely on and
experience our services, and SFRS employees
•
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Influencers
those who influence others to act in
our favour; for example the public, HMI, FBU, Local
Government
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Stakeholder mapping concept

Stakeholder influence

SFRS has a diverse range of stakeholders, each of which
is affected by our organisational actions, objectives, and
policies. Our stakeholders have varying needs and our
communications must reflect their entitlement to different
considerations

• Engage and consult on areas of
interest
• Seek to increase level of interest
• Aim to move into right hand box

• Groups requiring greatest focus
• Involve in governance/decision
making
• Engage and consult frequently

Stakeholder
Matrix
• Inform via general communications
• Aim to move into right hand box

• Engage interest in non governance
areas
• Keep informed and consult on
interest areas
• Potential advocate

Stakeholder interest

Mapping will allow us to develop an activity matrix – applied to identify the communications and engagement activity in
support of key issues and organisational projects. The purpose is to align our messaging, frequency and delivery channels
against the identified needs of our stakeholder groups:

Communication /engagement planning matrix
Stakeholder
Timing
			

Stakeholder
Messaging 	Delivery	Delivery
involvement		
channel
lead

1. Identify target stakeholder (by role or name) and group
as required
2. Identify timing, sequencing and frequency of 		
communication / engagement
3. Identify involvement of each target stakeholder
(high /medium / low / not known)
4. Select messaging appropriate for that target 		
stakeholder
5. Define best method to deliver messaging
6. Identify who within SFRS should send the message

The stakeholder mapping and matrix principles should be
embedded within all key SFRS projects and developed
and adopted by project leads / LSOs / stakeholder
relationship owners.

One Service - One Voice
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EXTERNAL COMMUNICATIONS
We will enhance trust and confidence in SFRS and
understanding of its objectives through clearly identifying
our target stakeholders and the means to reach them
efficiently and effectively, and with maximum impact.

INTERNAL COMMUNICATIONS
We will place strong emphasis on our internal
communications to support all SFRS staff to play an active
role in achieving our goals.
Our strategy will focus on:

Our strategy will focus on:
• A clear and consistent narrative articulating SFRS’ role,
purpose and objectives
• Maximising our activity through an integrated multichannel approach
• Improving audience identification and tailoring activity
to meet their needs
• A strong and consistent identity to enhance affinity and
awareness among our stakeholders
• Ensure SFRS conveys a distinct external identity
consistent with our status and values

• Creating an environment where colleagues understand
and share the organisational vision and objectives
• Effective internal communications infrastructure,
underpinned by channels and policies that facilitate
the effective exchange of information
• Developing a culture of professionalism and
continuous improvement through communicating best
practice and learnings
• Effective delivery channels, which ensure SFRS staff
get timely information required to undertake their role
efficiently and effectively

• Provide communications expertise to support the
delivery of SFRS priorities

• Equip and empower management and staff to help
them take responsibility for effective communication in
their work and ensure consistent SFRS messages

• Equip and empower management and staff to deliver
consistent SFRS messages

• Position SFRS as a positive workplace and an employer
of equality, choice and opportunity

• Enabling Scotland’s people and communities to play a
part in delivering shared outcomes

• Deploy two-way communications and engagement
channels to gauge staff morale, and deploy strategies
to address areas of concern

• Position SFRS as an employer of choice
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ENGAGEMENT
We will focus on the right engagement, with the right
audiences at the right time, and as a national organisation
that also operates locally, we will also need to ensure a
flexible but consistent approach. SFRS Communications
will equip SFRS to be an organisation which engages
effectively, with purpose, and that continually improves all
that we do.

MESSAGING STRATEGY
Our messaging will provide the foundation of our
communications activity. At a corporate level we will
develop a consistent and compelling narrative to ensure
SFRS is effectively and accurately positioned.
In support of specific SFRS objectives, we will also
deploy consistent messaging, ensuring our multiple
communicators are doing so with one voice.

Our strategy will focus on:
• Delivering a mechanism for effective stakeholder
mapping and management that will enable systematic
capture and analysis of all engagement
• Develop SFRS’ ability to develop and maximise
opportunities within its political authorising
environment
• Better identifying and responding to issues by
capturing stakeholder engagement and feedback
• Developing and embedding a two-way engagement
process to shape organisational policy and practice
• Maximising local engagement by strengthening
support / development for LSOs and key officers
• Enhancing capacity and capability by recruiting
dedicated engagement
• Enabling the service to engage with the public at a
national level, and improving effectiveness at local
level

We will deploy the following principles in developing our
messaging:
• Messaging aligned directly to individual stakeholders
• Better articulate the broader role of today’s SFRS
• Continue to maximise the strong public image held by
our frontline personnel
• Better demonstrate the outcome of our work rather
than technical delivery
• Messaging will always look forward and only draw on
the past where beneficial to do so
• Adopt a stronger tone against those who seek to
criticise the organisation
• Deploy more relevant supporting imagery
• Deliver messaging via a spokesperson group that
better underlines organisational capability and diversity

• Ensuring our people feel they have a voice and can
shape the future of the Service
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EVALUATION/MEASUREMENT
We will demonstrate the effectiveness of our
communications strategy by:
• Setting out an annual communications plan and key
objectives
• Review our annual communications plan to measure
our success – and report our performance in our
published Annual Report
• Establish and develop Key Performance Indicators for
our communications work (to align with those of the
wider business) and report on these in SFRS Annual
Report
• Employ specialist communication measurement
services to provide independent verification of
communications / engagement impact
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