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Prepared by: 
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Sponsored by: 
Mark McAteer, Director, Strategic Planning, Performance and 
Communications 

Presented by: 
Mark McAteer, Director, Strategic Planning, Performance and 
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Links to Strategy 

This reporting cycle contributes to Strategic Priority 6: Transformation, and particularly to the 
strategic objective to ‘continue to explore how we maximise efficiency and productivity within our 
organisation and partnerships’. We will explore new ways of working to meet Scotland’s future 
needs. 
 

 

Governance Route for Report Meeting Date Comment 

SLT (Performance) 23 April 2018 For Decision and Noting  

SFRS Board 26 April 2018 For Noting 

 

1 Purpose 

1.1 
 

The purpose of this report is to provide the Scottish Fire and Rescue Service (SFRS) 
Board with the Service Improvement Strategy, developed in response to feedback 
received during the recent consultation and engagement programme. 
 

 

2 Background  

2.1 
 

The SFRS Service Improvement Strategy provided, takes account of feedback derived 
from both face to face presentations and an on-line Citizen Space survey.  Directorate 
functions, Service Delivery Areas (SDA), the SFRS Board and personnel contributed to 
this version.  A Strategy on a page has been provided as a summary of the key elements 
of the strategy as an aid to communication. 
 

 

SCOTTISH FIRE AND RESCUE SERVICE  

The Board of Scottish Fire and Rescue Service 
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3 Main Report and Discussion 

3.1 
 
 
 
 
3.2 
 
 
 
 
3.3 
 
 

The Service Improvement Strategy details our definition as:  
The measured, cumulative actions we take to improve what we do, in order to make the 
services we deliver to people and communities better, and to improve the safety and 
wellbeing of people throughout Scotland. 
 
The Strategy outlines the approaches and techniques that the SFRS uses to support 
improvement and Best Value within our Strategic Directorate and Operational Delivery 
levels.  It builds on the last 5 years of improvement activities, and seeks to embed the 
values of Safety, Teamwork, Respect and Innovation. 
 
To implement the Service Improvement Strategy we are developing a Service 
Improvement Programme which is being developed in response to service requirements 
during the consultation on the draft strategy.  This programme encompasses a number of 
different techniques implemented both flexibly and bespoke to the service area to ensure 
we respond to changing requirements as the service grows and transforms. 
 

 

4 Key Strategic Implications 

4.1 
4.1.1 

Financial 
There are no financial implications directly associated with this report. 
 

4.2 
4.2.1 

Legal 
There are no legal implications directly associated with this report. 
 

4.3 
4.3.1 

Performance 
This report is submitted to SFRS Board as required. 
 

4.4 
4.4.1 

Environmental & Sustainability 
There are no environmental or sustainability implications directly associated with this 
report. 
 

4.5 
4.5.1 

Workforce 
There are no workforce implications directly associated with this report. 
 

4.6 
4.6.1 

Health & Safety 
There are no health and safety implications directly associated with this report. 
 

4.7 
4.7.1 

Timing 
This report is submitted to SFRS Board for noting. 
 

4.8 
4.8.1 

Equalities 
There are no equalities implications directly associated with this report. 
 

4.9 
4.9.1 

Risk 
There are no risk implications directly associated with this report. 
 

4.10 
4.10.1 

Communications & Engagement 
There are no Communications and Engagement implications directly associated with this 
report. 
 



NOT PROTECTIVELY MARKED 

SFRSBoard/Report/  Page 3 of 18 Version 1.0 10/04/2018 
ServiceImprovementStrategy  

 

4.11 
4.11.1 

Training 
There are no Training implications directly associated with this report. 
 

 

5 Recommendation  

5.1 
 

The SFRS Board are asked to note the content of the strategy. 
 

 

6 Core Brief 

6.1 
 

The Director of Strategic Planning, Performance and Communications presented the 
SFRS Board with the Service Improvement Strategy 2018-2021, developed in response to 
feedback received during recent engagement and consultation activity. 
 

 

7 Appendices/Further Reading 

7.1 
 
7.2 
 

Appendix A – Service Improvement Strategy 2018-2021 
 
Appendix B – Service Improvement Strategy 2018-2021 Strategy on a page 
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STRATEGY 2018-2021 

Version No 1.0        Date 10.04.18. 
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Forward 

There is a responsibility for the Scottish Fire and Rescue Service (SFRS) to scrutinise its 

performance and deliver on Best Value.  This Service Improvement Strategy outlines the 

approaches and techniques that we will use to support improvement and Best Value across the 

Service and to ensure the improved wellbeing and safety of the people and communities of 

Scotland.  

 

This strategy builds on the last 5 years of improvement activity within the SFRS, aiming to 

continually drive service improvement through the measured cumulative actions we take to improve 

what we do in delivering our core organisational purpose and embed the values of Safety, 

Teamwork, Respect and Innovation. 

 

To implement the Service Improvement Strategy we will deploy a Service Improvement Programme 

which includes the whole Service.  This programme encompasses a number of different techniques 

implemented both flexibly and bespoke to the service area to ensure we respond to changing 

requirements as the service grows and transforms. 

 

We would like to thank all personnel who contributed to the development of this Improvement 

Strategy. 

 

 

 

 
 Mark McAteer 

 Director of Strategic Planning, Performance and Communications 
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Introduction 

This strategy outlines the methods that the Scottish Fire and Rescue Service (SFRS) will use to 

support improvement in our Strategic, Directorate and Operational delivery levels to ensure the 

improved wellbeing and safety of the people and communities of Scotland. It provides an overview 

of the relational and technical approaches that underpin our way of working to enable improvement. 

In much of the academic literature there remains a debate as to whether change is principally 

driven through a focus on relationships and conversation, or through a focus on process and 

system design and redesign.  Our view is that we need both.  Improved outcomes are achieved by a 

complex interplay between system and process design and people and relational management issues.   

Accordingly our improvement approach adopts an evidence based approach to: 

 

 process design/process redesign,  

 performance achievements,  

 service review,  

 systems analysis, 

 people engagement.   

 

In stating our approach to improvement, we recognise that it is not possible to accurately condense 

complex change processes down to one simple model.  Our strategy builds an overall framework to help 

us navigate our way through the complex business of improving what we do and the services we deliver.  

Its core purpose is to guide us in our work, but it should not constrain us from adapting to the contextual 

pressures facing us, or evolving knowledge about what works in supporting improvement.  We remain 

open to new thinking and approaches which improve the effectiveness of the support we offer and 

expect our approach to evolve alongside our own growing understanding of what works in driving 

improvement forward. 

What Do We Mean By Improvement? 

Defining improvement can be complex.  It often means different things to different people and 

organisations.  The plethora of understandings as to what constitutes improvement can lead to confusion 

and misunderstandings between people and organisations, which has the potential to act as a barrier to 

improvement.  By seeking to clearly define what we take improvement to be, we seek to avoid such 

confusion and keep our focus on making life better for the people and communities that we serve.   
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As a result, we take improvement to mean: 

 

The measured, cumulative actions we take to improve what we do, in order to make the 

services we deliver to people and communities better and to improve the safety and 

wellbeing of people throughout Scotland.   

 

This will help us to better achieve our core organisational purpose and embed our organisational 

values of Safety, Teamwork, Respect and Innovation throughout the Service. 

 

By working to this common understanding of improvement we will: 

 

  Embed a culture of continuous improvement so that everyone working in the SFRS is 

engaged in the practice of improving their day to day work and through that the overall 

operations of the Service; 

 

  Design our systems, services and processes to enable people to reduce harm, improve 

organisational efficiency and productivity, remove duplication of effort, improve our 

organisational flexibility and ensure greater organisational coherence in how we work; 

 

  Ensure that people and communities receive an effective and efficient emergency response 

when they need it and that our approach to prevention of crisis and emergency incidents is 

strengthened. 

 

We recognise that there are a wide range of approaches that can lead to improvement including 

(but not exclusively): 

  Developing the knowledge and skills of those who work for us 

 

  Redesigning systems and processes so they enable staff to reliably do ‘the right thing, in the 

right way’, every time 

 

  Adopting advances in technology that enable us to do things differently than in the past 

 

  Developing the knowledge and skills of the public to help keep them safer in their home and 

community 

 

  Addressing wider environmental and societal issues which lead to less safe communities 

 

  Improving partnership working with our public service partners, the third sector, the private 

sector and critically communities themselves 
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Context 

 

The SFRS Improvement Strategy has been developed to support the 5 strategic outcomes 

contained within the Strategic Plan 2017-2020.There is likely to be significant change within the 

SFRS during the lifetime of this plan, during which the drive to improve the delivery of services will 

be paramount. The overarching desire to continually identify areas for improvement and develop 

and refine processes and systems will support the transformation journey the SFRS is embarking 

upon as well as consolidating the core functions of the Service. 

 

The underlying aim of the SFRS Improvement Strategy is to improve the outcomes delivered to the 

Communities of Scotland. This will be delivered against a backdrop of public sector reform which 

brings enhanced opportunities to work collaboratively and innovatively with partners to identify 

duplication of effort and shared objectives so that we are supporting the mission of Working 

Together for a Safer Scotland.  It will also operate against ongoing budgetary and financial 

pressures for all public service bodies, including SFRS.   

 

Our Improvement Framework  

 

Our approach to improvement supports the Service in delivering on the requirements set out in our 

Performance Management Framework (PMF).  Our PMF guides us in how we should pursue our 

organisational purpose and strategic priorities; how we account for our successes in so doing and 

how we will take improvement actions forward to ensure we continue to improve in pursuit of our 

purpose and priorities.  Our improvement framework guides us in how we identify what we need to 

improve and the selection of the most appropriate methods for securing that improvement.   

 

To effect change and improvement we need to ensure that our people and our processes are 

designed to drive better outcomes for communities.  Our approach to improvement is built around 

this understanding.  We will draw on a broad range of approaches to inform how we will support 

the service in achieving improvement.  At a high level, our approach is a combination of ‘technical’ 

and ‘relational’ methods.  With technical elements we will focus on designing effective systems and 

processes, and with the relational elements we will focus on the aspects of how we engage and 

work with people in the improvement process.  However, we recognise that in practice the two 

elements are interdependent.  Further they are both impacted by the prevailing context and 

cultures of the Service and the communities we serve whilst at the same time impacting on those 

prevailing context and cultures.   

 

Improvement requires a good diagnosis of the current state of our Service and the challenges we 

face in achieving our purpose.  As part of our improvement approach we are committed to building 

our organisational capability in this regard.  To achieve this we have adopted the Plan, Do, Study, 

Act improvement cycle.  While seeking improvement through the application of this broad approach 

we remain open to new understandings of how to bring improvement about.    

 

Plan - What do we need to accomplish?  Understand our baseline. 

 

Do – What do we need to do to achieve this? 

 

Study – Have we achieved success? 

 



NOT PROTECTIVELY MARKED 

SFRSBoard/Report/  Page 10 of 18 Version 1.0 10/04/2018 
ServiceImprovementStrategy  

Act - What have we learned/what do we need to do next? 
 

We have developed a Performance Management Framework to assist us in monitoring, maintaining 

and improving performance.  The Service Improvement Framework and the Performance Management 

Framework work hand in hand to support the achievement of our continuous improvement ambitions. 

 
Continuous improvement requires a continually open mind and by focusing on the Plan, Do, Study, 

Act cycle we will ensure our improvement framework remains open and subject to ongoing 

improvement in itself.  By building our framework and approaches around the cycle we are 

committed to driving performance management to deliver our organisational purpose. 

understanding better how we currently perform against that purpose; understanding how we need 

to change as a service and how we will know if any changes we undertake lead to real 

improvements in performance.   
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Delivering Our Improvement Approach  

 

Our openness to improvement methods means we will adopt a range of improvement techniques to 

ensure that we: 

 

  Adopt the best method for any particular improvement challenge.  This will depend on the 

nature of the issue being addressed, and the part of the Service or operating system we are 

working to improve.   

  Where we work in partnership with other organisations that have defined their own approach 

to improvement, we will work in partnership to ensure our approaches are fully compatible 

and are adapted to work together if required. 

  For complex issues, solutions are likely to draw on a range of improvement methods.  One 

of the skills of our expert improvement practitioners is knowing which approaches to 

combine in any particular situation to maximise the chances of success. 

  Knowing what works in bringing improvement about is important to success and while we 

have developed our approach around a key understanding of improvement we remain open 

to embracing new knowledge and thinking that leads to improvement. 

  Engagement of staff and partners is key to the successful delivery of our improvement 

framework and approaches; therefore we seek to ensure that there is a continual focus on 

engagement activities, through activities such as workshops, benchmarking visits, 

conferences and networks. 

 

 

Our Approach 

Our focus is on supporting everyone in the SFRS to engage in the work of improving what we currently 

do and supporting the work to ask whether what we currently do is the right thing and if not, to radically 

redesign it.  To achieve this we are focused on: 

 

1. Delivering our core organisational purpose  

Keeping people safe and enhancing their wellbeing is at the core of what we do.  This extends 

across all the different communities we serve and to our own people in carrying out their work 

on behalf of communities.  All our improvement actions will be developed to help us better 

achieve our purpose.  

 

2. Enabling and co-productive relationships 

A key part of our approach is a focus on changing the nature of our working relationships from 

one where we as professionals do things to people, to one where we increasingly work 

together with people.  Our focus is on understanding the outcomes that matter to people and 

we will work with them in a way that enables them and their community to achieve enhanced 

safety and wellbeing for themselves in partnership with us.  Ensuring our approach is as a 

learning organisation will focus our efforts on opportunity for learning at all times, and as a 

learning organisation our approach will be to support staff to step aside from the fear of failure 

and identify change and improvement activities as opportunities for personal growth and 

service development. 
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3. People 

 

High quality service occurs when people with the right skills and attitudes work in systems that 

are designed to support them to ‘do the right thing’ and to ‘do that thing right’.  Our people are 

at the heart of this journey and it is their unique sector and job specific knowledge that places 

them at the centre of our focus on change to systems and processes.  Our approach focuses 

on both the people and the processes/systems in acknowledgement that service improvement 

is the outcome of a complex interaction between the two.  Our Service Improvement Team will 

continually engage with our staff to ensure they have opportunities to gain knowledge on 

improvement science and achieve personal development through our Assessors Group, 

mentoring and tailored LCMS courses.   

 

The Service has a strong culture of improvement and we aim to build on this through the 

empowerment of staff at all levels of the service and their involvement is critical to the success 

of this strategy.  At this time, there are strong links between Service Improvement and the 

Transformation Team to ensure we make best use of our resources in this changing 

landscape. 

 

4. Understanding performance achievements 

 

To enable improvement to occur, organisations and people need to understand the level of 

performance being achieved now. To support this we have developed a Performance 

Management Framework which will assist us in understanding, monitoring and improving our 

level of performance.   The first step to improvement is knowing the ‘baseline’ from which we 

are proceeding.  This requires an understanding of what is driving the current levels of 

performance we are achieving (what pressures do we face; what challenges does this present 

to us) and what levels of performance we are achieving currently.  It also requires an 

understanding of what the future vision of the Service is in order to then improve performance 

levels in pursuit of that vision.  We will ensure that we fully understand our performance 

achievements and that our people are supported in managing performance to drive 

improvement.   

 

 

5. Systems Approach/Process Improvement 

 

We recognise individuals, teams and indeed our whole Service is embedded as part of a wider 

public service system.  Therefore our work is reinforced by systems thinking.  As part of this, 

we look to build our organisational awareness of working in complex systems, including how to 

work with adaptive systems and processes.  We recognise the importance of including 

thinking individuals in our systems, the wider community of which they are a part, and our 

public, private and third sector partners.  Improvement can only successfully occur when these 

linkages are properly understood and we operate in ways that recognise how the wider system 

both constrains and enables improvement.  To facilitate process improvement and in 

recognition of the unique sector and job specific knowledge our people have, we will first of all 

map our existing processes and systems to enable our people to identify where improvements 

can be made to help them achieve our purpose.  
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6. Linking knowledge to supporting change  

 

We also recognise the importance of combining technical and subject matter knowledge about 

the issues we are seeking to improve with knowledge about improvement and change 

management.  Consequently we will prioritise and promote relevant expert input and leadership 

in all our programmes of work.  We will bring together from within our Service, and where 

relevant from outside it, people with both specialist change management skills and those with a 

deep knowledge about our services.  By working together we will be better placed to make 

change and improvement happen to make life better for the people that we serve.  As we have 

noted elsewhere in this document, our Service Improvement Framework draws on a wide 

range of approaches to meet requirements.  This is true also of our quest for ongoing 

knowledge to support change much of which will come from those individuals at the heart of a 

particular function or job, we will seek to ensure that every opportunity is given to bring these 

individuals on this journey with us and learn from their unique perspective and knowledge. 

 

7. Co-design and delivery with those impacted by change 

 

We recognise that sustainable improvement is much more likely if those being asked to change 

are actively involved throughout all parts of the change process, including identifying the 

opportunities for improvement.  Too often organisations try to introduce solutions to problems 

that many people don’t even know they have.  Therefore active involvement of those impacted 

by the change in all aspects of the improvement journey is a central feature of our approach.  

This includes the involvement of individuals and communities alongside those responsible 

for designing and delivering our services.  We will work with individuals and communities 

to ensure we understand issues from their perspective and they ours, in order that 

together we arrive at improvements in how we work to help keep them safe.   

 

8. Adapting to local context 

 

We recognise the vital importance of context in any change and improvement scenario.  

Any improvement intervention and how it is delivered needs to be fully aligned with the 

context within which that improvement is to occur.  As a national service we are fully 

conscious that improvements must be adaptable to the different issues, challenges and 

operating contexts of communities throughout Scotland.  While seeking a corporate 

approach to improvement we will enable local adaptability to ensure change and 

improvement is realisable across the many and different communities we serve.  
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Techniques 

 

The SFRS has a Corporate Service Improvement team which will act as a key enabler of 

improvement across the Service, but improvement activities must not and cannot be the sole 

responsibility of just this team.  All people across the Service need to take ownership of 

improvement actions to aid the process.  To help them in this we will make use of the following 

improvement techniques:  

 

Self-Assessment  

We use the Public Service Improvement Framework (PSIF) as our foundation improvement model 

and combine this with other key criteria, such as the Good Governance Framework.  All self-

assessment exercises will be developed bespoke to the area being assessed.  However they are 

categorised into two different modes of self-assessment, the traditional ‘face to face’ self-

assessment and a blended checklist approach.  We have developed guidance for both methods of 

self-assessment.  We will devise a 3 year Self-Assessment programme combining both 

approaches to encompass all areas of the Service.   

 

Self-Assessment is undertaken using both online surveys and face to face workshop activities to 

support the participation and involvement of all staff who have an interest in the area being 

reviewed.  Self-Assessment using the Public Service Improvement Framework considers both 

qualitative and quantitative analysis, allowing for a holistic assessment of performance. 

 

Process Review and Redesign 

Process Review and redesign is a powerful improvement methodology.  It is an approach which 

drives process change and improvement through which it can help generate efficiencies and 

productivities in the delivery of our services.  In addition through its application we will learn more 

about the value of our activities in meeting our purpose for our people and communities we serve.  

We will seek to develop our own materials and implementation style to make sure service review 

and redesign works for the Service, our people and the communities we serve.  To achieve this we 

will enhance the skills of our people through training and development to ensure we meet the 

needs of the service.  We will develop a programme of work to support this key element of 

improvement.   

 

Process review/redesign is undertaken using face to face interviews and workshops to support the 

participation and involvement of all staff who have an interest in the area being reviewed or 

redesigned. 

 

Peer Review 

Having Peers observe, analyse and comment on your service can be a powerful driver of 

improvement.  We will utilise peer review and to ensure that we are adhering to relevant standards 

and policy requirements in critically important areas of our activities.  We will utilise a wide range of 

peer review options that are open to us when necessary to aid us in driving improvement through 

learning from others.  We will do so at both operational and strategic levels across the Service, 

ensuring there is transparency and accountability in the discharge of this function. 
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Strategic Service Review 

Strategic service review is a method for the fundamental review of a service and is designed to 

assist in the prioritisation of outcomes and in identifying efficiencies and savings in how we 

operate.  It is used to achieve financial savings by providing options for future levels of service 

delivery and/or achieving improved levels of efficiency, effectiveness and performance as well as 

for assuring the value for money currently being achieved.  By strategically challenging how our 

current service is carried out, or indeed why we perform that service, strategic review techniques 

open up more radical solutions to performance and improvement challenges.  We will develop 

strategic service review guidance and supporting toolkits to allow us to radically explore intractable 

performance challenges when they occur in our Service.   

 

Benchmarking Activities 

The Service Improvement Team continually source knowledge and information from other 

organisations both within the public sector and outwith, who have utilised similar service 

improvement methodologies to sustain and enhance the approaches utilised within the service. 

 

Across the Service there are many activities which drive improvement, some of which are listed 

below: 

 

Quality Management Standard ISO19001:2015 

ISO 9001:2015 is the international standard that specifies requirements for a quality management 

system (QMS).SFRS uses the standard to demonstrate the ability to consistently provide products 

and services that meet customer and regulatory requirements. 

 

ISO 9001:2015 is based on the Plan-Do-Check-Act methodology, and provides a process 

orientated approach to documenting and reviewing the structure, responsibilities and procedures 

required to achieve effective quality management in an organisation.   

 

Proportionate use of Prince2 Project Management  

Published in 1996, following contributions from over 150 European organisations, Projects IN 

Controlled Environments2 (PRINCE2) is a structured project management methodology used 

across the public sector to ensure a common consistent approach to project management with 

strong business justification. 

Proportionate use of PRINCE2 provides the service with greater control of resources, and the 
ability to manage business and project risk more effectively. 
 

Performance Management Framework 

The Performance Management Framework (PMF) defines how we as a service, manage our 

performance.  It describes the processes we will use and the tools available to support us in 

achieving the ambitions set by the Scottish Ministers within the Fire Framework for Scotland 2016 

and the outcomes, strategic priorities and objectives set out in our Strategic Plan.  

 

The PMF allows us to report openly and transparently on our performance nationally and locally 

across the service. 
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Resourcing the Service Improvement Strategy 

 

The Service Improvement Strategy will be facilitated by a whole service approach. 

 

SPPC Directorate – Providing a cohesive and cross functional approach in the support of service 

improvement activities. 

Service Improvement Team – Leading, guiding and advising service improvement activities. 

Service Improvement Assessors – Supporting and facilitating service improvement activities on 

an agreed project basis. 

All Staff – as an employee of the service all staff have the responsibility to support service 

improvement activity including identification of areas for improvement as subject matter experts. 
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