MEMBERS

EAST SUSSEX FIRE AUTHORITY

POLICY & RESOURCES PANEL

THURSDAY 7 JULY 2016 at 10:00

East Sussex County Council

Councillors Barnes, Howson, Lambert, Pragnell and Scott

Brighton and Hove City Council

Councillors O’Quinn and Theobald

You are requested to attend this meeting to be held at East Sussex Fire & Rescue Service
Headquarters, 20 Upperton Road, Eastbourne, at 10:00 hours, or at the conclusion of the
meeting of the Scrutiny & Audit Panel, whichever is the later.
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022.

023.
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AGENDA

In relation to matters on the agenda, seek declarations of any disclosable
pecuniary interests under Section 30 of the Localism Act 2011.

Election of Chairman
Apologies for Absence.

Notification of items which the Chairman considers urgent and proposes to take
at the end of the agenda/Chairman’s business items.

(Any Members wishing to raise urgent items are asked, wherever possible, to
notify the Chairman before the start of the meeting. In so doing, they must state
the special circumstances which they consider justify the matter being
considered urgently).

Non-confidential Minutes of the last Policy & Resources Panel meeting held on
26 May 2016 (copy attached).



024.

025.

026.

Callover.

The Chairman will call the item numbers of the remaining items on the open
agenda. Each item which is called by any Member shall be reserved for debate.
The Chairman will then ask the Panel to adopt without debate the
recommendations and resolutions contained in the relevant reports for those
items which have not been called.

Emergency Services Collaboration Programme - Integrated Transport
Function — Fuel Project — report of the Chief Fire Officer (copy attached).

Exclusion of the Press and Pubilic.

To consider whether, in view of the business to be transacted or the nature of
the proceedings, the press and public should be excluded from the remainder
of the meeting on the grounds that, if the public and press were present, there
would be disclosure to them of exempt information.

NOTE: Any item appearing in the confidential part of the Agenda states in its
heading the category under which the information disclosed in the report is
confidential and, therefore, not available to the public. A list and description of
the exempt categories are available for public inspection at East Sussex Fire &
Rescue Service Headquarters, 20 Upperton Road, Eastbourne, and at Brighton
and Hove Town Halls.

ABRAHAM GHEBRE-GHIORGHIS
Monitoring Officer

East Sussex Fire Authority

c/o Brighton & Hove City Council



Agenda Item No. 023
EAST SUSSEX FIRE AUTHORITY

Minutes of the meeting of the POLICY & RESOURCES PANEL held at East Sussex
Fire & Rescue Service Headquarters, 20 Upperton Road, Eastbourne at 11.30 hours
on Thursday 26 May 2016.

Members Present: Councillors Barnes, Howson (Chair), Lambert, O’Quinn, Pragnell,
Scott and Theobald.
Also present: Councillor Sheppard.

In attendance:

Mr. G. Walsh (Chief Fire Officer), Mr. S. Apter (Temporary Deputy Chief Fire Officer) Mr. M.
O’Brien (Acting Assistant Chief Fire Officer), Mr. D. Savage (Assistant Director
Resources/Treasurer), Mrs. H. Scott-Youlden (Assistant Director — Training & Assurance),
Miss L. Woodley (Deputy Monitoring Officer), Mr. M. Andrews (Assistant Chief Fire Officer
designate) and Mrs. A. Bryen (Clerk).

009. DISCLOSABLE PECUNIARY INTERESTS

009.1 It was noted that, in relation to matters on the agenda, no participating Member
had any disclosable pecuniary interest under Section 30 of the Localism Act 2011.

010. APOLOGIES FOR ABSENCE

010.1 There were none.

011. ANY OTHER NON-EXEMPT ITEMS CONSIDERED URGENT BY THE
CHAIRMAN/CHAIRMAN’S BUSINESS

011.1  Mr. S. Apter - Temporary Deputy Chief Fire Officer
Members thanked Mr Apter for the work he had done with ESFRS as temporary
Deputy Chief Fire Officer, and the enthusiasm, professionalism and energy that
he had brought to the role. Members wished him well upon his return to
Hampshire FRS. The Chairman presented Mr Apter with a gift as a token of
Members’ appreciation. Mr Apter thanked Members for making him welcome at
ESFRS and for their gift and good wishes.

011.2  Mr. M. Andrews — Assistant Chief Fire Officer designate
The Chairman introduced Mr Andrews who had been appointed to the post of
Assistant Chief Fire Officer; Mr Andrews would be taking up the post on 15 June
2016.

011.3 Mrs D. Whittaker — Deputy Chief Fire Officer
The Chairman said that Mrs D Whittaker would be taking up her role as Deputy
Chief Fire Officer on 1t June 2016.




011.4

011.5

012.

012.1

013.

013.1

014.

014.1

014.2

014.3

Fire Service Reform

The Chief Fire Officer informed Members that the Rt. Hon Theresa May M.P. had
given a speech on 24 May 2016 outlining her views on fire reform. A copy had
been circulated to Members. The CFO said that he would be discussing the
broad issues from her speech with the Group Leaders.

Marlie Farm

The Chief Fire Officer informed Members that he had received confirmation that
all outstanding compensation claims arising from the incident at Marlie Farm in
December 2006 had now been cleared and that there would be no further issues
to bring to Members.

NON-CONFIDENTIAL MINUTES OF THE POLICY & RESOURCES PANEL
MEETING HELD ON 21 JANUARY 2016

RESOLVED - That the minutes of the meeting held on 21 January 2016 be
approved as a correct record and signed by the Chairman. (Copy in Minute Book).

CALLOVER

Members reserved the following items for debate:

014 Provisional Revenue and Capital Programme Outturn 2015/16

015 Results of the Integrated Risk Management (IRM) Pre-Engagement
016 3SC and Greater Brighton Devolution

PROVISIONAL REVENUE BUDGET AND CAPITAL PROGRAMME
OUTTURN STRATEGY 2015/16

Members received a report of the Chief Fire Officer that set out the provisional
revenue and capital budget outturn for 2015/16 along with an updated analysis
of reserves and balances. The draft accounts were being prepared and would be
signed and published by 30 June 2016 and then passed to the external auditor.
The audited accounts would then be approved by the Fire Authority and
published by 30 September 2016. (Copy in Minute Book).

The financial information contained in the report was based upon enquiries as at
31 March 2016 and the majority of the year-end entries. The Assistant Director
Resources/Treasurer informed Members that a revised Appendix 7 (Investments
as at 31 March 2016) had been prepared which was circulated at the meeting
(copy in minute book).

The Revenue Budget outturn for 2015/16 was projected to be £79,000
underspent, and the overall Capital Programme projected outturn was £74,000
under budget. The Earmarked and General Reserves forecast year end position
was £4.4m higher than originally planned.



014.4

014.5

014.6

014.7

014.8

A total of £1,023,000 new savings had already been taken from the 2015/16
budget taking the total savings to £3,046,000. The Fire Authority, on the 10
December 2015, had approved alternative proposals and the projected shortfall
for the year 2015/16 was £468,000.

The Chief Fire Officer outlined the current position regarding the Sussex Control
Centre (SCC) project. The Contractor’'s Project Manager and ESFRS/WSFRS
Project Team had met to agree a revised specification to allow a full Factory
Acceptance Test (FAT) to go ahead. A Change Control Note would also need to
be agreed by both parties. Subject to the full FAT being successful, it was
estimated that ‘Go-live’ would take approximately 6 months after that. The CFO
also informed Members that he had met with officers at the Home Office and a
further meeting would be held at the end of June.

In the meantime, agreement had been reached with ESFRS’s existing supplier
(3TC) to provide continuing support for the existing mobilising system. Provision
had been made in the budget for this. The risk to ESFRS had been reduced as
3TC had sufficient equipment to support the system for the intervening period.

In response to a question from Councillor Theobald, the Assistant Director
Resources/Treasurer informed Members that the continuing project
management of the SCC had resulted in pressures elsewhere in the budget as
well as staffing implications.

RESOLVED - that the following be noted:

0] the provisional 2015/16 Revenue Budget outturn;

(i) the provisional 2015/16 Capital Budget outturn;

(i) the actual use of reserves;

(iv)  the shortfall in 2015/16 savings was managed within the overall revenue
underspend;

(v)  the transfer of the 2015/16 revenue underspend to the General Fund
Balance; and

(vi)  the following capital programme slippage:

Scheme Underspend current Carry forward into

year 2015/16 2016/17

£,000 £,000

General Schemes 28 28
Sustainability 42 42
Ancillary Vehicles 17 17
Cars & Vans 24 24
Total 111 111



015.

015.1

015.2

015.3

015.4

015.5

016.

016.1

016.2

RESULTS OF THE INTEGRATED RISK MANAGEMENT (IRM) PRE-
ENGAGEMENT

Members considered a report of the Chief Fire Officer that provided feedback
from the recent pre-consultation engagement forums held with staff and
stakeholders and sought approval for the strategic direction of the Integrated Risk
Management Plan (IRMP) 2017/18-2020/21. (Copy in Minute Book).

The current IRMP took ESFRS through to the 31t March 2017 and the next
iteration of the Fire Authority’s IRMP was now in development. Pre-engagement
meetings had been held with staff and stakeholders during April 2016 for the
purpose of discussing the strategic direction of the IRMP and gain feedback on
the proposed ‘purpose’ and set of ‘commitments’. Running alongside the forums
was an online survey which was open to staff, stakeholders and the public to
offer an alternative method of providing feedback. This survey had attracted 128
responses.

The Panel considered a summary of the comments received and the survey
results. Councillor Barnes was disappointed with the response rate from this pre-
consultation exercise, stressing the importance of getting a steer from the public.
Members expressed their strong wish that the public should be engaged in the
consultation and asked officers to find appropriate methods of getting input from
the public, thereby ensuring broader public support for the direction of the IRMP.

Councillor Scott was concerned that housing associations should be asked to
consult with their tenants rather than officers submitting a response. Members
recognised that ESFRS was continually amending consultation methods to
improve response rates. It was noted that the next Members’ Seminar would be
considering the IRMP and the risk analysis behind it, and considering the
approach to consultation.

RESOLVED - That the contents of the report be noted.

3SC AND GREATER BRIGHTON DEVOLUTION

Members considered a report of the Chief Fire Officer that advised Members of
the on-going discussions arising from devolution plans within East Sussex
County Council as part of the 3SC (Three Southern Counties). (Copy in minute
book).

Governance models for the Fire Authority may start to change during the
municipal/financial year of 2016/2017 as a result of the Policing and Crime Bill.
The 3SC and Greater Brighton devolution proposals were developing. The Fire
Authority was a stakeholder in the 3SC devolution proposals for the wider
Sussex/Surrey area.



016.3

016.4

016.5

016.6

017.

017.1

017.2

017.3

The Government expected all devolution deals to deliver “collective and binding”
decision making amongst partners. The Greater Brighton devolution partners
were working closely with the 3SC on this issue and both were committed to
undertaking a governance review. The principles between the two proposals were
similar.

The plans for devolution within East Sussex County Council as part of the 3SC
emerged during the early part of 2015 from discussions for those Authorities
which make up SE7 (South East 7). The plans for devolution within Brighton and
Hove were part of the Greater Brighton Partnership and the proposals were a
natural progression from the Greater Brighton City Deal (2014) and the Coast to
Capital Local Enterprise Partnership (C2C LEP) Growth Deal (2014).

Any proposals to change the governance arrangements of the two constituent
authorities may have a knock on effect to the Fire Authority. Running alongside
this was the current debate about the potential for the Police & Crime
Commissioner to take control of the Fire & Rescue Service should there be a
business case for this. Either of these strategic government intentions could
impact onto the Fire Authority and the Fire Service.

RESOLVED - That the report be noted.

BREATHING APPARATUS TRAINING CHAMBERS

Members received a report of the Chief Fire Officer that advised Members of the
requirement to upgrade the existing breathing apparatus facilities in order to fulfil
the recommendations of the Service Training Centre (STC) accident investigation.
The report set out the risks and costs to ensure ESFRS was able to deliver a
competent and safe workforce. (Copy in minute book).

A survey to assess the condition of the Breathing Apparatus (BA) chamber at
STC had been commissioned and a number of significant recommendations had
been made, including that work was commissioned on all 4 BA chambers to
ensure they met the minimum standards within this financial year. This would
cost approximately £300,000 and could be funded from the Authority’s existing
reserves established to support the capital programme, subject to Members
agreeing a variation of £300,000 to the capital programme.

RESOLVED - That a variation to the Capital Programme of £300,000 to support
the required works to the Service’s four Breathing Apparatus chambers in
2016/17 be approved.



018. EXCLUSION OF PRESS AND PUBLIC

018.1  There were no items that, in view of the business to be transacted or the nature
of the proceedings, would result in disclosure of exempt information, and which
required the exclusion of the press and pubilic.

The meeting concluded at 12:10 hours.

Signed Chairman

Dated this 7t day of July 2016



Agenda Item No. 025

EAST SUSSEX FIRE AUTHORITY

Panel
Date

Title of Report

By
Lead Officers

Policy & Resources
7 July 2016

Emergency Services Collaboration Programme — Integrated
Transport Function — Fuel Project

Chief Fire Officer

Mark O’Brien, Assistant Director, Operational Support &
Resilience / Bill Brewster, Strategic Engineering Manager

Background Papers

CMT Report “Replacement Fuel Tanks”, 1 March 2013

Appendices 1. ESCP ITF — Fuel Project Brief

2. Fuel Business Case — Executive Summary
Implications
CORPORATE RISK 4 LEGAL v
ENVIRONMENTAL v POLICY v
FINANCIAL v POLITICAL v
HEALTH & SAFETY OTHER (please specify)
HUMAN RESOURCES CORE BRIEF

EQUALITY IMPACT ASSESSMENT

PURPOSE OF REPORT

To update the Policy & Resources Panel members on the
integrated fuel collaboration project and seek support to
progress with the development of this project through the
Integrated Transport Function (ITF) of the Emergency Services
Collaboration Programme (ESCP).

EXECUTIVE SUMMARY

The emergency services partners (East Sussex Fire and
Rescue Service, West Sussex Fire and Rescue Service,
Surrey Fire and Rescue Service, Surrey and Sussex Police)
across Surrey and Sussex are working together to create an
integrated transport function, to improve the efficiency and
effectiveness of operations.

In order to facilitate this, and as a first step, agreement is
sought to become part of an integrated vehicle fuel system
process across partners, funded by £0.4m from the Fire
Transformation Fund grant. This would enable ESFRS
vehicles to access bulk fuel across Sussex and Surrey partner
sites realising savings against the costs of purchasing fuel from
commercial forecourts.




RECOMMENDATION The Policy & Resources Panel is asked to:

I) agree to join the next stage of the ITF fuel project by
becoming part of an integrated vehicle fuel system,;

i) note and agree that the implementation and first two years
of maintenance costs are covered by the use of a proportion
of the DCLG Fire Transformation Fund grant funding
received by the ESCP;

i) note and accept the maintenance costs from Year 3
onwards, based on the agreement within the ESCP that any
negative impact on an individual Service’s budget will be
mitigated wherever possible by redistribution of the savings
achieved by some, or all, of the other partners; and

iv) accept the equipment, once installed, through a transfer of
assets procedure.

11

1.2

1.3

1.4

BACKGROUND AND CONTEXT

This project is the first in a series of coordinated initiatives enabling the collaboration
and integration of the fleet and transport functions of ‘blue light’ partners involved in
the wider Emergency Services Collaboration Programme (ESCP), across Sussex
and Surrey.

The ESCP forms an integral part of the public service reform agenda and its activities
are aligned to the prospectus on devolution from the three Southern Counties (3SC).
These transformational plans provide the opportunity for the emergency services
partners to work more closely together, improving service to the public, reducing
costs, increasing resilience, reducing overlap and responding to the changing pattern
of demand. The work of the ESCP is also aligned to the proposed statutory duty for
further collaboration planned for introduction in early 2017, as set out in the
Government’s Spending Review 2015.

The activities of the ESCP are wide ranging and include looking at opportunities to
improving contact, control and dispatch arrangements; joint operational and support
capabilities; and the Integrated Transport Function (ITF) Programme, whose
Programme Delivery Board sponsor this business case. The ITF Programme will
ensure that, through collaboration, the current and future transport needs for
emergency services across Surrey and Sussex are met by improving delivery of
services in an affordable, efficient, resilient and sustainable manner. This proposal
represents one of the first opportunities to mobilise the ITF Programme strategy,
approved as a working document at the ESCP Strategic Board in September 2015
(see appendix 1 - Project Brief).

Currently, partners maintain separate arrangements for the procurement, storage and

management of vehicle fuel. This represents a significant duplication in processes
and resources, whilst impeding interoperability and limiting resilience.

10



1.5

1.6

1.7

1.8

2.1

2.2

3.1

3.2

There are 56 bulk fuel tanks currently in use across the blue light partners (in Sussex
and Surrey) of varying sizes with a total capacity of over 860,000 litres. A number of
these are either close enough to each other to warrant closure or, due to their
condition, will ultimately need to be replaced by individual partners. Whilst the
proposed changes will reduce the number of bulk fuel tanks and their overall capacity,
it will increase the number of tanks accessible to each partner.

In addition, it is worth noting that a previous internal ESFRS review of the condition
and suitability of our existing fuel infrastructure, reported to the Corporate
Management Team in 2013, identified that the majority of underground storage tanks
and fuel pumps within the ESFRS estate are over thirty years old and should be
replaced or refurbished. Given the age of the existing installations, they present a real
environmental risk to ESFRS as there is currently limited capability to identify leak
detection within the installations, resulting in a higher risk of fuel loss to ESFRS.

The report concluded that remaining as we are is not an option and that above ground
fully bunded tanks provide much better control in the event of failure or damage and
the risk of leaks and environmental impacts are significantly reduced.

The proposal outlined in this paper therefore supports previously identified and
necessary improvements in ESFRS fuel infrastructure (see background paper, CMT
Report “Replacement Fuel Tanks”, 1st March 2013; available on request from the
Clerks).

CONSULTATION

This proposal has been developed through the Emergency Services Collaboration
Programme, involving senior officers and political stakeholders.

Transport consultants have been engaged by the ESCP team in order to assess and
develop the options detailed within this report.

PROPOSAL

The proposal (see appendix 2 - Fuel Business case — Executive Summary) is to
implement an integrated fuel management system with blue light partners in Sussex
and Surrey. This would enable shared use of each other’s bunkered fuel sites, and
implementation of a shared fuel management system along with joint procurement
contracts to achieve greater purchasing power to reduce fuel costs.

This capability will be delivered by procuring bulk fuel at the best possible price,
investing in infrastructure, adjusting bulk fuel site access arrangements as well as
amending invoicing, data and reporting processes. The proposed changes are also
designed to enhance fuel resilience and will have no detrimental impact on each
partners’ business continuity arrangements, i.e. the continuous provision of bulk fuel.
Local Resilience Fora are recognised as key stakeholders in this change process.

11



3.3

3.4

3.5

3.6

3.7

3.8

3.9

4.1

Enabling staff to have shared access to bulk fuel sites across the region is one of the
key drivers in reducing the percentage of (more expensive) fuel being purchased at
forecourts. As part of the integrated fuel management system, agreements will need
to be reached with other blue light partners to agree shared access to each other’s
sites and a shared fuel resilience capability.

All planned changes are taken in view of maintaining or enhancing resilience. This
includes maintaining sufficient reserve stock levels, enabling 24/7 access at more
sites and enhancing supply chain management through improved re-ordering
processes.

The proposed changes will see 7 bulk fuel tanks closing, reducing the total number
from 56 to 49. 12 of the remaining 49 tanks will need to be replaced. There is then a
varying requirement to upgrade the other associated components at each of the 49
sites to the standard needed to operate an integrated fuel management system.

The required investment will be partially offset by the savings made through the
avoidance of future capital and revenue expenditure to maintain and\or remove life
expired bulk fuel infrastructure. In addition, by purchasing bulk fuel at a cheaper rate
from joint contract frameworks, and by increasing the percentage of bulk fuel that is
used through shared use of sites (litre for litre, it is cheaper than fuel purchased at
commercial forecourts) further savings are likely. Going forward, greater savings
should be achieved through the further integration that this project will enable.

The development of the shared access element of the proposal relates to the need
to allow partner organisations access to each-others’ bulk fuel sites. Whilst the initial
analysis of the proposed 49 sites has not identified any insurmountable issues, a site
by site assessment will be undertaken in advance of the infrastructure changes to
assess and define any issues.

The principle of the integrated fuel management system, approved by the ESCP
Strategic Board and in accordance with the Programme’s governance arrangements,
is to utilise the Fire Transformation Fund grant. This grant is held by Surrey as a
syndicated grant along with East Sussex Fire Authority and West Sussex County
Council.

Surrey County Council’'s procurement team are leading the procurement process for
this project; the team and its partners are fully engaged with this process and are
being advised by the subject matter advisors on the most appropriate route to market.

OTHER OPTIONS CONSIDERED

There are no alternatives to this proposal other than to remain within the current
ESFRS arrangements. This would not deliver the efficiencies or resilience described,
and given the condition of our current bulk fuel tanks, there will be a requirement for
a capital investment in the immediate future; timing of this project therefore helps
mitigates any future risks for the Authority.

12



5.1

5.2

5.3

RESOURCE IMPLICATIONS AND VALUE FOR MONEY

The estimated cost of implementation is £424,000.

The cost includes the required capital expenditure to rationalise and upgrade fuel
bunkers, and the first two years of revenue running costs.

The funding will be provided from the Fire Transformation Fund grant (FTF), which
has been approved by the three Chief Fire Officers (ESFRS, WSFRS & SFRS) in
accordance with the governance arrangements of the syndicated FTF grant. The
governance arrangements for the grant has been reviewed by Surrey County Council
Audit team (summer 2015) and are deemed to be suitable and sufficient.

PROJECT IMPLEMENTATION COSTS

Sy/Sx
ESFRS SFRS WSFRS | Police Total

Tank
Decommissi £ £ £ £
on 60,000 - 5,000 30,000 95,000
Tank £ £
© | replacement 84,840 - - - 84,840
'% Controller £ £ £ £ £
O | Unit 36,000 30,000 27,000 54,000 147,000
£ £ £
Fuel Pump 9,000 6,750 - - 15,750
£ £ £ £
Tank Gauge 9,000 6,750 6,750 - 22,500
. £
Total Capital Investment 365,090
£ £ £ £ £
Sim Cards 4,800 4,000 3,600 7,200 19,600
= Annual £ £ £ £ £
s Service 4,800 4,000 3,600 7,200 19,600
3 Software £ £
| Licence - - - 10,000 10,000
Project £
Manager £ 10,000 10,000
£
Total Revenue Investment 59,200
£
Total Investment 424,290

The required investment will be partially offset by the estimated savings across
partners of £336,000 over the initial 4 years, delivering reduced ongoing annual costs
of £17,000 per annum. This is achieved through the avoidance of future capital and
revenue expenditure to maintain and/or remove life expired bulk fuel infrastructure;
purchasing bulk fuel at a cheaper rate from joint contract frameworks; and reducing
the use of commercial forecourts by increasing the usage of bunkered fuel sites.

13



7.

7.1

7.2

8.1

8.2

8.3

8.4

PROJECT SAVINGS

Area of Year 1 Year 2 Year 3 | Year 4
Saving.
Across 2018/19 | 2019/20 Total
partners 2016/17 | 2017/18 Saving
Joint fuel £ £ £ £ £
contract 13,000 13,000 | 13,000 | 13,000 52,000
Bulk vs. £ £ £ £ £
forecourt fuel 7,000 14,000 | 14,000 | 14,000 49,000
System £ £ £( £
running costs 14,600 14,600 | 10,000) | (10,000) | £ 9,200
Avoided £ £
capital spend 225,840 225,840
£ £ £ £ £
Total Saving 34,600 | 267,440 | 17,000| 17,000 336,040

The new system is expected to deliver a range of efficiencies, such as greater
resilience and a more effective management of resources. Greater savings should be
achieved through the further integration that this project enables.

Ongoing Costs

After the second year of the contract, the costs of the ESFRS based system (fuel
monitoring/data sending) and the annual maintenance will fall back to ESFRS. This is
estimated to be in the region of £7,000 per annum. The estimated cost savings for
ESFRS per annum are £4,000 based on the average cost of bulk fuel charges through
the wider partnership. The ESCP partners have agreed to a principle whereby no
partner will be disadvantaged when collaborating and that a redistribution of savings
made by some or all of the other partners would enable every partner to at least suffer
no financial loss.

IMPACT OF THE PROPOSAL

The Fuel Project will enable a more efficient fuel procurement, distribution and
administration system, reducing the administrative burden on individual officers and
administrative support. This also supports the ESFRS ambition to remove legacy
administrative systems based on manual completion of paperwork.

The availability of bunkered fuel at a much wider range of sites will reduce costs and
increase efficiencies in terms of reducing either the miles driven to use bunkered fuel
or the increased costs of forecourt fuel purchases.

The increased resilience provided by the development of a strategic network of
bunkered fuel sites is a significant benefit.

The availability of bunkered fuel sites throughout Sussex and Surrey available to the
ESFRS fleet 24/7.

14



9.1

10.

10.1

10.2

10.3

11.

111

12.

12.1

13.

13.1

14.

141

EQUALITY IMPLICATIONS

Considered and no adverse impacts identified.

RISK MANAGEMENT IMPLICATIONS

The project is part of the Emergency Services Collaboration Project and as such falls
under the governance structure for that project. This includes the Political
Stakeholders Board and the Strategic Board of Chief Officers.

Legal, finance and procurement issues will be referred as required to the appropriate
ESFRS contacts.

Further engagement with the ITF will be managed through the CFO representation at
strategic level, and through the Assistant Director of Operational Support and
Resilience and the Strategic Engineering Manager at delivery board level.

HEALTH AND SAFETY

Risk and impact assessments in relation to operational use will be carried out at each
site as part of the project. Specifically this will consider additional vehicle movements
on our sites, site security and related staff health and safety matters.

BUSINESS CONTINUITY

As part of our business continuity planning, the Business Continuity Group will discuss
any impacts and opportunities as part the introduction of an integrated fuel scheme.

ENVIRONMENTAL

An environmental impact assessment will be carried out as part of the overall risk and
impact assessments.

PROJECT DELIVERY

Project delivery lead officers for ESFRS are Mark O’Brien, Assistant Director,
Operational Support & Resilience and Bill Brewster, Strategic Engineering Manager.
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APPENDIX 1

Project Brief

Project Name: Fuel
Sponsor: lan Thomson (ESCP Strategic Lead)
Agreed by:
Date: 8 April 2015
Doc Reference: Project Brief ITF Fuel
Version: v0.04 Draft

1. Purpose (Why is this project needed?)

1.1. Emergency services chief officers in Surrey and Sussex have agreed that the benefits
and opportunities of collaboration around Transport and Fleet functions should be
explored under the Joint Operational Support theme within the Emergency Services
Collaboration Programme (ESCP).

1.2. The Vision for this work is:

To work collaboratively to meet the current and future transport and
associated equipment needs for emergency services across Surrey and
Sussex, improving delivery of 24/7 services in a sustainable, resilient and
affordable way which is at a lower cost to public finances.

1.3. Work is underway to identify a preferred overarching model for an Integrated Transport
Function. Alongside this, chief officers have asked for projects to be scoped so that any
opportunities to move us towards closer collaboration or integration can be agreed to
move forwards.

1.4. This project covers a High Priority ‘quick win’ and includes all aspects of ‘fuel’; this ‘quick
win’ was identified because partners have differing systems in place for its procurement
and management, and that there is potential to achieve savings through procuring
together and rationalising the approach to fuel management across the geographical
area covered.

1.5. The project includes, but is not restricted to:

e Procurement and storage/bunkering of fuel.
e Fuel management systems.
e The issuing of fuel.

e Use of fuel cards and the system for managing these.
2. Partners committed to this work

2.1. The ESCP partners have each indicated the level to which they sign up to this project.

2.2. The partners who are willing to look at full integration of this aspect of delivering a
transport function are:
e East Sussex Fire and Rescue (FRS), South East Coast Ambulance Service
(SECAmMb), Surrey FRS and Surrey/Sussex Police.

2.3. West Sussex FRS have indicated they may not be able to pursue this area of work due
to the West Sussex County Council contract that is in place. This will be explored further.




3. Objectives (What is the project trying to achieve?)

3.1. The project is divided into three main areas with specific elements for each:
3.2. Fuel procurement and storage

e To identify the optimum number, location and size of storage/bunker sites and the
volume and type of fuels held.

e To identify opportunities to combine and reduce bunkers across the necessary
geographic area.

e To explore how to maximise fuel delivery volumes to avoid small delivery
charges.

e To explore the need to standardise/modernise bunkers/tanks (manual/solar
powered/electric/security measures), taking into account any legislative
requirements and environmental considerations.

e To develop an agreement around priority use of bunkered fuel between partners
and vehicle types during times of fuel shortage.

e To enable all partners vehicles to be re-fuelled at any storage/bunkered site, on a
24/7 basis.

e To specify, procure and implement a standardised fuel management solution
including a system for managing bunkered/tanked fuel and external purchases.

¢ To identify a timely and accurate management information solution to efficiently
and effectively manage fuel supplies.

e To cost up the options and make recommendations on the best way to progress.

3.3. Fuel cards

e To identify the optimum system for fuel cards to enable one card for all partner
fleets.

e To cost up the options for rolling out one system across all partner fleets.

¢ To minimise the administrative burdens of managing this process.

3.4. Other

e To identify all contracts across the partnership around fuel procurement and

management and opportunities for alignment.
3.5. Quality Assurance (QA)

¢ To identify a method for ensuring quality control that complies with current
legislation and partner requirements.

4.  Scope (What is included, and not included in the project/programme?)

Within scope:

4.1. Exploration of all aspects of fuel procurement, storage and management for vehicles and
equipment, including mobile and fixed generators.

Not included within the scope of this project:
4.2. Making recommendations on how fuel is used by partners, the volumes used or the fuel

types.
4.3. Specific non-vehicle and equipment fuels, such as fuel oil for heating premises.
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Deliverables (What will be produced as a result of this project?)

5.1. Options for change and the cost of delivering the change.

5.2. A business case to support chief officers to make decisions on whether or not to
progress with the preferred options (showing the financial and management benefits
which would be achieved). (Note: it is anticipated that once partners agree in principle to
this joint work, the decision on whether or not to progress will be made at the ITF
Delivery Board level).

5.3. A project delivery plan and other supporting documents to support the delivery of the
agreed changes.

5.4. Delivery of the agreed changes, possibly to include:

Joint procurement of all fuel.

Fuel managed by a single fuel management solution.
Fuel supported by one partner on behalf of all.

One fuel card in use across emergency partners.

Benefits (What difference will this make?)

6.1. One procurement contract for fuel enabling all partners to achieve the same/lowest price
for fuel.

6.2. Rationalisation of storage/bunkered fuel locations, resulting in possible release of estate,
reduction of maintenance, security costs and environmental risks.

6.3. Reduction of mileage by operational personnel in need of fuel through siting
bunkers/tanks nearest to the locations of need.

6.4. Reduction in management costs if one centralised system is in use for managing fuel
and fuel cards across all partners.

6.5. Improved management information to enable better control of fuel use, including direct
benchmarking of vehicles for a given role.

6.6. Reduced contract and contract management costs through one fuel card in use.
Assumptions and constraints (What assumptions are you making? What might get in

the way?)

7.1. Funding and staffing resources will be available to support the changes required.
7.2. There are real benefits to be achieved from this work which make this viable to all
partners.

7.3. Each organisation will pay for the managed service and fuel provided on a ‘per use’
basis, i.e. they will pay only for what they use thereby providing value for money for each
partner.

7.4. Contract timelines and change ambitions align to enable opportunities to be taken
forward.

7.5. Procurement teams will have capacity to support any procurement opportunities that
arise from this work.

7.6. Suitable fuel management solution products exist in the market to meet the identified

requirements.
8. Risks (What might go wrong?)

8.1. Some partners may decide not to collaborate on fuel which might impact on (reduce) the
benefits achieved.

8.2. Capacity may be limited to deliver this work alongside the wider ITF theme and other
work streams within the ESCP, if not prioritised adequately.

8.3. Opportunities to make cashable savings may not be realised if this work is not supported,
or may be delayed if not progressed in the short term.
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What other areas of partner organisations are affected by this project?

9.1.
9.2.
9.8.

9.4.

10.1.
10.2.

11.1.
11.2.
11.3.

11.4.

12.1.
12.2.

12.3.

13.1.

13.2.

Procurement teams.
Operational personnel may need to adopt a different system.

Fleet admin staff that may need to do more, on behalf of partners, or do less of certain
types of work if fuel management services are provided by one partner on behalf of
others.

Corporate functions provided by County Councils to some FRSs.

Dependencies (What other work needs delivering to make this project successful?)

Data is provided to the wider ITF work stream and made available to support this project.
Available and appropriate procurement frameworks/processes.

Stakeholders (Who has a legitimate interest in/ may be affected by this project?)

Fleet function management and staff.
Operational personnel affected by changes as they are introduced.

Residents and businesses adjacent to locations where tanks may be introduced,
enlarged or removed, or where they may experience increased traffic due to their use.

Fuel regulatory bodies, i.e. Petroleum Officers.
County Councils, particularly where they are the Fire and Rescue Authority (FRA).

Resources & Roles (What is needed to run this project and who might be involved?)

Project Manager — Dennis Ord.

Project Team (Alan llott (Joint Transport Service Team Leader)), inclusive of
procurement, data, finance, etc.

Individuals to undertake site risk assessments, as required.

Timescales & Cost (How long it might take to complete and likely costs)

The initial feasibility stage and identification and costing of options will be completed by
the end of December 2014.

Delivery of agreed changes is TBC once there is agreement of what is to be delivered
and funding for the change secured (This project has been identified as a High Priority,
by the ITF Delivery Board, so should progress during 2015-16).
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APPENDIX 2
Executive Summary (v1.1)

Integrated Fuel Management System Business Case

Project Name: Integrated Fuel Management System
Sponsor: Russell Pearson
Recommended by: Integrated Transport Function (ITF) Programme Board
Date: 18/12/15

Purpose

The purpose of this paper is to seek funding for a proposal to proceed with the introduction of an integrated
fuel management system across partners involved in the Emergency Services Collaboration Programme
(ESCP), funded by £409,000 or less than 7% of the £5.96m Fire Transformation Fund (FTF).

An integrated fuel management system is best described as;

“A resilient joint capability that enables ITF partners to have self-service, 24/7 shared access to each other’s
bulk fuel sites, using a more efficient, standardised system at reconfigured sites across the Surrey and
Sussex region....... delivered by; procuring bulk fuel at the best possible price, investing in infrastructure,
adjusting bulk fuel site access arrangements as well as amending invoicing, data and reporting processes...”

This work forms part of and is aligned to the wider public services reform agenda and it is important to note
that whilst the proposal can be delivered independently, it supports and enables a wider inter-linked series of
activities. Other business cases seeking investment from the FTF to integrate fleet workshops and for vehicle
telematics are also being developed as part of this programme of work; all key steps to integrate ITF partners
Transport functions. The diagram below highlights the fuel work-streams and how they relate to the planned
activities within the complex ITF Programme.
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Context and Background

The ESCP in Surrey and Sussex is an integral part of the public service reform agenda and its activities are
aligned to the recently published prospectus on Devolution from the three Southern Counties (3SC), as well
as the proposed statutory duty for further collaboration anticipated to be introduced in early 2017 as set out in
the 2015 spending review.

Partners involved are; Surrey & Sussex Police, South East Coast Ambulance Service, East Sussex Fire and
Rescue Service, West Sussex Fire and Rescue Service and Surrey Fire and Rescue Service.

The activities of the ESCP are wide ranging and include; improving contact, control and dispatch
arrangements, joint operational and support capabilities including the Integrated Transport Function (ITF)
Programme, whose Programme Delivery Board sponsor this business case.

The ITF Programme will ensure that, through collaboration, the current and future transport needs for emergency
services across Surrey and Sussex are met by improving delivery of services in an affordable, efficient,
resilient and sustainable manner. This proposal represents one of the first opportunities to mobilise the ITF
Programme strategy, approved as a working document at the ESCP Strategic Board in September 2015.

It is acknowledged that partners have differing levels of commitment or ability to integrate these Transport
functions. The ITF Programme strategy allows for differences and enables partners to engage and integrate
in a way and to a level suitable to meet the needs of their organisation wherever possible. In terms of the
specific levels of commitment to this work, all ITF parthers are committed to purchasing fuel at the best
possible price. However, SECAmMb has specific operational arrangements which preclude their involvement in
the reconfiguration of, and some elements of shared access to, bulk fuel sites.

Partners of the ITF were awarded £5.96m as a result of a joint bid into the FTF, to support the work of the ITF
Programme Delivery Board. Whilst Surrey Fire and Rescue Service took the lead on the bid, and are acting
as banker, the bid was awarded to all three Fire Authorities in Surrey and Sussex.

This collaboration is one of the first and most comprehensive of its type in the UK to date.

Proposal
The proposal is to transition to an integrated fuel management system across partner organisations through,
if approved, a phased transition starting in early 2016 with a final solution anticipated to be in place by Q1
2017/18.

As a first step to integrate fuel activities, all partners have already been included on a National framework let
by the Crown Commercial Service (CCS) to purchase bulk fuel at the best possible price. The next step and
the basis for this proposal, is to develop a resilient joint capability that enables partners to have self-service,
24/7 shared access to each other’s bulk fuel sites, using a more efficient, standardised system at reconfigured
sites across the Surrey and Sussex region.

Option 3 (the recommended option)
Procure bulk fuel from the same source, rationalise bulk fuel sites and introduce an integrated fuel
management solution

This option will require a £409,000 investment from the Fire Transformation Fund and will deliver financial
savings of £340,000 over a 4 year period.

If approved, the recommended option will;
e Reduce the number of bulk fuel tanks thus reducing the risk of environmental impacts

¢ Reduce the overall bulk fuel capacity with no detrimental impact on fuel resilience
e Through shared access 24/7, improve fuel resilience
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Through a period of transition, improve the administration and management of fuel

Reduce expenditure on fuel infrastructure

Through joint contract frameworks, bulk fuel will be purchased at the best possible price

Through greater shared access to bulk fuel sites, reduce expenditure on (more expensive) fuel purchased
at commercial forecourts.

Whilst the cashable savings are a key element of this proposal, the outcomes from the FTF grant are also
focused on the effectiveness of the Integrated Transport Function, improving resilience and harmonisation of
common functions. This proposal represents the first step towards these goals.

Recommendation

To support the recommended option — option 3

To agree to release the required funding from the Fire Transformation Fund
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