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SERVICE ANNUAL
OPERATING PLAN

2023 - 2024

FOREWORD

This new Service Annual Operating Plan sets 
out how we plan to deliver our TWFRS Strategy 
2025 – through transformation, innovation and 
improvement.  

Society is changing and we must also continue 
to adapt and change to meet these changing 
needs, risks and threats as well as contributing 
to even greater joined up public services and in 
doing so, demonstrate value for money.

This plan highlights our objectives for 2023-24
and outlines the high level projects and 
improvement actions that we will take to 
achieve our strategic priorities of strengthening 
equality, diversity and inclusion; focussing on 
an all hazards approach to firefighter safety; and 
progressing data and digital transformation, and 
ultimately achieve our strategic goals and vision 
of creating the safest community.

Our commitment to continuous improvement in Tyne and Wear Fire and 
Rescue Service has helped us evolve the way we approach strategic 
planning, to enable the most effective and efficient delivery of our 
services, provision of a first class emergency response, and sharp focus 
on prevention and protection and importantly, ensure we continue to 
look after our staff.

Chris Lowther QFSM
Chief Fire Officer and Chief Executive
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INTRODUCTION

Our vision of ‘Creating the Safest Community’ 
demonstrates our commitment to keeping over 
1.1 million people, and thousands of buildings, 
safe from fires and other emergencies. Our 
aim is to protect the community of Tyne and 
Wear by preventing, and responding to, fires 
and emergencies efficiently and effectively, 
and minimising the consequences for our 
communities. 

We take measured, and innovative, steps to 
protect our communities.  We utilise a robust, 
intelligence-led approach to understand 
and analyse risk, operate in well-established 
partnerships to identify and engage with 
members of the community that are most at risk.

There is a strong correlation between societal 
deprivation and risk: our area suffers from some 
of the highest levels of deprivation in England.  
This results in higher levels of demand for 
prevention and operational response activities 
and we work hard to ensure a thorough 
understanding of current and future risk,
to ensure we are prepared for demand.

We have strong collaboration arrangements 
in place with partners, including the Local 
Resilience Forum (LRF), Northumbria Police, 
and the health service, focussing on efficiency, 
and delivering better community outcomes.  
Demonstrating our commitment to regional 
fire collaboration, we work closely with our 
neighbouring fire and rescue services to ensure 
we are resilient and prepared. 

The Service significantly contributes to national 
work, driving improvements across the sector.  
Our senior managers lead and contribute to 
a number of national groups, through the 
National Fire Chiefs Council (NFCC).  This 
enables us to influence and drive national 
performance, whilst promoting learning 
and sharing good practice, allowing us to 
continuously improve our service to the public.  

In addition to the core ‘operational 
effectiveness’ work of the Service, prevention 
of fires and other emergencies through 
risk management, education, prevention, 
protection, response and resilience, the Service 
also focusses on delivering efficiency and 
looking after our people.  

This Service Annual Operating Plan (SAOP) sets out the strategic 
projects, priorities and improvement actions that we aim to deliver 
in 2023-24, to directly contribute to the achievement of the TWFRS 
Strategy 2025, and / or to the improvement of efficiency and 
effectiveness of the organisation.

1
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OUR STRATEGY AND PLANS

The Strategy is supported by a range of 
functional strategies / plans, including the 
Medium Term Financial Strategy (MTFS), the 
Community Risk Management Plan (CRMP), and 
the People and Organisational Development 
(POD) Strategy.

This annual operating plan identifies the 
strategic actions and priorities to be tracked by 
the Executive Leadership Team, to ensure our 
TWFRS Strategy is achieved. 

Successful delivery of the SAOP is supported 
by annual department plans, which provide 
the detailed actions for each function for the 
year, project plans, and group and individual 
objectives, set in Personal Development Plans / 
Reviews.   

This strategic planning process is illustrated by 
the following: 

How we aim to achieve our vision of ‘creating the safest community’ 
is explained in the TWFRS Strategy 2025, which presents our 
organisational goals and priorities for the Service for a five year period.

2

https://www.twfire.gov.uk/wp-content/uploads/2021/11/TWFRS-Strategy2025-5-Nov-1.pdf
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TWFRS STRATEGY 2025
Who we are and Service priorities

TWFRS 2025 PROGRAMME

ANNUAL SERVICE OPERATING PLAN

ORGANISATIONAL PLANS

LEVEL 1
Drives Policy

& Sets
Direction

Internal and
external influences

e.g Legislation
National Learning

Fire Standards
Financial, Political
Data & intelligence

Risk Profile

Organisational
Policy

Vision - ‘Creating the Safest Community’

Mission - ‘To save life, reduce risk, provide humanitarian services,
and protect the environment’

LEVEL 2
Organisational
Policy & Plans

LEVEL 3
Delivers Policy

& Plans

Medium Term Financial Strategy (MTFS)    Community Risk Management Plan (CRMP)
People and Organisational Development (POD) Strategy

All Hazards Approach - Digital and Data - Inclusion

Department
Plans

Service
Procedures

Project
Plans

Department/ 
Tactical

Procedures

Team and Personal Objectives (PDRs)

Inclusion • Standards • Behaviour • Culture • Values • Performance • Safety

Strategic Planning is underpinned by
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Our Strategic Goals 2025 - what we want to achieve:

Service Effectiveness

TWFRS are committed to protecting our communities 24-7. We will target our fire 
prevention and protection activities to those at greatest risk from fire. We will 
enforce business fire safety legislation and compliance, delivering a first class 
emergency response that provides value for money.

Efficiency

TWFRS will deliver a robust financial planning approach, we will align budgets 
and resources appropriate to the risk, never compromising on public safety. 
Collaborating with other Blue Light partners and achieving value for money.

People

TWFRS will develop and maintain an inclusive workforce that is professional, 
resilient, skilled, flexible, and diverse. Our leaders will be role models, providing 
positive leadership in line with our values. The health, safety, and welfare of our 
staff and our community is paramount, and is built into all that we do.
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Our Strategic Priorities 2025 - where we will place our focus:

To achieve our strategic goals, the TWFRS 2025 Programme identifies three key strategic priorities 
that will drive and direct Service transformation:

Inclusion

Further diversification of the workforce to ensure we reflect our whole 
community; to have clear, fair and transparent routes to both employment 
and progression and to have a positive culture where everyone is valued and 
takes pride and ownership of their actions and behaviour.

An All Hazards Approach to Firefighter Safety

Provides an all hazards approach to firefighter safety, focusing on raising 
awareness and training on hazard and risk recognition and perception, thus 
allowing commanders to train to respond to the wide range of incidents they 
encounter. This builds on the Safe Person Concept.

Digital and Data

To enable the effective use of technology to improve delivery of all our 
services, which will allow us to offer a wide range of improvement activity, 
along with transformational ways of working and robust governance and 
cyber resilience for the 21st Century.

All projects, priorities and improvement actions included in this Service Annual Operating Plan 
directly contribute to the achievement of the TWFRS Strategy 2025, and / or to the improvement
of efficiency and effectiveness of the Service.

https://twfire.sharepoint.com/sites/BusinessSupportandImprovement/SitePages/2025-Programme.aspx
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This analysis enables us to target our services 
effectively. Our Community Risk Management 
Plan (CRMP) presents the comprehensive 
assessment of the community risks in Tyne and 
Wear, and has informed the development of this 
SAOP. 

Public service reform, financial austerity, 
an ageing and diverse population and the 
increasing risk of terrorism are just some of the 
challenges the Service faces.  More information 
on our CRMP can be found on our website.

Finance

We continue to face a period of considerable 
change with significant financial uncertainty 
because of the continuing adverse impact 
that the COVID-19 pandemic, Brexit, and 
other international situations are having 
on the national economy, and the possible 
implications this may have on public sector 
funding.

Our financial planning approach continues 
to be both flexible and robust despite these 
potential uncertainties.  Our Medium Term 
Financial Strategy (MTFS), which provides 
analysis of the financial position we are likely to 
face over the next four years, shows a projected 
shortfall in resources of £2.3m over the period 
from 2022/23 to 2025/26.

This is based on the latest financial information 
provided from the government’s recently 
announced Comprehensive Spending Review 
on its public sector spending plans. 

This position will need to be carefully managed 
by the Service even though it has a strong track 
record of effectively managing its resources: 
in 2022/23 the Service reported an estimated 
underspend of £0.700m.  

The aim of our MTFS remains unchanged: to 
keeping efficiency and value for money at the 
heart of all our plans, including this SAOP.  The 
MTFS shows how we plan to direct and reinvest 
our limited resources to address the strategic 
priorities of the Service, achieve best value, and 
assist the budget planning framework in the 
preparation of an affordable and sustainable 
Revenue Budget and Capital Programme.

OUR OPERATING CONTEXT

To achieve our Service Annual Operating Plan effectively, we must know 
and understand the communities we protect. We use local knowledge 
and shared information to help us identify the areas of most risk and the 
most vulnerable in our society.

3
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The five functions of TWFRS are:
Service Delivery, Community Safety, Finance, 
Contractual Services and Estates, Human 
Resources and Organisational Development, 
and Corporate Services.

Our Executive Leadership Team are:  

HOW WE ARE ORGANISED

Providing an effective management structure is essential to ensure our 
people, finances, assets, resources, estates and facilities are efficiently 
and effectively employed. This supports the continuous improvement of 
our services to the public in a professional, sustainable and legislatively 
compliant manner.  

4

Chief Fire Officer
Chris Lowther

Finance Director
Dennis Napier

Area Manager
Paul Russell

Community Safety

Assistant
Chief Fire Officer

Lynsey McVay

Director of People 
Services

Ken Corbett

Director of Corporate 
Services

Louise Clarkson

Deputy
Chief Fire Officer

Peter Heath

Area Manager
David Leach

Service Delivery

Area Manager
Phil Clark

NFCC Secondment
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OBJECTIVES OF THE SERVICE
OPERATING PLAN

To support delivery of TWFRS Strategy 2025, all of the individual 
departmental objectives have been mapped under six overarching 
objectives for the coming year which will be driven, reported and 
scrutinised by the Senior Leadership Team (SLT) and monitored by
the Executive Leadership Team (ELT) for progress.  

From the plans, a number of key projects and 
actions have been placed into the SAOP high 
level plan (Appendix A) for monitoring and as 
an indication of progress across key enabling 
workstreams. These will be delivered through 
annual department plans and, where required, 
project plans: 

1  Enhance Firefighter Safety 

We will achieve this through futher development 
of, and investment in, our operational training 
facilities, including the development of an 
‘all hazards village’ at our Training Centre. We 
will deliver replacement PPE, and Body Worn 
Camera Progammes to enhance protection 
of front line staff.  We will further develop our 
Wildfire response capability, and Control of 
Major Accident Hazard (COMAH) function.

We will embrace local, national and regional 
learning to continue to improve our operational 
response, continuing to embed National 
Operational Guidance, national Fire Standards, 
JESIP, and recommendations from national 
inquiries such as the Grenfell Tower Inquiry and 
Manchester Arena Inquiry.  We will continue 
to share learning within the Service and with 
partners.

We will continue to prepare for major and multi-
agency incidents, ensuring we are ready, should 
we be needed.  We will enhance JESIP training, 
cross-border training and exercising, and 
contribute to national work including
the NFCC Building Risk Review.

2  Invest in Technology 

We will continue to invest in technology to 
enhance efficiency and safety, and support 
risk management.  This includes developing 
a new Health, Safety and Risk Management 
system; utilisign virtual reality to support fire 
investigation; and making further improvements 
to the HR system.  We will continue to review 
cyber resilience arrangements, and commence 
an operational communications programme, 
including the initial development stages of a new 
mobilising system. 

3  Invest in People, Enhance Inclusion, 
     Workforce Diversification  

We will strive to increase the diversity of our 
workforce to reflect the community we serve, 
and enhance inclusion across the Service. We 
will do this by driving improvements to how we 
recruit, include, and retain staff from minority 
groups.   

We will continue to invest in our staff, and seek 
and make improvements to the employee 
experience, introducing a new staff survey tool 
and carrying out a cultural audit in 2023.

5
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We will continue to support staff by 
introducing a new staff reward and recognition 
programme; further developing our media 
and communications training for managers; 
expanding our supervisory leadership 
management programme; developing a high 
potential / aspriring leaders programme; and 
focussing on leadership development pathways 
to better support workforce planning.  

We will also continue to enhance positive action, 
and the understating of this, across all roles 
within the Service. We will continue to embed the 
new Code of Ethics; review our Service values; 
and ensure we continue to drive improvements 
following national reports on culture and ethics 
in the fire and rescue services.

4  Develop our Estate Portfolio 

We will continue to invest in our owned 
estate portfolio. This includes continuing 
the development of our Tri-Service station 
in Hebburn; and planning a new Safety 
Education Centre.  We will also install an electric 
vehicle charging network across the Service, 
and continue to reduce our impact on the 
environment.

5  Focus on Investment and Value for 
    Money 

We will provide a modern, effective and efficient 
Service, managing our budget to provide value 
for money.  We will make investments where 
appropriate to provide a modern, fit for purpose 
response, using resources economically.
This includes making premises modifications to 
our Technical Services Centre, and continuing
the roll out of our vehicle replacement 
programme for all Service vehicles (operational 
and other).  

6  Drive Continuous Improvement and 
    Enhance Assurance throughout the 
    Service.

We will maintain our focus on a continuous 
improvement culture throughout the Service, 
by undertaking several improvement projects 
throughout 2023/24. 

Following the introduction of the new Service 
Improvement and Transformation Board in 
2020/21, we will further develop programme 
and project management across the Service, 
including rolling out training to all managers 
over the year, and embed a new Service 
evaluation framework. We will carry out 
projects to improve key services such as HR and 
Occupational Health to ensure they are efficient 
and effective, and review our ‘community 
hubs’, introduced by the Service to help 
increase engagement with vulnerable or harder 
to reach groups in the community.  We will 
also introduce a new continuous ideas / staff 
suggestion hub, to further engage and involve 
staff in improvement planning. 

We will support continuous improvement in the 
Service by engaging in audit, inspection and 
peer review activities, and adopting learning 
and good practice.  Following the introduction 
of the Service Assurance and Improvement 
Programme in 2022/23, we will continue this 
work to help better assess and assure key 
areas, building self-awareness and proactively 
identifying areas for improvement.

We will continue to implement improvements 
identified in previous HMICFRS inspections, 
internal audits and assurance reviews.  We 
will work closely with the National Fire Chief’s 
Council to embed Fire Standards; and prepare 
for the 2022/23 inspection of the Service.
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HOW WE MONITOR AND REPORT
PROGRESS

Measuring performance against this plan is important, and regular 
monitoring helps us adapt and continuously improve, to ensure success. 

Service plans are monitored, managed 
and analysed at local, Service-wide, and 
Authority level, to enable us to identify issues 
and implement improvement action where 
required.  This approach also allows us to 
identify successes so we can build on these and 
promote good practice across the Service.

We strive to continuously improve all that we 
do. All services are monitored and scrutinised, 
and projects evaluated to ensure we continue to 
learn.  A new Service Board structure (figure 1), 
introduced in 2022, enhances the mechanism 
for managing progress, and accountability 
to ELT and Fire Authority.  Progress against 
actions set out in this Service Annual Operating 
Plan are monitored monthly by the Service 
Improvement and Transformation Board, 
with regular updates provided to ELT.  Our SLT 
review progress of smaller projects, priorities 
and improvements actions, contained in 
Department Annual Plans.  The new Service 
Board structure will be evaluated in 2023, and 
any improvements implemented this year.

In addition, the following activities help us report 
on performance and progress:

•  The data captured in our Quarterly 
    Performance Reports is scrutinised quarterly 
    with local operational intelligence incorporated 
    with statistical analysis.  All data is compared to 
    the same time period for the previous year.

•  The annual Statement of Assurance provides 
    the public, stakeholders and staff with the 
    assurance of our performance against set 
    governance criteria.

•  Reports to Fire Authority and its Committees.

6



14 TYNE AND WEAR FIRE AND RESCUE SERVICE

Figure 1: Service Boards Reporting Structure

Operational Effectiveness PeopleEfficiency

Fire Authority
and its Committees (e.g. Governance, HR, Policy & Performance)

ELT
Chair - CFO

Chair: Finance
Director

Purpose: Strategic 
oversight of 
all financial 
mangement 

matters, including 
asset and capital 

and revenue.

Chair: AM Data & 
Digital

Purpose: Strategic 
oversight of all 

performance 
across the Service 
- both operational 

and corporate.

Chair: DCFO

Purpose: Strategic 
oversight of all 
improvement 
projects and 
TWFRS 2025 

transformational 
change programme.

Chair: AM Service 
Delivery

Purpose: Strategic 
oversight of 
all financial 
mangement 

matters, including 
asset and capital 

and revenue.

Chair: AM CS

Purpose: Strategic 
oversight of all CS, 
Community Risk, 
Prevention and 
Protection work 

across the Service.

Chair: ACO

Purpose: Strategic 
oversight of all 

health, safety and 
welfare priorities / 

work streams.

Chair: ACO

Purpose: Strategic 
oversight of 
all corporate 
governance 

arrangements and 
outcomes across 

the Service.

Chair: HR 
Director

Purpose: Strategic 
oversight of all HR, 

L&D, OD and EDI 
priorities, projects 

and outcomes.

Pensions Board
Chair: Employer/

Employee (rotates)

TWFRS Ltd. 
Board

Chair: CFO

SERVICE 
IMPROVEMENT & 

TRANSFORMATION 
BOARD

PEOPLE
BOARD

OPS RESPONSE, 
DELIVERY & 
ASSURANCE 

BOARD

CORPORATE 
GOVERNANCE 

BOARD

COMMUNITY 
SAFETY BOARD

RESOURCES 
BOARD

HEALTH & SAFETY 
BOARD

PERFORMANCE 
MANAGEMENT 

BOARD
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If you would like our plan in another format or 
language, please contact us so we can discuss 
your needs. 

For further details, please contact 0191 4441500 
or you can write to: 

Business Improvement Department 
Tyne and Wear Fire and Rescue Service 
Headquarters
Barmston Mere 
Washington 
Tyne and Wear 
SR5 3QY

Or email:
Business.Improvement@twfire.gov.uk 

Alternatively, if you would like more information 
regarding Tyne and Wear Fire and Rescue 
Service, you can visit our website:
www.twfire.gov.uk 

CONTACTS AND FEEDBACK

We welcome your feedback and input in helping us shape our Service.
If you would like to comment on this document or on the services 
provided by Tyne and Wear Fire and Rescue Service, please contact us 
via any of the methods below.

 Like us on Facebook:
 www.facebook.com/twfrs

 Follow us on Twitter:
 www.twitter.com/tyne_wear_frs

 Follow us on Instagram:
 www.instagram.com/twfrs

7
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ENHANCE FIREFIGHTER SAFETYSAOP OBJECTIVE 1

APPENDIX A
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INVESTMENT IN TECHNOLOGYSAOP OBJECTIVE 2
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INVESTMENT IN PEOPLE, INCLUSION AND WORKFORCE DEVELOPMENTSAOP OBJECTIVE 3
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DEVELOP OUR ESTATE PORTFOLIOSAOP OBJECTIVE 4
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FOCUS ON INVESTMENT AND VALUE FOR MONEYSAOP OBJECTIVE 5
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DRIVE CONTINUOUS IMPROVEMENT AND ENHANCE ASSURANCESAOP OBJECTIVE 6
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