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Background and Context

The document summarises the proceedings of the Senior Leaders Workshop for the
Strategic Service Reform Programme (SSRP) held on August 15, 2024, at the
National Headquarters of the Scottish Fire and Rescue Service in Cambuslang.

The potential scenarios for change under consideration in this workshop were all
related to the East Service Delivery Area (SDA).

All decision makers and subject matter experts invited to take part in this initial
appraisal were provided with a detailed briefing pack circulated in advance of the
workshop which contained:

e A background to the way the options for East SDA have been developed.
e A section which provides a description of:

i. How at the beginning of any options development and appraisal (ODA)
process, hurdle criteria (also known as 'essential' or 'gateway' criteria) are
used to filter a long list of change proposals. A proposal must meet these
criteria to be considered further. Hurdle criteria work as a simple Yes/No
filter.

ii. The two criteria chosen for this initial technical exercise (Financial Viability
and Modernization) are used to shorten the very long list to a manageable
size for a full hurdle criteria appraisal.

¢ An explanation of the role of decision makers and that of the subject matter
experts who were present to support the process.

e An explanation of the change options provided in the very-long list under
consideration in the workshop.

This was supported by four appendices:
1. Appendix A: Hurdle Criteria — Financial Sustainability and Modernisation
2. Appendix B: Station Information and Options Framework
3. Appendix C: Mapping Key
4. Appendix D: Timeline Roadmap

Each option was given a provisional score on the following basis:

Criterion is considered to be met based on the evidence and
balance of strengths and weaknesses.

Criterion is NOT considered to be met based on the evidence
and balance of strengths and weaknesses.

Criterion is undecided and requires further investigation,
application of a strategic principal or strategic prioritisation.
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The key results from the East SDA technical review workshop

The workshop's primary objective was the (internal to SFRS) application of two of the
agreed hurdle criteria to a very long list of service delivery proposals to reduce them to
a manageable level for hurdle appraisal before evaluation (balanced room) appraisal.

The meeting was attended by senior leaders and decision-makers across various
departments. These included the Deputy Chief Officer, directors of finance,
operations, training, prevention, and strategic planning, among others.

The decision makers were supported by subject matter experts across different
domains, from the team responsible for developing the technical proposals; finance;
HR; legal; equality, diversity, and inclusion (EDI); and facilities/assets management.

The primary objective of the workshop was to review the East Service Delivery Area
(SDA) and apply higher level hurdle criteria to narrow down a large number of options
to a manageabile list for hurdle appraisal proper.

The process was guided by an independent facilitator from ASV with significant
experience in consultation. A structured approach was adopted where each option
was given time for discussion and consensus reached among the decision makers.
Those consensus decisions focused on elimination, retention, or deferral of the
options.

Decision makers present agreed that any potential solutions that were deferred might
come back into play if the retained options were insufficient on their own in forming
‘configurations.’ If they do not come back into play by the time SFRS goes to
consultation they should be regarded as excluded.

Decision makers also agreed that excluded options were omitted from consideration
on the understanding that they might be revisited should circumstances change and/or
new evidence come to light that warrants a change of status.

The options were reviewed against the following two criterion™:

e FINANCIAL SUSTAINABILITY: Does the option contribute to long-term
financial sustainability in terms of capital and/or resource budget costs?

e MODERNISATION: (i) Does the option contribute to the modernisation of the
Service as outlined in the Programme vision? (ii) Does it achieve at least one of
the following?

e Contributes to increasing organisational capacity and/or better use of our
resources and facilities.

' Details of the two hurdle criterion selectively applied in this exercise to reduce the scenarios to a
viable long list are included at appendix One of this report.
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e Address issues regarding the attraction and retention of staff.
e Enhance community safety including through prevention and
preparedness.

Consideration was also given to equalities impact implications of the proposals,
notably if there were any associated concerns or high-level adverse impacts for
communities and protected characteristic groups.

The discussions in the workshop provided consideration of the extent to which there
were so called ‘super criteria’ which led to agreement of the service’s immediate
priorities. These super criteria applied to options which required immediate action
such as stations:

e That have RAAC panels.

o Were affected by the temporary pump withdrawal in 2023.

e Which have not been able to mobilise a crew for several years (dormant
stations).

Therefore, if an option contained a solution to one of those issues it was agreed that it
should be prioritised for the next stage. In this context, these can therefore be
considered as ‘super options.’

Conversations drew out the level of interdependency between many of the options
which led to agreement that for technical consideration of the North and West options
future presentation would focus on a cluster approach.

It was also recognised that the projected savings were likely to materialise at a lower
than forecast level due to unanticipated factors, which could include, for instance,
increased labour and material costs in construction projects.

The key decisions from the review of East SDA proposals saw that out of 31 options
presented for consideration against the two key criterion:

e Eight (8) were retained.
e Twelve (12) were deferred.
e Eleven (11) were discarded.

These are presented in summary in the next sections and in detail in Appendix Two of
this report, which also highlights the interdependencies between each of the options.
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2.2 Options to Proceed (retained)

The eight options selected to proceed following deliberation to achieve consensus are
shown in the table below.

Option

Number

Description

Insight | Chan,

Decision

104 °

Close Marionville Station.
Relocate 1 WT pump to Newcraighall Station.

Proceed

110

Rebuild Tranent Station (RAAC) on a new near-
optimal site as a 2 Pump WT+OC Station.
Close Musselburgh Station and relocate 1 WT
Pump to Tranent Station.

Dependent on Option 104 (Proceed) above.

Proceed

028

Reduce Bo’ness 15t Pump crewing from 5WDS to
DSDS+0C.
Consider with Option 068 Falkirk (Deferred)

Proceed

146

Close Linlithgow 1 Pump OC station.
Relocate Linlithgow OC crew to Bo’ness.
Consider with Option 028 Falkirk (proceed) above

Proceed

072

Reduce Hawick 15t WT Pump crewing to DSDS/OC.
Introduce a Nucleus Crew Hub at Galashiels.
Consider with Option 118 Peebles (Deferred).

Proceed

061

Replace the Dunfermline 3 WT Combined Aerial
Rescue Pump (CARP) with a dedicated High Reach
Appliance (HRA).

Proceed

046

Close the Long-Term Dormant 1 Pump OC station at
Crianlarich.
Consider with Option 140 Tyndrum (Deferred)

Proceed

145

Permanently remove the 2" WT Pump from two of
the following three stations:
o _Glenrothes, Lochgelly, Methil

Proceed
(amended)

2.3 Deferred Options

The twelve options deferred from current consideration based on a requirement for
further information were as follows.

Option
Number

Description

Decision

082 *

Supported by acceptance of option 110 (Tranent)
above:
Withdraw Haddington 2" OC pump.

e Reconfigure and refurbish Haddington as a 1 Pump Defer
On-Call station and Nucleus Crew Hub for the East
Lothian area.
e Supported by acceptance of option 082 (Haddington)
113 Defer

above:
Withdraw North Berwick 2™ OC pump.

© ASV Research Ltd
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Option
Number

Description

Insight

Decision

Reconfigure and refurbish as a 1 Pump On-Call
station.

Provide additional On-Call Support as per Option 082
above.

068

Increase the Falkirk 2nd Pump duty system from OC
to DSDS/OC.
Consider with Option 028 Bo’ness.

Defer

129

Merge Anstruther and St. Monan’s stations and
crews into a new 1 Pump OC station at near-optimal
site to the south of Anstruther.

Defer (129b)

118

Withdraw Peebles 2" OC Pump.
Support on-call availability from local Nucleus Crew
Hub.

Consider with Option 072 Galashiels & Hawick.

Defer

105 *

Close Marionville Station.
Permanently withdraw 1 WT pump.

Defer

144 .

Change St. Andrew’s 15t Pump duty system from
OC to DSDS/OC

Defer

018

Increase Bathgate 2nd Pump duty system from OC
to DSDS.
Consider with Option 143 Whitburn (below.)

Defer

143

Introduce a Nucleus Crew Hub at Whitburn to
support local OC availability.
Consider with Option 018 Bathgate and Option

049 Shotts (WSDA).

Defer

032 °

Introduce a Nucleus Crew Hub at Broxburn 1 Pump
OC station to support local OC availability.

Defer

032 .
(035)

Introduce a Nucleus Crew Hub at Callander 1 Pump
OC station to support local OC availability.

Defer

140

Introduce a Nucleus Crew Hub at Tyndrum 1 Pump
OC station to support local OC availability.
Consider with Option 46 Crianlarich.

Defer
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Those options (eleven) where deliberations reached the consensus view that they
should not be considered and further were as shown below.

Option
Number Description Decision
e Maintain current pump configuration at North
BAU Berwick. _
(pp.20) |e Extend, reconfigure, and refurbish as a 2 Pump On- | Discard
Call station.
e Based on acceptance of option 110 (Tranent) above:
BAU e Maintain current pump configuration at Haddington. Discard
(pp.20) |[e Extend, reconfigure, and refurbish as a 2 Pump On-
Call station
e Reduce the duty system of the Glenrothes 2nd Pump .
076 from WT 5WDS to DSDS/OC. Discard
e Reduce the duty system of the Lochgelly 2nd Pump .
102 from WT 5WDS to DSDS/OC or OC. Discard
¢ Reduce the duty system of the Methil 2nd Pump from | .
106 WT 5WDS to DSDS/OC or OC. Discard
031 o Close either Bridge of Allan Station or Doune Station. Discard
e Relocate OC crew to Dunblane.
BAU e Replace the Dunfermline 3 WT Pump (CARP) with Discard
(pp24) 3" Pump and dual crewed HRA.
BAU e Rebuild Marionville Station on current site. _
(pp10) [e Maintain 1 WT pump at Marionville Station. Discard
BAU e Rebuild Tranent Station (RAAC) on a new near- _
(pp13) optimal site as a 1 Pump OC Station. Discard
BAU e Extend, reconfigure, and refurbish Musselburgh _
(pp13) Station on current site as a 1 Pump WT Station. Discard
e Withdraw the 2nd OC pump from Denny.
e Reconfigure and refurbish as a 1 Pump On-Call
052 station. Discard
Consider with Option 068 Falkirk and Options 049
Cumbernauld, West SDA.
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Background and Context

The document summarises the proceedings of the Senior Leaders Workshops for the
Strategic Service Review Programme (SSRP) held on September 23 & 24, 2024, at
the National Headquarters of the Scottish Fire and Rescue Service in Cambuslang.

The potential scenarios for change under consideration in this workshop were related
to the North (23') and West (24") Service Delivery Areas (SDA). It was decided to
also revisit the options retained from the East Senior Leaders Workshop of 15t
August to sense check against the Strategic Priority Options.

Following the discussion of 15 August and the identification of the strategic service
priorities the SSRP Programme Board agreed that, due to the large number of options
that still required to be reviewed, that future events for the North and West would only
consider those options which met the strategic priorities. All other options will be
deferred for consideration for a second tranche of engagement at a later date.

All decision makers invited to take part in this initial appraisal were provided with the
following information in advance of the workshops:

e A background to the way the options have been developed.

e A description of the criteria to be considered for this technical exercise to
reduce a) the list of options under the Strategic Priority list, and b) the very-long
list (SDA options) to a manageable size for full hurdle criteria appraisal.

e An explanation of the role of decision makers and that of the subject matter
experts' who were present to support the process.

¢ An explanation of the change options provided in the Strategic Priority Options
for both the North and West.

¢ An explanation of the change options provided in the Service Delivery Area
Options, for both North and West, the very-long lists.

= The Equality and Human Rights Impact Assessment.

This was supported by appendices:

1. Pre-hurdle Criteria — Financial Sustainability and Modernisation
2. Station Information and Options Framework
3. Mapping Key

T Subject Matter Experts also received a copy of the information in advance of the workshop.

1
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1.1.1 Indicative Scoring
Each option was given a provisional score on the following basis:

Criterion is considered to be met based on the evidence and
balance of strengths and weaknesses.

Criterion is NOT considered to be met based on the evidence
and balance of strengths and weaknesses.

Criterion is undecided and requires further investigation,
application of a strategic principal or strategic prioritisation.

© ASV Research Ltd



The key results and observations from the North and West SDA reviews

The two workshops’ primary objective was the (internal to SFRS) application of two of
the agreed pre-hurdle criteria to identified Strategic Priority Options from a very long
list of service delivery proposals, to reduce the number of options to a manageable
level for hurdle appraisal.

The meeting was attended by senior leaders and decision-makers across various
departments. These included the Deputy Chief Officer, Directors of Finance,
Operational Delivery, Training, Safety and Assurance, Prevention, Protection and
Preparedness, and Strategic Planning, among others.

The decision makers were supported by subject matter experts across different
domains, from the team responsible for developing the technical proposals; Finance;
Comms and Engagement; Legal Services; Equality, Diversity and Inclusion (EDI); and
Facilities/Assets Management.

The workshops were to review the North and West Service Delivery Areas (SDA) and
review decisions from the East SDA (from 15" August) against the Strategic Priority
Options, applying higher level (or pre-hurdle) criteria to narrow down a large number
of options to a manageable list for hurdle appraisal.

The process was guided by an independent facilitator from ASV with significant
experience in consultation and lead by Mark Loynd, Area Commander. A structured
approach was adopted where each option was given time for discussion and
consensus reached among the decision makers. Those consensus decisions focused
on retention, deferral or elimination of the options. Prior to reviewing the options ljaz
Bashir, Head of Asset Management, provided a financial and assets insight and sense
check to aid the consideration process.

Decision makers operated under the agreement of 15 August that any potential
solutions that were deferred might come back into play if the retained options were
insufficient on their own in forming ‘configurations’. If they do not come back into play
by the time SFRS goes to consultation they should be regarded as excluded.

Likewise, decision makers also agreed that excluded options were omitted from
consideration on the understanding that they might be revisited should circumstances
change and/or new evidence come to light that warrants a change of status.

The options were reviewed against the following criterion:
e STRATEGIC PRIORITY: Does the option meet strategic priorities?

o FINANCIAL SUSTAINABILITY: Does the option contribute to long-term
financial sustainability in terms of capital and/or resource budget costs?
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e MODERNISATION: (i) Does the option contribute to the modernisation of the
Service as outlined in the Programme vision? (ii) Does it achieve at least one of
the following?

o Contributes to increasing organisational capacity and/or better use of our
resources and facilities.

e Address issues regarding the attraction and retention of staff.

e Enhance community safety including through prevention and
preparedness.

Consideration was also given to equalities and human rights impact implications of the
proposals, notably if there were any associated concerns or high-level adverse
impacts for communities and protected characteristic groups.

The discussions in the workshops provided consideration of the extent to which there
were immediate priorities:

e Assets with RAAC panels.

e Locations affected by the temporary pump withdrawal in 2023.

e Locations which have not been able to mobilise a crew for several years
(dormant stations).

A fourth priority was agreed in relation to specific options relating to the former legacy
Grampian service and its use of 10 crew cabs which cannot be replaced.

Consideration extended to which options should be part of a ‘second phase’ and
therefore not to go forward at this stage.

The key decisions:

1. From review of North SDA proposals saw the retention of 14 options across 9
configurations.

2. From review of West SDA proposals saw 16 options across 9 configurations.

3. From review of East SDA proposals saw revision to the retention of 7 options
across 4 configurations.

These are presented in summary in the next section.
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The options selected to proceed following deliberation to achieve consensus are
shown in the tables below.

North SDA

Option

Description

Priority

Config

86

Rebuild Huntly Station (RAAC) on a new near-optimal site
as a 2 Pump OC+0OC Station with Nucleus Crew Hub to
improve local on-call pump availability and enhance the
delivery of supporting activities.

120

Reduce Peterhead from a 2 Pump WT+OC stationto a 2
Pump DSDS/OC+QOC station.

139

Reduce Turriff Station from a 2 Pump OC (equivalent)
station to a 1 Pump OC station.

RAAC and
10 CREW
CAB

034

Close Cullen Station 1 Pump OC station.
AND
Maintain Buckie as 2 Pump OC+OC station.

10 CREW
CAB

011

Reduce Ballater Station from a 2 Pump OC (equivalent) to
1 Pump OC Hub station with specialist wildfire capability.
Consider in conjunction with either Option 013 or Option
134 below.

013

Close Balmoral and/or Strathdon 1 Pump OC stations.
Consider in conjunction with Option 011
above.

134

Reconfigure the Balmoral and/or Strathdon 1 Pump OC
stations as minimum requirement satellite stations with
ultralightweight pump. Consider in conjunction with Option
011 above.

10 CREW
CAB

119

Replace 3rd WT Pump (CARP) at Perth with a
dedicated HRA. Relocate released WT employees.

TEMP

147 .1

Maintain Kingsway as a 2 Pump WT station.
Reduce Balmossie 2 Pump WT+OC station
to a 1 Pump OC Station.

147.2

Maintain Kingsway as a 2 Pump WT station.
Close Balmossie 2 Pump WT+OC station.

TEMP

069

Close Fetlar 1 Pump OC RDS long-term dormant station
due to crew sustainability challenges

DORMANT

112

Close a long-term dormant 1 Pump OC VDS station at
Nethy Bridge.

DORMANT

124

Close the Long-Term Dormant 1 Pump OC VDS station at
Ratagan.

DORMANT

109

Close the Long-Term Dormant 1 Trailer OC VDS station
on the Isle of Muck.

DORMANT

14

TOTALS
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West SDA

Option

Description

Priority

Config

092

Close Kerrera (Dormant) 1 Ultralight Appliance OC VDS
Station.

DORMANT

040

Close Colintraive (Long-Term Dormant) 1 Pump OC VDS
station.

DORMANT

083

Reduce Helensburgh (RAAC) from a 2 Pump WT+0OC
station to a 2 Pump DSDS/OC+QOC station.

RAAC

023
023.1

Defer for now - Merge Bishopbriggs 1 Pump WT station
and

Springburn 2 Pump WT station into a new 2 Pump WT
station at a near-optimised location. Consider with Option
094 below.

NEW - Introduce remove pump from Springburn from 2WT
Pump to 1WT Pump — (balanced against narrative of
Maryhill temp withdrawal (152))

44.1

Close Cowcaddens 2 Pump WT station and expand the

Calton complex to accommodate the Glasgow City LSO

management team.

AND

Increase Yorkhill from a 1 WT Pump station to a 2 Pump
WT station.

44 .2

Rebuild Cowcaddens 2 Pump WT station on the adjacent
SFRS owned Maitland Street site and expand the Calton
complex to accommodate the Glasgow City LSO
management team.

AND

Close Yorkhill 1 Pump WT Station.

TEMP

107

Reduce Milngavie 1 Pump WT station to a 1 Pump
DSDS/OC station.

AND

Repair RAAC at current Milngavie site or rebuild station at
a near-optimal location.

Standalone option but include in above configuration.

RAAC

153

Remove 1 pump from Govan — NEW option
Build in longer term narrative.

TEMP

079

Reduce Greenock from a 3 Pump
WT+WT+OC station to a 2 Pump WT+OC+ dedicated
HRA station. Consider with Option 081 below.

081

Reduce Greenock from a 3 Pump WT+WT+OC station to
a 2 Pump WT+DSDS/OC + dedicated HRA station.

AND

Reduce Port Glasgow from a 2 Pump WT+OC to a 2
Pump DSDS/OC+0C.

AND

Increase Gourock from a 2 Pump OC+0OC to a 2 Pump
DSDS/OC+0OC.

TEMP
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Consider with Option 079 above.

042

Close the Dormant 1 Pump OC VDS station at
Corriecravie.

DORMANT

049*

Reduce Cumbernauld (RAAC) from 2 Pump WT+WT
station to 2 Pump WT+DSDS/OC station.

RAAC

021*

REJECT ON CALL ASPECT UNLESS IMPACT
ASSESSMENT TELLS US OTHERWISE

Reduce Clydesmill from 2 Pump WT+WT station to 2
Pump WT+DSDS/OC station.

AND

Reduce Hamilton from 2 Pump WT+WT station to 2 Pump
WT+DSDS/OC station.

AND

Increase Bellshill from 1 Pump WT station to 2 Pump
WT+DSDS/OC station.

Or 151 BELOW

AMEND
151*

Reduce Hamilton from 2 Pump WT+WT station to 1 Pump
WT station (REMOVE CLYDESMILL ELEMENT)

TEMP

053

Reduce Lanark from 2 Pump WT+OC to a 2 Pump
DSDS/OC+OC station.

AND

Increase Carluke 1 Pump OC station to a 2 Pump

DSDS/OC+0OC station.

Consider with Option 049, above.

Increase Larkhall 1 Pump OC station to a 1 Pump

DSDS/OC station.

099

Introduce a Nucleus Crew Hub at either Douglas or
Lesmahagow to support local OC pump availability.
Consider with Option 53, above.

16

TOTALS

ENABLER

9

* It was agreed, on reflection, that options 21, 49 and 151 are interdependent with
options 53 and 99, that were not on the Strategic Priority Options list, and that they,
together, would be considered within a single configuration.

East SDA (revised)
Option Description Priority | Config
104 |Close Marionville Station. RAAC 1
Relocate 1 WT pump to Newcraighall Station.

7
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110 |Rebuild Tranent Station (RAAC) on a new near optimal site as a
2 Pump WT+OC Station.
Close Musselburgh Station and relocate 1 WT
Pump to Tranent Station.
Dependent on Option 104 (Proceed) above.

028 |Reduce Bo’ness 1st Pump crewing from 5WDS to Deferred N/A
DSDS+OC.
Consider with Option 068 Falkirk (Deferred)

146 |Close Linlithgow 1 Pump OC station. Deferred N/A
Relocate Linlithgow OC crew to Bo’ness.
Consider with Option 028 Falkirk (proceed) above

072 |Reduce Hawick 1st WT Pump crewing to DSDS/OC. Introduce RAAC 2
a Nucleus Crew Hub at Galashiels.
Consider with Option 118 Peebles (Deferred).

046 |Close the Long-Term Dormant 1 Pump OC station at Dormant 3
Crianlarich.
Consider with Option 140 Tyndrum (Deferred)

061 |Replace the Dunfermline 3rd WT Combined Aerial TEMP 4
Rescue Pump (CARP) with a dedicated High Reach
Appliance (HRA).

145 |Permanently remove the 2nd WT Pump from two of
the following three stations: Glenrothes, Lochgelly, Methil

76/102/ |Now looking at 2 configs round 3 stations. Change 2nd pump to

106 [|day crewing (remove OC options, unless impact assessments
require it to remain in).
Reduce Glenrothes 2 Pump WT+WT station to 2 Pump
WT+DSDS/OC station.
AND
(Reduce Lochgelly 2 Pump WT station to 2 Pump
WT+DSDS/OC station
OR
2 Pump WT+OC station).
AND
Reduce Methil 2 Pump WT station to 2 Pump WT+DSDS/OC
station
OR
2 Pump WT+OC station).

7 TOTALS 4
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3 ADDITIONAL DISCUSSION

3.1

3.2

Impromptu discussion arising from proceedings

Review of criteria to be used for the next stage, hurdle appraisal

Following appraisal on the 24th and confirmation that participants were content with
the outcomes, the facilitator invited the participants to reflect on the criteria that were
to be used for the next stage, the hurdle appraisal. This was for two reasons. First,
because during consensus appraisal on the 23 and 24 the deliberations gave
indication that the criteria proposed for hurdle appraisal might not adequately
incorporate what the participants had identified at important in their considerations.
Second, the shift to approaching the programme in phases, with this phase focused
on Strategic Priorities.

The facilitator invited participants to reflect on what had been discussed over the two
days and then note, individually, what they regarded as the 5 most important
measures (criteria) that options should be appraised against at hurdle criteria stage.
The facilitator then noted these on the flipchart and recorded the frequency with which
participants had noted the same criteria.

It was agreed that this information would be passed to Marysia Waters and Paul
Anderson to collate, sense check against the previously agreed criteria and to amend
the criteria if needed.

Quality of the appraisal process

The facilitator, Nicholas Duffin, finished his involvement for the day by complimenting
the participants, Mark Loynd (for his facilitation) and Scottish Fire and Rescue Service
for the quality of what they had undertaken and their commitment to best practice.
When pressed, he confirmed that the process undertaken for pre-hurdle criteria
appraisal had been the best he had seen from any FRS.

He then handed over to Stuart Stevens to close the meeting.

© ASV Research Ltd
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