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Government Response to the Fire Services Review

MINISTER’S FOREWORD

The Government welcomes the important work carried out by Mr David O’Byrne in
undertaking the review into the fire services and producing his report, Drawing a line,
building stronger services. The Government has accepted the majority of the report’s
recommendations.

In the introduction to his report Mr O’Byrne observes that firefighters are “the
embodiment of commitment to the community”. The Government strongly endorses
the contribution of our firefighters to the Victorian community, whether they are
fighting fires, providing road accident and specialist rescue or offering advice and
education.

The fire services have implemented many of the recommendations of the Bushfires
Royal Commission that came in the aftermath of the terrible Black Saturday bushfires
of 2009, and the floods of the following year. The professionalism and expertise of
our paid and volunteer firefighters is demonstrated regularly in the most difficult of
emergency situations. However, the report identifies a range of areas in which our
fire services need to modernise to provide our fire services personnel and the
communities they serve with all the benefits of a modern operating environment.

| thank Mr O’'Byrne, his team and the numerous fire services, union and volunteer
representatives who contributed to the development of this important report.
Modernising our fire services will take considerable commitment from the many and
diverse stakeholders involved in this sector.

The experience of the 2015-16 summer season underscores the importance of our
fire services and why we need to take on board, and respond to, Mr O'Byrne’s
findings. Together we will pursue our shared goal of drawing a line under conduct
that hinders our fire services from advancing their mission of preserving life and
property. We will also work hard to improve the way our fire services pursue their
separate and shared responsibilities and how they use their resources. | look forward
to working together fo build stronger fire services for Victoria's future.

Jane Garrett MP
Minister for Emergency Services
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EXECUTIVE SUMMARY

In July 2015 the Minister for Emergency Services commissioned Mr David O’Byrne to
review and make recommendations concerning the resourcing, operations,
management and culture of Victoria’s Metropolitan Fire and Emergency Services
Board (MFB) and Country Fire Authority (CFA) (collectively, ‘the fire services’). At Mr
O’Byrne’s request the Minister extended the report period to late October 2015 to
allow for a more thorough analysis of the complex issues involved.

In conducting the review, Mr O’Byrne consulted members of the CFA and MFB and
related stakeholders through interviews and on site meetings, and considered 180
written submissions. His recommendations appropriately give priority to optimum
service to the community and optimum support for the operational arms of the fire
services. They provide a road map for our fire services to continue to realise their
potential.

Victoria’s fire services operate in complex, swiftly evolving environments. Victoria’s
landscape is varied; the population is growing, diversifying and relocating into
unfamiliar areas at an accelerated rate. Changes in climate, land use and community
expectations all demand adaptation by our emergency services. Since the
devastating 2009 Black Saturday bushfires and 2010-11 floods Victoria’s emergency
services have achieved significant improvements in systems and collaborative
operation. The positive effects of these reforms have been evident in the outstanding
handling of fires during the 2015-16 fire season.

Yet the Government is concerned that this progress has occurred against the
background of a workplace culture which is not as supportive, healthy or inclusive as
it could be. It is not hard to see the implications of this culture for the welfare of our
fire services personnel, let alone the communities they serve, if workplace issues are
not addressed. The report identifies much that needs to be done in the areas of
strategic planning, management practices, fostering a better working environment
and progressing respectful inter-service collaboration.

The report acknowledges that work in many of these areas has commenced through
the Government’'s Emergency Management Strategic Action Plan 2015-2018. The
Government also recognises that much recent work undertaken by the Emergency
Management Commissioner, the Fire Services Agencies Interoperability Committee
and under a range of recent initiatives is also clearly aligned with the report’s
recommendations. In response to the recommendations, the Government will
undertake immediate, fire services-focused action, complementing and building on
existing initiatives, to give our fire services personnel the modern, effective
workplaces they deserve.

The Government accepts all the report’'s recommendations with the exception of
recommendations 13 and 14, which propose the reinstatement of the position of
Chief Fire Officer as the head of each fire service and the establishment of a single
governing board for the CFA and MFB. The Government has already indicated that
these organisations would not be amalgamated at any level. In addition, the
complexity and size of these community organisations requires both executive
business leadership and operational leadership.

Recognising cross-over in the issues the report raises, the recommendations, and

- the actions the Government proposes to take, the responses are grouped into three
themes: people and culture; working better together; and the effective management
of resources. These three themes recognise the close relationship between the
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issues raised in the review and that the response in many cases will also be closely
interconnected.

The actions proposed in response to the recommendations range from improved and
additional training, targeted reviews of legislation and operational practices, and
active and facilitated collaboration on complex issues of service delivery.
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RESPONSE TO THE RECOMMENDATIONS

The Government has accepted all the recommendations in the report, with the
exception of recommendations 13 and 14, which relate to merging the role of Chief
Executive Officer and Chief Officer into a single position and establishing a single
governing board for the CFA and MFB. The Government has already indicated that
these organisations would not be amalgamated at any level. In addition, the
complexity and size of these community organisations requires both executive
business leadership and operational leadership.

This section of the Government’s response details the actions that will be taken to
implement those recommendations that have been accepted.

People and culture in the fire services

The Government reiterates its admiration for the dedication and willingness of the
men and women of Victoria’'s fire services to put their lives on the line to protect the
community. Yet, while many outstanding individuals serve in our fire services, the
report found that culturally, Victoria’s fire services often fail to welcome diversity,
foster innovation, support work-life balance, provide ongoing training, recognise skills
or encourage collegiate, respectful workplace relationships. The report found
repeated evidence of bullying, harassment and discrimination in Victoria’s fire
services. The Government is deeply concerned by these findings and does not
accept that those wishing to serve our community in this fundamental way should
encounter or endure these conditions.

The Government’s first action on receipt of the report was to request the Victorian
Equal Opportunity and Human Rights Commission (VEOHRC) to conduct a review
under section 151 of the Equal Opportunity Act 2010 and section 41(c) of the Charter
of Human Rights and Responsibilities Act 2006. VEOHRC has been asked to
investigate and report specifically on workplace behaviour (specifically issues that
may contribute to an environment of bullying and harassment), the lack of gender
diversity in the fire services and existing support services for staff who have been
bullied or harassed. Secondly, VEOHRC has been asked to recommend strategies
and plans to remedy immediate problems and build a better working environment.
The Government anticipates that these findings will assist in identifying the most
effective flexible employment arrangements to meet the fire services’ goal of a
diverse and inclusive workforce. It is anticipated that VEOHRC will provide a
comprehensive report to the Government in the first half of 2017. Meanwhile,
immediate support for staff affected by issues raised in the fire services review is
available via dedicated referral pathways and existing employee assistance
programs.

The Government will commence a range of initiatives to support the wellbeing of fire
services personnel, including through actions aimed at skills development and
recognition. The report identified a need for holistic support of fire services
personnel’s wellbeing. While many individual fithess and wellbeing options exist, an
overarching strategic approach, integrated in personnel’s service, is missing. The
development of a strategic framework to support and ensure ongoing fitness of fire
services personnel throughout their service will commence immediately.

Women are very under represented in our paid fire fighter ranks under 3.5% per cent
of the workforce. A modern fire services workforce must be much more reflective of
the diversity that exists in the community they serve. The Government will continue to
work closely with the MFB and CFA to ensure its recruitment programs as well as its
employment conditions and workplace environment are supporting and attracting
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women as well as people from diverse cultures into paid fire fighter roles. The
Government will also continue its work with the CFA to provide the best support we
can for all volunteers and especially women.

A significant theme in the report is leadership capability and capacity, particularly at
middle management level. The Emergency Management Commissioner will work
closely with the fire services to ensure they provide immediate support to middle and
senior management in developing leadership, communication, relationship and team-
building skills. These leadership programs will interface with promotional processes,
supporting an enhanced merit-based process for promotions. Training initiatives will
complement the fire services’ continued work to implement the State Fire and
Emergency Services Training Framework, which aligns with the CFA’s Fire and
Emergency Management Training Strategy. In doing so, opportunities for greater
integration of training between the fire services will be pursued.

Recognising the increasing professionalisation of the fire services, the Government
will initiate national consultation on the establishment of a Firefighters Registration
Board through relevant intergovernmental forums. This will both implement a
recommendation from the review and meet a commitment made before the 2014
state election.

retuml3 y

| Emergench_“ Management Tralnmg Strategy
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Other opportunities for greater integration of training have been |
. identified and will be pursued, including the potential to establisha
~ shared (neutral) Registered Tramlng Orgamsatron for the flre .
services. L ;

. T‘imeframe: 4.5 years.

6. The Review recommends that the fire servrces take the Iead in advancmg the ‘
sectors collectrve effort to increase diversity in the seclor, through making a genume
and public commltment fo understandmg and addressrng harassment and .
dlscnmlnatory pract/ces and behavrours in thelr organlsatlons and Iaunchlng a
process for domg S0, -

7: The Revrew recommends that bngade Ieaders and their lmmedlate supervrsors be
provided with clear processes and tools to deal professronally, expedltlously and .
compassronately with instances of bullying and poor behaviour, and be supported in
doing so. A clear, alternative mechanism should be establlshed and communlcated -
. to all members for when maltters cannot be handled Iocally , ‘

‘ Actlon: The Government is commltted to prov1d|ng flreflghters W|th a safe
.| workplace where di 'el‘Slty is valued and bullying, harassment and
. discriminatory practices are properly addressed. The Government
_ has therefore requested that VEOHRC conduct an mdependent
__review under section 151 of the Equa/ Opportunity Act 2010 and
section 41(c) of the Charter of Human nghts and Responsrbllltles
- Act 2006 to mvestlgate and report on: ‘

-“ support servrces for staﬁ who have been bullled or harassed

. workplace behawour specn‘tcally issues that may contnbute to
. an envrronment of bu]lylng and harassment ‘

e the tack of gender diversity in the fire servrces

1 VEOHRC has been asked to make recommendatlons on strategles:‘;‘j
and plans that will lead to a better worklng enwronmen and fo
consult wrdely during |ts review actlvmes | .

| Timetrame: Report expected to be recelved in the flrst half of 2017 .

8 The Revrew recommends that committed and sustamed effort be made by the
_senior leadership of the fire services to reset its relationship with firefighters and thelr
representatlve bodies, through adopting a genuine, collaborative and consultative
‘approach in place of the adversarial win/lose dialogue. The immediate focus must be
on restonng a cohesrve Work culture and addressmg flref/ghter operat/onal and safety
concerns ! ‘ . ‘ ‘

Action: = A program of initiatives is being developed to build more cohesive
‘ and collaborative working relationships between the fire services
and their key stakeholders, including: the VHREOC review,
leadership training and workplace behaviour education.
Addltlonally, a new annual Ministerial Consultative Forum for fire
services and key stakeholders will be establlshed and the lnaugural
meeting will occur within 3 months ' .
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and 'representative bodies ~

Tlmeframe To commence lmmedlately

17a. The Review recommends that the frre servrces /nvest ln thelr mid- Ieve/
,operatlonal Ieadershlp, strengthenmg ifs capacrty to Iead br/gades and manage
stat/ons , i’ ‘ L

ACtion: A leadersh:p program WI|| be developed for mlddle managers that
‘ - will mterface with promotlona! programs and internal and external
Ieadershlp programs delivered by and for the CFA and MEB.

Tlmeframe 2 years

1f7b;‘3The“Reviewlrecommends:that ln the MFB, a position at the Commanderor

Senior Station Officer level be made accountable for overall performance of a station. .

. . Actioin | Astatlon manag emeht structure will be eStabtiShed using existing .
‘ ~ rankstructures. . .

Tlmeframe 2 years

17c The Review recommends that in the CFA, the process for selecting bngade
"captams be reviewed to better ensure that persons with the r/ght comblnatlon of
jleadershlp and technlcal skills are chosen to undertake the role | ‘ ‘

Actlon. A selectlon process will be developed to enhance the current :
- . approach to focus on the| necessary leadershlp and technlcal skrlls
, needed for the role ‘

. f:j‘ .‘Timeframe: 2 years.

17d The ReVIeW recommends that a smgle management structure be establlshed for
specrallst operatlons ~ ‘

;Actlon: Effec’uve utlllsatlon of srmllar skills in spemahst operatlons wxll be
‘ ach|eved through consnstency of approach and a focus on
lnteroperabrhty ‘

Tlmeframe 2 years
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Fire services working better together

The Government endorses Mr O'Byrne’s recognition of the proud traditions of the
CFA and the MFB. Preserving the distinct identities of Victoria’s two iconic fire
services, while increasing their capacity to collaborate instantly and seamlessly —
through interoperability and integration - is a key objective of the report’s
recommendations.

In response, the Fire Services Agencies Interoperability Committee and the
leadership of the fire services will explore further avenues to enhance the capacity to
work together, such as through shared training strategies and programs, and
collaborative procurement, to develop a broader model that provides a solid
grounding and purpose for service delivery. Emergency Management Victoria (EMV)
will work with the fire services to identify the most effective way to expand existing
synergies between their core business systems, such as through sharing or mirroring
technology and administrative processes. The CFA will review their positive
experiences of integrated brigades to develop a best practice model for future
brigade integration.

At the same time, the Department of Environment, Land, Water and Planning
(DELWP) will review aspects of the Forests Act 1958 that may present a barrier to
working together, and a detailed review will be undertaken by the Department of
Justice and Regulation of the legislation governing the fire services to identify
reforms which would streamline the legislative framework for inter-service
collaboration and provide a modern governance framework.

The fire services, with the EMC and the Interoperability Committee, will also build on
work already underway with individual communities to provide for their unique fire
protection needs.

Drawing on findings by the planned audit in response to Recommendation 16 (see
below) of existing synergies between core business systems, EMV will work with the
fire services to identify the most effective way to expand their application, such as
through sharing or mirroring technology and administrative processes. The
Interoperability Committee and the leadershipof the fire services will explore further
possibilities for enhancing the capacity to work together, such as shared training
strategies and programs, and collaborative procurement.
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2b. The Review recommends that the CFA and DELWP continue to identify
t opportunltles to strengthen thelr organlsatlonal bonds through Joint initiatives.

Actlon

Tlmeframe

ln late 2015 the Government released the “Safer Together" pollcy

k j ‘which i is predicated on closer organlsatlonal bonds between
j _DELWP and CFA. ‘

- The planned burnlng program isa key lnltlatlve with regard to

1 publlc and private land. ‘Joined up’ burns to reduce hazardon
~ private and public |and are planned and lmplemented by the CFA -
1 and DELWP . ,

Underway in 2015/16 and program contlnumg in 2016/17

2. The Fééwew recommends that the government revrew the prowsrons in the Forestsif
Act 1958 that limit, based on distance, the ablllty of DELWP and its partner ‘ .
organ/satlons fo support a sector—wrde approach fo respondmg to emergencres

Action:

Timeframe

to:

12 months

 DELWP will conduct a revnew of the apphcatlon of sectlon 65(1) of
 the Forests Act 1 958 to pnvate Iand (the Flre Protected Area or. '
marglnal mile’yto:

" 1 ldentlfy any barners toa sector wide approach to respondlng to

emergenCIes and

(2) make recommendatlons to address any identiﬁed barriers,,.j :

3. The Revrew recommends that the Emergency Management Act 201 3 be rewewed

. a. enable the EMC to dellver a comprehensrve set of standards to suppon‘

‘ mtegratlon and mteroperablllty within the emergency management sector

b. eliminate any barners or the potentlal for workarounds to the fire serv:ces
and other agencres lmplementlng the EMC’s standards ‘

Action:

‘ _Timeframe:‘

EMV has already undertaken SIgntﬂcant work on performancef “

standards for responder agencnes that set objectives and minimum

. requirements for the emergency management functions they

collectively undertake and clanfy how these functions contnbute to ‘

. the shared vision of ‘safer and more resrllent communltles The
. new Emergency Management Performance Standards, which
replace the interim standards, were released on 1 January 2016
 with reportlng to commence on 1 July 2016 ‘

~ The Government will review the Emergency ManagementAct 201 3 _
to determine whether the scope of prowstons relatmg to the EMC !

standards should be expanded

Underway If leglslatlve review is recommended lt is expected to

o be completed in 2-3 years.
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le ‘”‘dlng prgctlceumodelj” "

Timeframe:
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Resource management and operational effectiveness

All public sector organisations, including the fire services, are obliged to manage their
resources prudently and in line with government requirements. The report finds that
there is scope for both organisations, and the CFA in particular, to improve their
resource, project and financial management. There is also potential for better
coordination in areas such as requests for funding and asset management.

EMV will commission a comprehensive independent audit of corporate management
practices in the fire services, with a view to helping them identify the most effective
strategic management models for the future.

People at all levels of the fire services have innovative ideas for improving the way
they deliver their services, at both the macro and micro level. EMV will work to
identify a sector-wide system for encouraging, recognising and capturing innovative
ideas which provides a pathway for assessing and implementing them at station,
brigade or organisational level.

In reiation to service delivery models, EMV will work with the fire services to tailor
service delivery models to local community environments, including by drawing in
representatives from across the emergency services. The EMC, with the input of the
Interoperability Committee, will lead this work.

2a The Rewew recommends that the flre servrces lntroduce new service dellvery
models to better meet community needs in a given location; including joint operatlons
in the gMA, day staffing, and hub and spoke integration. The fire services should
'consult with both volunteer and pard fire fighters and their representative bodies on
the most appropriate model fo adopt ina glven area, with the ultimate decision to be
'made by the Chlef Officers. ‘ ; o

Actlo EMV and the fire services is already undertaklng planmng to ensure |
| that the needs of communities in _spegcific locations are being met
and what new servnce dellvery models may look hke

Tlmeframe 4-‘5"years.

12 The Revrew recommends that the f/re servrces estab//sh a srmple system for
recelvmg and responding to proposed innovations from membership and sharing | ‘
them across the organisation. Where any safety and procedural compl/ance concerns |
are satisfied, new initiatives that can improve service dellvery should be encouraged ;
and supported at all Ieve/s of the organ/sat/on ~

Act|on EMV wil work with the flre serwces o ldentlfy and lmplement a
sector-wide system for encouragmg and recognlsmg mnovatlon

Timeframe: PIIOt in place in 12 months; fully operational in 2 years.
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GLOSSARY

CFA
DELWP
DJR
EMC
EMV
MFB

VEOHRC

VFBV

Country Fire Authority

Department of Environment, Land, Water and Planning
Department of Justice and Regulation

Emergency Management Commissioner

Emergency Management Victoria

Metropolitan Fire Brigade

Victorian Equal Opportunity and Human Rights Commission

Volunteer Fire Brigades Victoria
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