On The Map
An Exploration of Early Intervention Programmes
at UK Fire and Rescue Services
Analysing the national picture to inform the next steps for the NFCC CYP Workstream
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Terminology
Acronyms
CYP
SLT
NLO
FTE
SEN
LAC

Children and Young People
Senior Leadership Team
National Liaison Officer
Full Time Equivalents
Special Educational Needs
Looked After Children

Concepts
Early Intervention (EI)

Aligning to the
“principles” of Early
Intervention

Risk Factors
Protective Factors
Targeted Selective
Targeted Indicated
Theory of Change
Logic Model

Vulnerable
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“A public policy approach to identify and support children and their families
to prevent problems from developing later in life, such as poor physical and
mental health, low educational attainment, crime and anti-social
behaviour” House of Commons definition, Thomas Powell, 2019
The NFCC CYP EI Workstream lifts a functional understanding of Early
Intervention to reference how FRS programmes align to its principles:
1. identifying CYP at risk of poor outcomes
2. tackle risk factors head on
3. and/or prevent problems occurring by increasing protective factors
4. fostering personal strengths and skills to prepare for adult life
A range of factors which can indicate poor outcomes later in life
A range of factors proven to mitigate the risk factors, enabling children to
be more resilient and to increase wellbeing
Interventions for a broad demographic of risk factors
Interventions for more advanced, specific or active risk factors
The bigger picture about why the intervention is necessary and what it aims
to achieve to inform the rationale and prepare for useful evaluation
A graphic representation of how an intervention’s activities support the
intended outcomes, based on underpinning evidence of what works.
Effectively linking inputs, outputs and outcomes.
For the purposes of this report, vulnerable children are taken to be any
children at greater risk of experiencing physical or emotional harm and
experiencing poor outcomes because of one or more factors in their lives
when compared with children who do not have such factors. Further detail
can be found in these publications: No Child Left Behind, Childhood
vulnerable in Numbers
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Adverse Childhood
experiences or ACEs

Stressful events occurring in childhood such as being a victim of neglect,
abuse, living with a parent with mental health condition, domestic violence,
living in a household with drugs and alcohol use problems

Blooms Taxonomy
of Learning

Originally presented in 1956 but now underpinning educational theory. A
set of 3 models used to classify educational learning objectives by specificity
and complexity. For the purpose of this report, the three domains were used
as a simple classification model to enable the types of learning outcomes on
programmes to be categorised and compared.
Development of action based, practical skills, such as construction

Psychomotor
Domain
Affective Domain

Cognitive Domain

Development of values and beliefs, interested in the way people react
emotionally and their ability to feel other living things' pain or joy. Affective
objectives typically target the awareness and growth in attitudes, emotion,
and feelings
Development of knowledge leading to comprehension and then applied to
real life

Staff and Funding terms
Youth Teams

Youth
Specialist
Seconded
Operational

The people at each service involved in the co-ordination or delivery of
Children and Young People activities at a Fire and Rescue Service
The person at each service with managerial responsibility for the coordination or delivery of Early Intervention programmes. This could be a
Prevention Manager, a Youth Intervention Manager, a Programme Coordinator and their role may not be 100% for Youth activities
An Operational member of staff who also delivers Early Intervention
programmes as well as their main role. They are often on a version of a casual
hours agreement. This may be in addition to their usual shifts or they are
detached from their main duties for a short period. Sometimes an Operational
member of staff is the lead for a group of other operational staff and takes
additional responsibilities to co-ordinate the intervention.
This is a person whose primary function is to deliver or co-ordinate the
interventions and they often have a youth specific Job Description.
Operational staff who have been reassigned, often temporarily, to a specific
youth role.

Other

Volunteers, seconded/collaboration PCSO’s, bespoke situations.

Youth
Manager

Role

Operational
(Casual
Hours)

Internal Budget

External Funding
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Costs a service pays for from an allocated internal budget including but not
limited to: staff, equipment consumables, sometimes vehicles. For the
purpose of the report, it does not include venue costs or Youth Managers
The money a service charges or cost recovers in part payment for the delivery
of an intervention, either through a commissioning model, funding bids or
additional government funding.
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1. Executive Summary
This report is intended for the Early Intervention Workstream, The NFCC Children and Young People’s
Executive Board and UK FRS Youth Managers.
It aims to report on the collective national position of programmes aligning to the principles of Early
Intervention at UK Fire and Rescue Services.
It will interpret and analyse that collective position to make recommendations to the workstream,
which meet the needs of services, to deliver effective interventions to young people who are identified
as vulnerable or at higher risk.
The NFCC CYP Executive Board has successfully established a range of CYP Workstreams but identified
a gap for programmes which aligned to the principles of Early Intervention. It was recognised that this
was specialised work which would benefit from a central focus, united under one banner to enable
shared best practice and progression in line with government policy advances. Most services have
developed their provision organically in response to local need, partnerships and funding and, as a
result, a common language, networks and consistent standards have not developed.
As part of this report, services were asked to generalise their CYP “business activity*” (omitting
Firesetters and universal safety education) into a percentage split between Early Interventions,
Prince’s Trust activity, Cadets and Other (bespoke projects like Outreach Workers). Services
collectively reported 38% of their “business” was on Early Intervention programmes making this type
of prevention activity a significant part of the overall CYP offer and warranting this in depth
exploration.

* delivery hours, staffing , instructors, trainers, volunteers, number of young people, number of cohorts, number of delivery locations,
resources, partnership management, funding, time spent coordinating, safeguarding issues, etc
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Funding was successfully secured for an Early Interventions National Liaison Officer (NLO), Jo Hardy
was appointed and Chris Kirby, SYFRS DCFO was appointed as the Lead Officer for the EI Workstream.

1.1. Mapping Task
The workstream began an ambitious objective to explore the provision of all services within the UK
through detailed service visits carried out by the NLO. The intention was to gather detailed and rich
evidence of all services within the UK but when Covid-19 began, the completed 46% of services visited
was taken as a representative sample of the UK. The services who were visited are listed in Appendix
5 along with a list of those who were not visited.
The task would not have been possible without the huge support of services who committed to this
process and shared their strengths, challenges, learning, data and aspirations. The NFCC CYP group
is expressly grateful to them for their time.
Whilst the details gathered are all in reference to a world before Covid, the lockdown has given many
services time to pause and reflect on their practice and this report can contribute to those discussions.
This document includes observations, analysis and recommendations for the following areas:

Strategic Journey

in response to both internal and external changes, including current
barriers and challenges

Aspects of Functional
Implementation

including funding, staffing, evaluation

Data

number of staff, programmes, hours, young people

Interventions

content, delivery mode, target groups

Young People

Referral process, complexity of young people

Self - Reflection

of services’ current position and aspirations for moving forward

1.2. Key Findings
Services are on a journey away from interventions based on a historic model and dated concepts
and towards a broader demographic of vulnerability and an effective intervention that is proven.
The findings of the 46% services contributing to the Sample Report reveal a rich and diverse tapestry
of practices. Many of the programmes are historically based on a model of a 1-week intensive
intervention, targeted at young people involved in ASB or at risk of exclusion. The programmes
invariably deliver practical firefighting skills, interspersed with safety education with an underpinning
intention that the experiences will lead to improved team work and confidence.
Several services have undergone a review of this model as they deemed it no longer fit for purpose,
as the target groups and intended outcomes have changed since the original goal of tackling ASB.
Overwhelmingly services were keen to reach a broader demographic of vulnerabilities in young people
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and many were already in line with more modern concepts of child vulnerability in relation to ASB as
outlined in the Serious Violence Strategy.
Each strategic journey was unique, and each service at a different point on that journey, most having
explored new directions independently of other services in the absence of any network. Some have
started from scratch again, other have adapted the old model. New practices have evolved which
spark interest, for example programmes targeted at children with anxiety, programmes which
primarily focus on developing resilience, new efficient sustainable staffing models, trauma informed
practice approaches, complex financial planning to ensure sustainability, to name a few.
Services are interested in product development which delivers more focus on personal
development. The Interventions currently being delivered are not backed by a sound logic model or
fully aligned to the principles of Early Intervention.
Credit is due to Services for developing interventions with so much diverse content with the aim of
truly engaging and supporting young people who may have struggled in other settings and who have
such chaotic and diverse life challenges. There are some amazing, fast paced, rich and broad
experiences which capture young people’s attention and enable them to achieve new practical skills
in a secure setting. Services often referred to the incredible power of the #firefamily that young people
identified with whilst on the programmes.
Whilst this is commendable in itself, it was not in line with Service’s impact aspirations to reduce
vulnerability. Services recognised it was the personal development achievements which delivered the
impacts they were aiming for. However personal development was achieved as the by-product of the
practical activities or through subliminal messaging, rather than at the fore front of the intervention
as a learning outcome in its own right and was overshadowed by practical tasks and safety education.
Additionally, the personal development objectives that underpinned the delivery were often team
work, problem solving and communication skills, which may be useful skills for the future, but they
are not proven to be effective for early intervention or in line with current personal development
concepts. Whilst the majority of services no longer deliver traditional outcomes such as respect and
discipline, there were still a few who included this as part of their narrative.
Modern concepts of Early Intervention and Youth Work practice clearly show that resilience and
developing protective factors, such as healthy relationships, self-efficacy, growth mindset, aspirations,
social and emotional skills are the proven evidence based logic model for reducing vulnerability.
Staffing and Funding are the biggest challenges and areas of least security
In many cases, the effects of austerity have forced a reduction in funding and a review of resource
intense staffing models. Funding is often short term and coupled with a lack of commercial acumen,
CYP Teams were financially unsustainable and struggling to make longer term plans or improvements.
This often had a knock on effect to staffing. Services are dependent on casual hours contracts for
Operational staff and fixed term contracts for Youth Specialists. There was high staff turnover and
concerns about competency for both drill ground training skills and youth specialism. Some services
invested heavily in training whilst others were worried they didn’t have the skill set required for the
young people they were training.
Many, but not all, were specifically struggling with the financial burden of the older style model of five
instructors for a cohort, supported by additional administrative and support staff. Other services were
amazed that this practice existed and were confident in a much more streamlined staff team. There
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were examples of very labour-intensive referral and administrative processes which other services
had mitigated with a different approach. There is a significant range in cost of provision for each hour
delivered across the services visited. Where costs were much higher, it was difficult to cost recover
from partners.
Collectively, Services have a wealth of talent, ambition and aspirations to effectively meet the needs
of young people. They are eager to share but lack the network.
A feeling of ambition was the stand out strength identified collectively. Youth Managers were
enthusiastic about the mapping task visits and the work of the workstream and there was a strong
desire to know and understand other service’s journey and to share their own learning.
There was considerable specialist skills and talent amongst the services across the full spectrum of
those with thriving, established provision to those with none. There was significant enthusiasm to
deliver high quality Early Intervention and have a positive impact on better outcomes for young
people. There was outstanding ability to have positive relationships with young people.
With a professional framework, an active network and support to implement interventions, the
workstream is very optimistic that services throughout will be keen and successful to both contribute
and benefit from the recommendations.
Sixteen of the services visited are at a reachable, teachable moment
Six of the services visited had no specific Early Intervention provision (some had very small bespoke
programmes) and 10 of the services were at a significant review point. In alternative education,
trainers seek “reachable, teachable” moments, an opportune, influenceable instant where guidance
can be given; these 16 services, representing 72%, are currently at that point. These services are
currently receptive and in a position to benefit from the recommendations this report presents. They
have limited guidance and have to fall back their local knowledge, skills and experiences. Many of
them are about to reinvent the wheel, facing the same challenges and perhaps finding innovation but
with no mechanism to share. Services starting from nothing have no point of reference to begin
building a department which can then build an effective, professional, evidence based intervention
which will meet the complex needs of the young people we know are most likely to become high
volume service users in the future.

1.3. Key Recommendations
The recommendations made throughout the report are to enable the Workstream to plan solutions
which meet the needs of services and can be found at the end of each section. It is anticipated that
services may choose to take action as a result of their service visit or from reading this report. To aid
that process, some key considerations for services are listed in the penultimate section.
The key findings lead to an overarching recommendation that it is now time to reframe FRS Early
Intervention provision. It would be good practice to structure this reframing with definitive guidance
which is evidence based, in line with current policy and drawn from the rich experiences which already
exist within services. The current talent and enthusiasm across services should be harnessed to
achieve this collectively.
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Recommendation for Guidance:
→ Refreshed thinking about the rationale for FRSs to deliver to Early Intervention; it’s not about
tackling ASB, we need a new theory of change focused on reducing vulnerability
→ Supporting the direction of travel towards boarder risk factors
→ Aligning impact intentions and outcome measurements to Government policy to be more
fundable
→ Defining and advocating for a dual specialism of both Operational and Youth specialists in the
front line delivery team and further defining that youth specialism as a combination of
teaching alternative curriculum and supporting vulnerable young people
→ Defining and supporting the development of competency for youth specialist and youth
activity operational skills
Recommendation for Product Development:
→ Intervention content which is grounded on an evidence based logic model prioritising the
development of protective factors and resilience in young people
→ Package Crash & Burn to model delivery of resilience development and provide post 16
intervention
→ develop a range of Drill ground activities which explicitly teach affective domain outcomes
Recommendation for Network:
→ uniting the collective ambition of the sector to deliver a professional, legitimate, core function
of the FRS for our community
→ sharing practice appropriate to each services’ position through supported, thematic, smart
networking, prioritising funding and staffing
Recommendation for support and solidarity:
Services should no longer take the journey of launching or reviewing their Early Intervention practice
alone, reinventing the wheel and repeating the same mistakes as neighbouring services. Professional
consultation and guidance from the NLO and facilitated through the network should become common
practice.

1.4. Next Steps
Following a review of the recommendations and in line with the aims of the workstream, the following
strategic direction and objectives are proposed as the next steps for the period November 2020 to
June 2021 pending extension subject to funding for the NLO post:
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Direction

Objectives

1. Products

2. Network

3. Service
Journey
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NOW

➢ Develop an Early Intervention Implementation Framework
with consultation from services
➢ Produce Crash & Burn Intervention as an off the shelf package
to model delivery of resilience skills and provide a Post 16
Intervention

NEXT

➢ Produce an Intervention Programme Design Guide aligned to
developing protective factors including activity resources and
trainer guidance

➢ Engage all services in a national network through broad and smart
network activities such as thematic discussions, task and finish groups,
Workplace, sharing effective practice and working models
➢ Prioritise engagement with devolved nations and services not yet engaged
➢ Support return to Face to Face delivery
➢ Support Services to apply the Early Intervention Implementation
Framework
➢ Provide Journey consultation and support
➢ Prioritise support/guidance for funding and staffing
➢ Promote strategic developments which align to government policy
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2. The Task in Context
In December 2019, all Chief Fire Officers were informed of the new Early Intervention workstream by
way of a letter (Appendix 9) from the Early Intervention Lead Officer, Chris Kirby (SYFRS DCFO). The
letter introduced the impending Service Visits and the Early Intervention National Liaison Officer, Jo
Hardy. In order to progress the workstream, it was essential to map the current position and ascertain
Service’s current and aspirational position.
The Early Intervention Workstream sits within the NFCC Children and Young People Workstream.

CYP
Governance
NFCC CYP Lead
Phil Garrigan CFO MFRS

CYP Executive Board

Prince's
Trust

Safeguarding

UK Fire
Cadets

Firesetters

Staywise

Early Intervention
Chris Kirby Lead Officer
DCFO SYFRS
Jo Hardy
National Liaison Officer

The role of the Early Intervention workstream is to develop and maintain strong links nationally across
the sector, in order to promote engagement with Fire and Rescue Service Early Intervention
Programmes and Initiatives, enabling services to meet their strategic objectives whilst achieving best
outcomes for children, young people and their families.
The workstream will progress to define and standardise, within the context of the service, what is
meant by Early Intervention, creating a common language which enable us to work collectively with
each other and collaboratively with partners.
On a strategic level the workstream will align the Fire and Rescue Service to Home Office youth
strategies, the broader government agenda and the principles of Early Intervention.
The project will celebrate and share current good practice, backed by evaluation of impact that
empowers and enables Fire and Rescue Service’s to respond to local need and partners, delivering
products which are professionally informed and genuinely make a difference to young people.
Whilst it is recognised that other Children and Young People programmes such as Firesetters and
Prince’s Trust and often Cadets are also Early Interventions, this task looks specifically at the packaged
programmes which have emerged from Fire and Rescue Services such as LIFE, GRIT, Phoenix, Fire Skills,
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etc. as these programmes have not been previously mapped, analysed or supported from a national
perspective.

2.1. Jo Hardy Early Intervention National Liaison Officer
Jo Hardy is on Secondment to the National Fire Chief’s Council from West Yorkshire Fire and Rescue
Service (WYFRS). Jo has been the Youth Interventions and Prince’s Trust Manager at WYFRS for five
years.
Jo has worked in the youth sector for 20 years, initially as a qualified teacher in a Young Offenders
Institute, then serving five years as a Prince’s Trust Team Leader, delivering Team, XL, European
programmes, Get Into and developing assessment tools to support delivery of Prince’s Trust across
the North East and training as a qualified Trainer. Jo then relocated to her home city York and took
the Role of Foundation Learning Co-ordinator at Askham Bryan College developing the sub level 2
provision, graduating in CMI Leadership and Management and designing new intervention
programmes such as “Accelerate” to meet the needs of complex NEET young people and provide
pathways back into mainstream education. Jo continued to work in partnership with the Prince’s Trust
at Askham Bryan College and set the college up as a delivery partner for Get Into Rural Skills and Team
programme.
Six years later, Jo joined WYFRS where the Young Fire Fighters Provision was under review and there
was an aspiration to develop a broader range of programmes. She delivered a new vision of targeted
interventions which are a “catalyst for change in the lives of young people” and developed a specialist
team of Youth Intervention Trainers and Youth Instructors. WYFRS now delivers a range of 11 different
Interventions to targeted young people aged 8 to 25, across multiple locations with a sustainable
commissioning model. In the last 12 months WYFRS delivered 80 Intervention Programmes to over
700 vulnerable young people.

Jo can be contacted at jo.hardy@nationalfirechiefs.org.uk
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3. Methodology
The data used to inform this report and the recommendations was gathered by a series of face to face
meetings conducted by the NLO with the respective Youth Managers (and sometimes
Trainers/Instructors) of each service using a document designed to catch all aspects of the provision
and relevant data. The visits took place between October 2019 and March 2020. Visits usually lasted
a full day.
A total of 22 services were visited, three of which were done remotely. This equates to 46% of all
services. At four services, the intervention and young people were informally observed. The sample
covers at least one service from every region in England and all three Welsh services. Two Services
with no Early Intervention provision and four services with smaller, bespoke provision were visited.
The service visits were not an inspection. The services offered their reflections, strengths and
weaknesses readily to support and contribute to the Workstream. This is not a “study”, there was no
science involved. It is the information presented by the Service’s Manager from their perspective, in a
guided discussion. This information has been collated and presented as the national picture with
interpretation of the findings by the NLO.
The mapping task has four objectives:
1. Introduce the workstream agreeing a standardised understanding of the principles of Early
Intervention with the Fire and Rescue Service.
2. Discuss all aspects of implementing EI programmes such as staffing, partnerships, funding,
referral process, intervention content, evaluation.
3. Collect data on staffing, funding, cohorts, delivery hours, young people engaged with and
supported.
4. Review the current and aspirational position using three reflective tools.
The scope of this report is to deliver these objectives and reach an informed position to progress the
workstream. This presentation of the findings is not meant to provide guidance to overcome the
challenges identified, however in undertaking the task, an abundance of solutions presented
themselves and we are optimistic to progress them.
Data for these programmes has never been captured in this way before so it did not always conform
to the same reporting methods but was always taken from the service’s most recent 12 month
reporting period.
Services who were not visited as part of this task will all be approached following this report, and the
same themes will be discussed but the findings will not be analysed and reported on.
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4. Strategic Journey
All services have faced significant internal and external change in the past decade. Austerity has
affected funding for both the FRSs, the partners we work with for Early Intervention provision and the
levels of poverty in our communities. At the same time, new ways of understanding young people and
Early Interventions such as the Serious Violence Strategy, ACEs, and how dealing with adversity affects
young people over time have driven changes in the sector and the specialism that we need to
understand and support the needs of vulnerable young people. Services were all at a different point
in their journey to adapt to both internal and external influences and this was covered in detail at the
service visits.

4.1. Summary of Observation of Strategic Journey
Twenty years ago, some short interventions were developed primarily in response to ASB and attacks
on Fire Fighters. The one week interventions often included drill ground activities, safety education
and sought to instil discipline and respect, whilst also building relationships with young people by
presenting Fire Fighters as positive role models. This is referred to as the traditional model. Over time
these programmes have been adapted in response to the changing external and internal landscape.
Some services simply reviewed and developed the model, others started with a blank slate, some
stopped entirely. In general services are now moving towards understanding their young people as
vulnerable rather than “naughty” and they are seeking a broader range of target groups and impacts
through a more diverse intervention with a more youth specialist workforce. To this end, there is
action or aspiration to work with young people “further upstream” or to deliver a different
type/approach of intervention to the young people who are most complex.
Each service has gone on this journey independently with quite minimum contact with other services,
with the exception of Wales who united and agreed an All Wales strategy and deliver identical
programmes with similar functional aspects.

No. of
services

Position in relation to the
development of the
traditional model

Further detail

4

Based on the traditional
Model but currently
reviewed as not fit for
purpose.

3

Stopped delivering the
traditional model within the
last 8 years

7 (including 3
Welsh
services)

Have an intervention based
on the traditional model but
have reviewed and adapted
to local need and newer
ways of working with CYP

1 has chosen to deliver 2 new interventions from another service
shared as a result of the NLO networking
2 are debating whether to start form a blank slate or adapt the
traditional model
1 currently has no plans
1 now delivers a few very short bespoke experience sessions
1 has aspirations but no plans in near future to deliver
1 currently exploring options to relaunch a new intervention
with commissioning model
3 have identified a tiering system for the complexity of young
people and filter more complex young people to a one day
intervention. The traditional intervention has had some
adaptations.
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3

Have an intervention which
is not like the traditional
model and are currently
adapting it
Have adapted a different
model and are established
delivering it

2

2

Have no provision

1

Has a small bespoke
intervention

4 have broadened the target groups, upskilled staff with more
youth specialism, added wider safety education (e.g. knife crime)
3 are currently reviewing ready for a relaunch of a new version
of their intervention

1 offers a range of interventions addressing different needs, skill
developments, ages and complexities, 1 of which has some
similarities to the traditional model.
1 offers an intervention which is spread over a longer period and
focuses more on generalised personal and employability
development.
2 have no provision and limited capacity but interested in the
opportunity
1 delivers a work experience intervention to 3 targeted young
people

The strategic development of interventions has often been driven by the Youth Managers, who are
increasingly youth specialist managers joining the service. There appeared to be a high degree of
autonomy for these operational level managers with some services explaining they had to work hard
to bring Service Leaders along with progressive ideas and harder still to subsequently get support to
implement. A few services explained that they are not an integrated part of the core business of their
service and there’s no guidance “It’s very difficult when you’re in a specialised role and at times you
feel you are winging it from the rest of the Service.”
Services who felt they were more effective were the ones where SLT were really bought into the
strategic intent, rather than distantly supportive. The data collected clearly showed that services who
had the best overall feeling of security for all aspects of Early Intervention were those who were most
closely aligned to core business rather than operating as a silo.
The majority of the services were keen to discuss and reflect on their strategic journey and had
obvious aspirations to develop to meet their local need and deliver best practice.
•
•
•
•

11 presented as experienced and capable of developing their practice and interventions
7 either wanted or would benefit from more support to develop their strategic journey
4 either requested or presented as in need of significant support/guidance/resource to
develop on their strategic journey
16 were explicitly keen to learn and share good practice from other services in order to do this

There was significant optimism and enthusiasm from Youth Teams to make progression and ultimately
improve outcomes for young people.
Six Services without any defined EI packages faced significant implementation challenges such as
staffing and funding and lacked the infrastructure to deliver anything. These services also lacked
guidance and access to support to develop anything, they had found no obvious starting point.
Four services noted that the wider Service still see the interventions as working with “naughty” kids
and this presented an additional barrier to progressing with effective interventions which were
integrated in core business.
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Wales has standardised all provision and aligned it with key government policy, providing a stronger
business case and resulting in successful government funding. When ranked by number of delivery
hours within the sample, the Welsh services represented the 2nd, 5th and 6th biggest Early Intervention
delivery services. The Welsh services felt they benefitted from a standardised product and the
networking and support from their neighbours, however they all still faced their own local
implementation challenges such as staffing, specialism and resource allocation. Without the
government funding, only one of the three services felt confident they would be able to continue
delivering these interventions.
Services were invited to discuss freely what barriers and challenges they faced (Appendix 1). When
categorised, it’s very clear that the biggest barriers to services progressing are issues around staffing
(28 identified) and funding (23 identified). The need for clear strategic direction linked to core business
and training for youth specialism were also recognised across many services as a barrier to improving
practice. One service said “The intervention is not recognised as a legitimate, professional, reportable
prevention activity”.
Only one service had used a logic model to inform their practice, but with no other services using this
approach, there is no ability to compare or scrutinise this. The visit documentation had initially sought
to ask about the service Theory of Change, but services were not using this to inform their practice so
it was omitted and marked as a training need by the NLO. In general, there was a lack of application
of knowledge from practice guidance (such as from the Early Intervention Foundation) and current
government policy. This was partly due to a lack of standardised terminology and guidance that is
tailored to FRS’s.
Across the 22 Services visited, there were 23 different intervention programme names used (Appendix
2), and in many cases services had not united to network or share good practice due to a lack of
common language and recognition that these programmes all align to the principles of Early
Intervention.

4.2. Analysis of Strategy Journey
Whilst there are some common themes around a movement away from instilling discipline into
“naughty kids”, and towards reducing vulnerability and improving outcomes, service’s strategic
journeys have been different and are currently at very different stages. They have grown organically
depending heavily on local circumstance. There is no standardised practice, no benchmarks, no
guidance, no common language, very few networks and a lack of alignment to professional policy and
standards. However, the leaders and trainers throughout services collectively, have significant
professional skill and passion for this work and as a result the very diverse range of programmes which
have evolved present a rich patchwork of ingredients for good practice and there is a desire to share
and develop.
When a service reacts to a need for strategic change or development or to start a new initiative or
develop an existing one, they are starting from scratch each time, unable to access the wealth of
learning from other services who have been on the same journey.
Programmes have grown and developed over a significant period of time, often pulled in multiple
directions by both internal and external factors and whilst services have sought to keep adapting to
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new opportunities and current evidence about interventions, it’s rare that services have been able to
have a blank slate that is informed primarily by good practice and the best evidence. As a result, we
are missing a fundamental alignment to the theory of change. We are operating on a number of
assumptions for which we have no apparent evidence. For example, the traditional model has adapted
over time to be fundamentally based on developing team work. If the impact that we want to have is
to reduce vulnerability and/or anti-social behaviour, where is the evidence that learning about team
work would be an effective intervention for this? Modern practice would require a logic model to test
these assumptions and evidence to show how this theory of change works.
Evidence provided from current reports such as No Child Left Behind clearly identifies the
development of a range of protective factors and the promotion of resilience as key to reducing
vulnerability and improving outcomes. This evidence provides a sound base for a refreshed logic
model to enable services to better align their interventions to good practice.
Whilst services have made adaptations, its often additional activities added, (e.g. knife crime or mental
health awareness) or a broader target group, rather than readdressing the overall narrative or
approach. There were some excellent movements towards a trauma informed practice approach, but
simply delivering more safety education in a trauma informed way alongside practical fire-fighting
skills will not necessarily create an effective Early Intervention. There are more developments required
and definitive guidance is needed to drive this change on a national level.
The lack of a single informed perspective of the national picture has led to an inability to develop
consistency and standardisation in this area. Whilst the challenges faced by vulnerable young people
increase and become more complex, funding opportunities to intervene become equally more
complex and services are less able to access opportunities to contribute to Early Intervention.
A lack of common language between services has led to a lack of opportunity to network, share good
practice and standardise where appropriate. It has undermined the legitimacy of these important
interventions and hindered professional development of the content and resource required to deliver
it. External Partners, government, HMICFRS, stakeholders and Agencies can’t identify the work of
services collectively as Early Intervention because it’s so variable and lacks a clear definition and
informed, evidence based content.

4.3. Recommendations to Workstream for Strategic Journey
→ Give a definitive strategic position of the role of Early Intervention at Fire and Rescue Services
and some standards to enable self-assessment
→ Enable Services to communicate their strategic position effectively
→ Produce EI FRS Implementation Framework to create platform for further product
development and guidance for Staffing and Funding models
→ Introduce Theory of Change and Logic Model concepts to programme development practice
highlighting the importance of developing protective factors to reduce vulnerability and
improve outcomes
→ Offer deeper consultancy support to services at the point of strategic change
→ Facilitate smart networking, linking services of similar positions directly and through workshop
groups
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→ Focus on support, guidance and sharing good practice around staffing and funding
→ Facilitate structured activities which network the sector such as Show and Tell/Service Case
Study Days (Priority - Wales, Cheshire, West Yorks)
→ NLO prioritise meeting with Scotland to discuss the journey, challenges and benefits of their
unified approach.

5. Aspects of Functional Implementation
To deliver an effective intervention, there is significant infrastructure required. This section will
explore how services implement their Early Intervention provision including staffing, funding and
evaluation. Information was collected about this through a range of discussion questions, supported
with data.

5.1. Observations of Funding
Funding was secured from multiple sources: internal core funding, direct commissioning from youth
partner funding, direct funding bids, partner receiving funding bids and commissioning, government
grants/funds.
•

•
•

•
•

seven services got external funding from one singular source to use for different groups from
different partners, this was normally complemented with internal budgets, many of these
services were entirely dependent on this external source and felt unsustainable and at risk.
four services were commissionable and did get some external funding but were largely
supported by internal funds and it was very rare to be commissioned.
four services had a mixture of funding bids, internals, external and direct partner
commissions, 2 of whom were confident and successful in their commissioning model, 1 was
new to the process and the other was struggling.
one service was entirely internally funded
six services had no internal or external source of funding.

Funding was often a major concern and limited all aspects of the interventions, it pays for the staff
and without them, services can deliver nothing unless they have dedicated internal established posts
which was rare.
Ten services were able to state their external charge out per programme the other 12 services either
didn't have a programme or didn't charge out per programme due to internal funding, government
funding or the amount could not be quantified. Three of the services who had an external charge out
rate rarely actually charged a partner direct, they were internally funded but offered additional
programmes at the stated price which was largely unsuccessful.
The data showed that from 10 of the services who were able to provide their external funding
revenue, £1 million is generated from external sources and contributed to internal budgets to deliver
interventions.
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To enable the NLO to compare like for like, the external charge per programme was divided by the
delivery hours per programme to give an hourly charge out rate. This charge out rate was always
supplemented by an internal budget and not the total hourly cost. This calculation could be applied
to 10 services.

Hourly Charge Out Rate to External Partners
£250.00
£222.00
£200.00

£150.00

£132.35 £128.57

£120.00

£100.00

£85.71

£76.19

£71.43

£65

£61.54

£50.00

£35
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10

Service

The range varied widely from £222 to £35 charged out per hour. The data was correlated to service’s
total delivery hours and service's feeling of security and there were no conclusions to be drawn linking
the hourly charge out rate to success.
Data was collected about internal budgets but the results were based on so many variables, it was
difficult to make any comparable conclusions from it.
The data was used to calculate a “contact hour value” by dividing the annual delivery hours by the
total costs (internal budgets plus external revenue for the year). The resulting range was disparate
from £530 per hour to £103 per hour. Although this calculation was pieced together with variables, it
revealed a significant finding: when services are ranked highest to lowest for “contact hour value”,
the four most expensive services have recently lost funding or under significant review. Meanwhile
the three services with the lowest contact hour value, report they are more secure, sustainable and
satisfied with their interventions. They are also three of the five biggest services by delivery hours.
Funding bids were noted as incredibly time consuming and often require services to do additional
work to meet the need of the partner but the process of writing funding bids often forced a more
explicit and focused understanding of the provision such as the Welsh Government funding bid. Other
services became hampered by the outcomes of the funder rather than then service’s prevention need.
There was a distinct difference in services’ commercial understanding depending whether they cost
recovered from funding bids, directly form agencies (such as charging schools) or were internally
funded. The finances are often quite complicated due to a mixture of internal budgets and external
income, it requires a particular commercial and financial skill set and this was clearly very different
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from service to service. Services with more commercial acumen were better able to plan for
sustainability and juggle both internal and external funding streams. They had been through more
accurate financial scrutiny and were better able to make cost savings.

5.2. Observations of Staffing Models and Resources
In total there are 455 staff involved in the delivery of Early Intervention programmes at the 22 services
sampled. In the breakdown of staff type, you can see 75% of the work force are Operational staff doing
casual hours contracts and 12% are Youth Specialist Non Operational.

Number of People Engaged in Early Intervention by Type of
Staff
Seconded Operational
Other

12
15

Managers

33

Youth Specialist Non Operational

56

Operational Casual Hours

339

When the number of hours each type of staff spends doing Early Intervention is calculated, it shows
that 54% of the hours are from Youth Specialists, 20% from Managers and 12 % from Operational on
Casual hours.

Hours Engaged in Early Intervention by Staff Type
* These hours are mostly all front line delivery hours
**since data was collected, these staff have been redeployed
*** Some Managers at small services are also delivering front line

Other

Operational Casual Hours *
Seconded Operational **

623
16,086
19,364

Managers ***

28,459

Youth Specialist Non Operational
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When these figures are corelated:

It’s apparent that the workforce is predominantly made up of
•
•

a lot of Operational staff doing a few hours each (majority of which are front line delivery)
a few Youth specialists and Youth Managers doing a lot of hours each (some of which are
frontline delivery)

Staffing Models varied but when the number of staff per cohort were tallied, this was the finding:

Number of services using that number of
staff per cohort

Comparison of Staff numbers per cohort
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Where there were more than five staff, it was common that a Youth Specialist member of staff coordinated and delivered the interventions alongside five Operational staff. This was often a financial
burden and created significant logistical challenges. These services genuinely felt these staffing levels
were essential and that there was some historic guidance that stated this was the minimum staffing
level but no-one could provide the exact guidance.
In the scenario where there were two staff at least one was a Youth Specialist. One service had
recently reviewed costs and had reduced from four instructors to two. Whilst it had affected the range
of drill ground activities that could be done, there was no feeling of adverse impact on outcomes.
Across four services, a total of 12 Operational staff (equating to 10.3 FTEs) were internally seconded
to Early Intervention posts, however more recent information shows 10 FTEs have been redeployed
due to youth provision reviews and funding.
Four services had agreements in place with the referring partner that they must supply an
Engagement Support Worker to accompany the group. These services had cohorts from one referring
partner rather than a mixed cohort. A few services had PCSOs, volunteers, prevention assistants,
apprentices who complemented the staff team on occasions but this was not common practice.
Staffing ratios varied from 1 staff:10 young people to 7 staff:10 young people. If young people are
more complex, some services are increasing operational staffing to compensate. Some services with
a high ratio could not believe that others operated safely, effectively and successfully with a 1:5 ratio.
Services who reflected they were more competent in youth specialism were less fazed by young
people with more complex needs. Four services had variable staff ratios which flexed to meet the need
of the activity but maintained some continuity in a core team throughout the programme.
Several services reported that their skill set didn’t meet the need either as a Non-operational staff
delivering operational tasks or more commonly as an Operational (Casual Hours) member of staff
delivering to complex young people. A couple of services were confident that they had sufficient
training in place to upskill their operational staff, whilst four other services had designed packages to
upskill their Youth Specialists to deliver drill ground activities.
Multiple services expressed concerns with upskilling their Operational (Casual Hours) staff. Whilst all
Instructors were acknowledged as passionate at working with young people, many lacked an up to
date understanding of the approach to behaviour which challenges us, vulnerable children and young
people and a strategic understanding of the role of the FRS in achieving early Intervention as opposed
to being punitive. Some services described situations where the behaviour of young people was
complex and staff were challenged beyond their ability.
However, when observed, the way staff engaged with young people was outstanding and developed
relationships, respect and a sense of security. One service was so in tune with the engagement of each
young person in the group, that no child had any moments of disconnect, they were given constant
support. This service had particularly high staff levels and there were seven staff with one cohort.
Some services talked about the incredible connection the young people felt to the Fire Service from
being on a programme, this was more often when it was the 1 week model and a more intense
relationship was developed. It was often referred to as being part of the Fire family.
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5.3. Observations of Evaluation and Impact
This was an area for concern for many services. Many wanted to know if what they were doing actually
worked, and very few were able to answer that with confidence. It’s common to have significant
anecdotal evidence coupled with some simple learner journey data (before and after) but none of this
measured the impact that services were aiming to have in the first place. A few services were engaging
external evaluation contracts. It was apparent that services had not faced much scrutiny around this
but the Managers across the sector aspired to get smarter about this to be assured they were
delivering effective interventions. Only one service referenced an explicit evaluation policy. There was
a lack of guidance across the services sampled about how and what to measure. Subsequently services
were not able to use evaluation to make improvements to interventions so that they achieve the
outcomes linked to the service’s broader prevention strategy. Improvements made were often more
practical, logistical adaptations from young people’s course evaluations for example about the menu.
Most services were doing a course evaluation which was enabling young people to give feedback
which was helpful to trainers to improve their provision. Some services got feedback from partners
and parents. In most cases these did not measure the impact the service was seeking.
Nearly all services had excellent anecdotal evidence of life changing experiences and many had some
great case studies.
Several services had evaluation documents which were subjective and outdated, where for example,
a parent or partner might score a child’s behaviour or attitude.

5.4. Interpretation of Functional Implementation Findings
The confusion around what is impact measuring, what is evaluation, what should we be measuring
and evaluating is crucial to unpick. Funding bids are increasingly looking for applicants who have proof
of “what works” and HMI are clear that all work should be supported by robust evaluation.
An effective impact measurement and evaluation process is essential in driving the change that
services are aspirational for. On a national scale, we are unable to collect useful data and robust
evidence that proves our interventions are responsible for the intended outcome. With some
standardised evaluation tools, built on an evidence based logic model, services would be able to
compare outcomes, find what works best, be in a better position to secure funding and have a higher
quality impact on more young people.
The cost of staffing models with high ratios is fundamentally unsustainable and is not an effective way
of supporting more complex young people. With continuing cuts to budgets and increasing pressure
to cost recover and the ongoing scarcity of funding pots, it is essential we get our price point right.
Undergoing financial scrutiny either internally or due to external funding leads to more confidence
about efficiency and smarter ways of working.
The combined high ratio of staffing, significant administration processes, commercial requirements
and the level of physical resource required, leads to a level of resources intensity which is
unsustainable and puts additional pressure on staff. The effectiveness of high staff ratios needs
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reviewing in light of findings from other services who operate safely with lower ratios and have a lower
more sustainable price point
The NLO noted an excellent range of skills and specialisms within the FRS youth sector. We often refer
to those working with young people at services as having a youth specialism, however we need to be
more explicit what aspects of this competency we need in FRS Early Intervention delivery. In general
staff are expected to deliver both practical, theoretical and behaviour change training and learning to
complex young people, therefore a blend of competency in working with vulnerable young people and
an ability to teach an alternative curriculum would be ideal.
Whilst funding is often seen as a strategic challenge, some have been forced to adapt to current
climate because they are externally funded and this has driven change more aligned to the current
needs of partners and young people.
Whilst issues around staffing and funding were raised on several occasions and there’s some clear
need for support in these areas, the professional standard of the staff at all levels and the desire to
make real change for young people who need it most was outstanding. Across the UK there’s a good
high standard of youth specialism combined with an excellent ability to deliver engaging operational
practical activities. There were multiple Managers from both a youth and operational background,
who demonstrated a high standard of aptitude for all aspects of their provision and lead passionate,
highly skilled trainers and instructors. Collectively, the upskilling that is required is highly achievable.
There was significant desire to network and share learning around all the themes explored. During
and after the service visit, the NLO sought to make connections and share knowledge and there was
hunger for this which has led to subsequent connections between services and the sharing of
knowledge to improve practice.

5.5. Recommendations to Workstream of Functional Implementation
→ Thematic networking activity
→ Make a Workplace account to facilitate discussion with a file share point to create a platform
for resources such as contracts, etc which can form base templates.
→ Create a good practice sample guide from all the examples suggested by services
→ Develop definitive national standards for competency for both drill ground and youth
specialist activity with an overarching aim of achieving a workforce with dual specialism
→ Recognise the two specific skill sets within “youth specialism” 1) supporting vulnerable young
people, 2) delivering alternative curriculum. Develop training opportunities to support
→ Give definitive guidance on staff ratios
→ Significant focus on Theory of Change
→ Advocate for established Youth specialists Posts accessible to all services to ensure a stable
foundation to develop effective Early Intervention
→ Advocate for specialist, Youth competency on the front line
→ Give guidance on robust evaluation process and standardise evaluation tools
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6. Data
Collecting data for this provision has never been done before and as a result, services collected data
in different formats. There was no standardised measuring tool. Services were asked to provide
quantifiable data for the areas outlined in Appendix 3 and where the data was rigorous and
comparable, it has been included in the findings.
The details of the findings are in Appendix 4 and have been used throughout this report to inform the
different sections presented.

6.1. Key Findings from the Data Collectively
22 Fire and Rescue Services collectively delivered 672 Interventions totalling 10,101 delivery hours to
7091 young people, 71% of whom had complex risk factors.
This was achieved using 455 staff for approximately 140,202 hours.
This sample represents 46% of services. If the data is used to represent 100% of services, we can
estimate the following details for the whole of the UK:
•

•
•
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FRS EI workforce is 989 people and does 304,786 hours work per year
o 72 Youth Managers (38 FTE)
o 121 Youth Specialists Non Operational (100 FTE)
o 26 Operational Staff seconded to Early Intervention (22 FTE)
o 737 Operational Staff doing 35,000 casual hours
o 33 Other staff engaged for 1,354 hours
21,959 hours of interventions are delivered
15,415 young people do interventions in 1461 cohorts
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7. Interventions
The size and shape of interventions was discussed as well as the content and outcomes services were
aiming for in response to either funders, local need, partners and what we know young people engage
with.

7.1. Summary of Observation of Intervention Content and Features
There are several names currently in use to describe packaged Early Intervention programmes (see
Appendix 2). Some services might use the same name but the content may have been developed to
meet local needs and resources. The range of interventions at visited services are summarised in
Appendix 6.
The Mode of delivery varied:
•
•

•
•
•
•
•

ten services deliver the traditional 1 week model, often referred to as LIFE and versions
similar like Firebreak and Phoenix as the main offer.
three services deliver an extended model where the programme is delivered over approx. 10
weeks in full day or half day sessions. Weekly sessions over eight weeks meant longer but less
intense relationships achieved in the 1 week programme.
two services offered a range of interventions which included both the traditional and
extended model amongst others.
one Service offered a year long intervention made up of three specific short courses.
six services delivered either no interventions or some bespoke sessions or projects.
five services also had an intensive one-day intervention as well as the traditional/extended
model.
three services also had programmes which lasted at least 1 year and were reminiscent of the
Young Fire Fighters approach of offsite school provision, two still had the BTEC attached. One
Service had adapted to be fit for purpose while the other two felt it was no longer meeting
the needs of all stakeholders. This approach presented various challenges for the three
services such as the effect of low retention leading to inefficient delivery towards the end.

The delivery hours per programme varied. The age groups targeted are mostly secondary age and
the cohort sizes were very similar, most are 10-15 young people per group. (see Appendix 4)
Services gave approximate break downs of the number of young people in each age category and 90%
were Secondary aged, 7% were Primary and 3% were Post 16.
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Age Groups of Young People on Programmes by
number of young people
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The content of the programmes was similar at the vast majority of services:
•

•
•

•

•

14 services deliver a similar approach that is a combination of practical drill ground activities,
interspersed with various safety messaging, in which the subsequent experiential learning of
personal development (often team work, communication skills, problem solving, raised selfesteem) is nurtured through the relationships and mentoring. Young people are in firefighting
kit and physically active for a significant part of the programme.
One service delivers personal development explicitly as its primary outcome, using practical
drill ground activities interspersed with various safety messages
One service delivers a very diverse three staged programmes which include all the features of
the usual approach but lean more strongly into personal development and includes a
residential
One service delivers a programme which is less focused on fire service aspects and more on
broader youth subjects, personal development and employability and includes several off-site
visits and minimum practical FF activity
three services had bespoke projects responding to local circumstances

The traditional 1 week and the extended models broadly described a programme which developed
practical skills and team working through drill ground activities, interspersed with safety education
(relevant to both FRS prevention and broader partners), and which build increasing confidence and
stronger relationships throughout the course of the intervention.
This was concluded with a pass out parade where young people demonstrated their practical skills
and they received a certificate. This was recognised as a crucial point to engage with the parents and
funders as well as celebrating achievement. Some services identified that, whilst a pass out parade
was important, it should not be the driving force of the programme and its content. Many had made
changes to the time spent in preparation for this and replaced it with other activities more aligned to
what the young people needed to develop to meet the intervention objectives.
The content of the traditional and extended models was often very diverse and fast paced with a range
of activities designed to keep the young people active mentally and physically and engaged. This was
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highlighted as both a necessity and a strength by services. As a result, a range of learning styles were
met and services reported high levels of engagement.
Most of the services said they adapted the content to lean into the needs of particular groups. The
discussion about this, highlighted the different ways this was achieved; by adding a specific safety
message, such as ASB or Mental health, by inviting a different guest speaker, adjusting the practical
content to be more achievable or more challenging, by increasing staffing. One service recognised that
the adaptations happened dynamically during the course of the delivery to adapt to the development
of the group during the task and the individual learning journeys but that this was a specialist skill
which had been developed in the training staff.
The one day interventions were often targeted at young people who were more complex, at the
targeted indicated end of the spectrum, and it was felt they might not cope with the longer
programme. Whilst there was evidence of personal development on these sessions and some practical
activity, they were more heavily weighted towards cognitive safety education around a specifically
identified needs, such as RTC or ASB that was made more engaging with a practical feature. Some
services had a bespoke version of this that they simply developed ad hoc in response to various
requests coming in.
Whilst Services had often included some health and wellbeing content in a classroom activity, only
one service had designed a specific programme developing physical and mental health. Six other
services expanded to say their programme was underpinned by health messages and included fitness
sessions. One service had adapted their traditional programme to be very specifically for a cohort of
girls all struggling with anxiety.
Providing food for young people was a high priority and 14 services served both Breakfast and Lunch,
one offered lunch and one offered healthy snacks. This equates to approximately 5211 lunches served
in the year and 4347 breakfasts. Whilst this may seem like a trivial piece of information, it is quite a
significant task to undertake and clearly underpins the young person’s health and wellbeing to be able
to do the interventions.
Many services identified a desire to do more with the young people after the end of the programme
but those who had trialled this reported it was ineffective and didn’t deliver worthwhile results for
the effort it took. Other services were less concerned about this as the young people continued with
the referring partner.
Many services reported that the programmes needed to have significant practical content to keep the
young people engaged and that classroom sessions were often the least desirable aspect and caused
more challenges. As a result, most programmes have a high level of practical drill ground activities or
other physical activities.
Words like respect, behaviour, consequences, communication skills often featured as part of the
descriptions of programmes and the way we judge young people. On many programmes, young
people received a daily score from instructors about their “behaviour” and “attitude” amongst other
topics.
Three services described how personal development learning was delivered through “subliminal
messaging” rather than upfront, this was evident at other services too. For example, a programme
might claim to teach community citizenship, but this would not be presented to the group overtly as
an expected learning activity or be set in the learning outcomes. More often than not, the personal
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development learning aspects of the programme were achieved through experiential learning that
was referenced throughout the programme but not explicitly taught.
Services reported that by including diverse content they were aligned to a wider variety of partner
and funder agendas.

7.2. Analysis of Intervention Content and Features
In many services, the interventions were promoted as personal development programmes, but in
reality, the majority of the content was primarily focused on developing firefighter skills and delivering
various safety messages; the personal development was secondary or a bi-product of the experiences
they were exposed to. In some cases, this achieved successful results, in others services reported
uncertainty of the value, a lack of engagement and a general feeling that this approach no longer
suited the young people they wanted to support. It was obvious to many that young people enjoyed
the intervention but was it really meeting the needs and making the difference they were seeking.
Whilst it’s true that the young people on Early Intervention programmes are “hands on” and we
should be using an experiential learning approach, we must recognise that the experience provides
the platform for learning – it’s not the learning itself. Setting the learning outcomes and reflection
activities of the experience develops the learning. The learning outcomes need to be transparent to
the young people and explicitly evident in the activities they are doing, not delivered subliminally or
as a bi-product of the activities. The learning outcomes and review activities should nurture the
learning which meets the impact we want to have – i.e. increased resilience, healthy relationships,
positive aspirations.
Sometimes programmes were so fully packed, that the overarching narrative and learning journey
was lost and it was at risk of being more of an intense activity programme rather than an intervention.
There were some examples of objectives being spread too thin because the programme was so
diverse. Young people were kept actively engaged but the overarching narrative was diluted. The
original intention of the service to reduce vulnerability and intervene to improve outcomes, was not
explicit to the young people in the content of the programmes.
There was a significant gap in Post 16 Interventions. Often this age group is not available to do a
traditional or extended programme due to the mode they are engaged by other partners such as
youth offending for example.
Whilst the personal journey was anecdotally celebrated throughout all programmes, ultimately young
people, more often than not, did a drill ground performance of their practical skills as a way of
celebrating achievement, many got qualifications which awarded achievement in FF skills, which
often had some personal values explicitly included. Services could explore other ways of celebrating
achievement that are not hinged on the demonstration and achievement of practical skills.
In light of the increasing evidence around diet, physical and mental health and wellbeing and its
connection to future outcomes which are associated with our target risk factors such as deprivation,
social isolation and medical needs, it is essential that this area is developed.
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7.3. Recommendations to Workstream of Intervention Content and Features
→ Package Crash and Burn to model delivery of resilience development and provide post 16
intervention
→ Produce inventory of interventions and service contacts
→ Facilitate the development of resources and practical activities which put the personal
development at the fore front of the content, informed by evidence of what works such as
protective factors
→ Facilitate the development of resources which support health, wellbeing and emotional
development
→ Produce an Intervention Content Framework (for the traditional/extended model)
• Give guidance and sample activities and resources for each aspect of the programme
content
• Giving guidance and support for building a programme and learning journey that is
linked to the intervention objectives and complexity of young people
• creating structure that enables the sharing of good practice
→ Explore need for primary school aged intervention
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8. Young People
8.1. Summary of discussion about Young People
Many services are reporting a change in recent years of the risk profile of young people they are
engaging with.
This has led to an increase in targeting young people with low – self-esteem, anxiety, multiple trauma
experiences, SEN, lack in aspiration, LAC, health issues, risk taking behaviour, etc.
In total 7091 young people did an intervention. The majority of these (approx. 6350) were secondary
age. The services that worked with primary aged young people targeted year six and focused on
children who would struggle with transition to secondary education. Several services expressed
interest in working with primary schools.
Services were asked to give a generalised breakdown of their young people in terms of their
complexity and collectively they reported that 71% of the young people they were working with had
specific identified active risk factors (Targeted Indicated) and 27% had broad demographic risk factors
(Targeted Selective).

Complexity of Young People on Interventions *
Low Risk
2%
Targeted
Selective
27%

* Services were asked
to generalise a
percentage split of
their young people
into these categories,
data was not obtained
by researching each

Targeted
Indicated
71%

Services anecdotally reported they are seeing increasing number of young people with multiple
complex issues. Services in almost every county were reporting the influence of county lines and many
also reported gang membership as a significant challenge for young people in their communities.
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8.2. Analysis of discussion about Young People
The Fire and Rescue Service is clearly a trusted partner who is able to get referrals of the most
vulnerable young people from a very broad range of partners. We have an incredible opportunity to
make a real and lasting impact on these complex young people.
The desire to work with a broader demographic of risk factors goes hand in hand with a change in the
way we understand young people through studies like ACE’s and Trauma Informed Practice. It reflects
service’s desire to broaden their target groups to all vulnerable young people and truly deliver “early”
intervention rather than just targeting those who are actively engaged with anti-social behaviour. It
is encouraging that services are already moving rapidly in this direction and have aspirations to
continue in this direction.
The way in which cohorts are formed and the referral process had a significant impact on the
administration workload with sometimes excessive work being done to collate significant information
about the young person. When front line staff were questioned about the usefulness of the
information gathered, they said that the young people were very different to the information
gathered, or that they would rather take the young person at face value, therefore rendering the
administrative work redundant. Other services didn’t collect so much information because the cohort
was attended by a support worker but administrative work around any safeguarding needs and
specific support needs was gathered. Streamlining this process but without compromising
safeguarding, would give some services better efficiency to reduce costs and deliver front line contact
rather than administrative processes.

8.3. Recommendations to Workstream relating to engaging Young People
→
→
→
→
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Share efficient practices around referral models
Define competencies for the youth specialist skills for more complex vulnerabilities
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9. Self-Reflection and Aspirations
A section of each visit was also used to enable reflective discussions about service’s current and
aspirational position through the use of three reflective tools.

9.1.1. Reflection 1 – Complexity Matrix
Reflection 1 is a Matrix tool (Appendix 7 ) where services were asked to plot their intervention on the
matrix with reference to two axes: complexity of young people and complexity of their intervention.
They then plotted their anticipated position within 12 months and their aspirational position beyond
that.
The matrix is then intersected with diagonal lines correlating to the matrix score and the competency
of the service to deliver to the level of complexity required is reflected on.

9.1.2. Reflection 1 – Findings
There were no stand out identifiable trends from this activity in terms of a collective desire to move
one way or another but overwhelmingly services felt the task “helped us to really understand” staff
competency in relation to complexity. It opened up the spectrum of different levels of complexity for
both which young people to target and what intervention to deliver, as well as how that corelates to
the competency of the service. It was apparent that most services had not had an opportunity to
strategically discuss their interventions as a legitimate professional offer and that there were no tools
to aid this type of discussion and inform strategic thinking.

9.1.3. Recommendations to Workstream - Reflection 1
→ Develop this tool and supportive consultancy to enable more strategic thinking
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9.2.1. Reflection 2 – Learning Domains
The three domains are from Blooms Taxonomy of Learning. For the purpose of this review, they
broadly represent the following:

Services were asked to divide the value of 15 between the three learning domains to reflect the
content of their current intervention. This was then discussed in light of the impact they had stated
was their goal. They were then asked to attribute the value of 15 for their aspirational position.

Collective Current and Aspirational position of
Learning Domains
45
40

42

35
30

37
33

31

30

25

27

20
15
10
5
0
Psychomotor

Cognitive
Now
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In all, except for one service, there was an aspiration to reduce programme content that achieved
learning in the psychomotor domain. In half the services there was no aspiration to change the amount
of learning in the cognitive domain. In all, except one service, there was an aspiration to increase
learning in the affective domain.

Percentage of Change needed to achieve Aspirational
Position

Affective

10

Cognitive

-1

Psychomotor

-9

-15

-10

-5

0

5

10

15

These changes collectively accounted for a reduction of 9 % in the psychomotor, a reduction of 1% in
the cognitive, and an increase of 10% in the affective domain.

9.2.2. Reflection 2 - Interpretation
This reflection activity was pivotal at some services to recognise that the outcomes they seek were
not being met by the objectives they were delivering. It was a "lightbulb moment" for one service
about forming more compelling prevention narrative and focusing on personal development to
improve outcomes.
The aspirational position of services is to do more work with young people which involves developing
their values and beliefs, self-efficacy, aspirations, relationships and mental resilience. This reflects the
general strategic movement of services and the increasing need of young people to cope with life’s
challenges and reduce vulnerability.
This must be achieved not by simply cutting out practical tasks and increasing classroom sessions
about personal skills but by smartly reframing the learning achieved on practical tasks.

9.2.3. Recommendations to Workstream - Reflection 2
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→ Facilitate development of a range of standard Drill ground activities as a resource which
explicitly teach affective domain outcomes

9.3.1. Reflection 3 – Feeling of Security
Reflection 3 was a quick-fire question round to assess the gut feeling of security around key themes
such as “lack of resource” or “well resourced” (See Appendix 8).
The results from Self Reflection 3 were tabled to give each answer a value. For example,
Understaffed=1, in between=2, Overstaffed=3.
Red areas show of a feeling least security and green areas of most security.

Self Reflection Task 3
Collective Feeling of Security around Key Themes
Staffing Levels

33

Product Development

35

Funding

35

Training

38

Meeting local need

38

Supervision

39

Known Impact

41

Resources

41

Blocked/Free

44

Sustainability

45

Aligning to Principals of EI

46

Integrated/Silo

47

Growing/Shrinking

48

Informed/Guessing

49

Strong/Weak

50

Feeling Supported

51

Feeling Ambitious
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Collectively, services report that the 5 areas they feel most secure with are:
•
•
•
•
•

Feeling Ambitious
Feeling Supported
Feeling Informed
Feeling Strong
Growing

The 5 areas they feel least secure with are:
•
•
•
•
•

Staffing Levels
Product Development
Funding
Training
Meeting local need

9.3.2. Reflection 3 – Interpretation
These results show clearly that services across the UK feel optimistic, strong, supported and ambitious
despite being most concerned about staffing levels, lacking funding and needing training. There is
incredible ambition throughout the network and no doubt the apparent insecurity around meeting
the local need and feeling secure in the product being delivered, will be causing significant frustration.
The needs identified in this reflection are all practical rather than cultural. It is within the scope and
capacity of the workstream to develop the network to harness this ambition and facilitate some
logistical, tangible solutions with services.
It’s worth noting that staffing levels are highlighted as an area of insecurity when the interpretation
of staffing models section discusses some examples of extreme resource intensity around staffing. In
some cases, staffing levels were perceived to be low because the expectation was to have such high
levels of staffing.
There were some occasions when operational and senior managers were in the meeting together and
there was some disparity between answers which lead to interesting discussions. The activity in its
self, the process of self-reflection was a useful tool for generating discussion around the perceptions
of their current position.

9.3.3. Recommendations to Workstream - Reflection 3
→ Facilitate networks to harness collective positive ambition of the sector
→ Prioritise recommendations which address staffing, product development and funding
→ Use tools as part of service support to generate useful self-reflective practice
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10. Considerations for Services
This service exploration and subsequent report has been written for the purpose of informing the
NFCC’s next steps based on what services need. It does not deliver any solutions which are
immediately actionable by services, however the recommendations will lead to tools which deliver
the solutions needed most.
In the meantime, some services may wish to take action in light of the findings of this report or as a
result of the service visit experience. In which case it will be useful to consider the following questions
around the key areas of the findings.

10.1. Considerations for FRSs for Strategic Journey
❖
❖
❖
❖

Have you got a strategic vision for Early Intervention?
How is it communicated and how well is it understood internally?
How well is the vision aligned to the general prevention strategy and IRMP?
Are you networked with other services so that you can understand your own position within
the national context?
❖ Do you review evidence from external sources to steer your strategy?
❖ Has your provision changed its style, content, teaching and learning approach in the last
decade, if not, why not?
❖ Are your intended impacts linked to your learning outcomes?

10.2. Considerations for FRSs for Functional Implementation
❖
❖
❖
❖
❖
❖

How many staff do you use and are you using them efficiently? How do you know?
Is your charge out rate appropriate to the funding available for young people?
Have you recently explored different local and national funding avenues?
Is your funding source secure? Could you broaden the sources to make it more stable?
Are all your team engaging with Workplace to share good practice?
Have you done a Training Needs Analysis that’s informed by the skills needed to deliver
current practice? Have you asked other services how they do this?
❖ What theory underpins your evaluation process? Are you clear about the difference between
evaluation, outputs and impact measurement?
❖ Do your learning outcomes align to your intended impacts?
❖ If you are still scoring “behaviour” or “attitude” then stop!

10.3. Considerations for FRSs for Intervention Content and Features
❖ Are you actually teaching young people what you really want them to learn or just hoping they
pick it up through the experience?
❖ Are your Learning Outcomes informed by a logic model?
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❖ How are your learning outcomes aligned to the development of protective factors which we
know work as an intervention to reduce vulnerability?
❖ Is your programme content dictated by a Pass Out Parade or is the Pass out Parade a
celebration of the learning journey and achievements?
❖ How can you be creative to deliver more personal development learning in a practical way?
❖ How is your programme explicit to young people about the importance of their wellbeing and
deliver activities to enable them to improve their own?

10.4. Considerations for FRSs relating to Engaging Young People
❖
❖
❖
❖

Do you have the competency for the range of complexities in your groups?
Is your impact and effectiveness being diluted by taking such a broad range of young people?
Is your referral process really serving its purpose? And is it efficient?
Have you considered working with young people further upstream and how can you present
a firm business case for this in your area?

10.5. Considerations for FRSs from the Reflection Activities
❖ Other than an annual report to your relevant governance, how do your review and reflect on
your performance as a department and as an effective intervention?
❖ Do you have some basic teaching and learning theory skills in the team that are used to
construct your programmes?

10.6. Considerations for FRSs linking Impact and Learning Outcomes
After discussing the impacts services are intending to have and reviewing the common risk factors of
the broader vulnerability demographics services are keen to work with, it’s anticipated the
workstream will focus on guiding interventions to develop proven protective factors as the mechanism
for change. There are many proven protective factors. The workstream will focus on the ones which
are the best fit for the FRS: within our competency, with our remit and what makes sense to young
people to learn whilst with us.
Initial thoughts are to focus on the following four but there will be consultation before a commitment
is made.

Resilience
Healthy
relationships
Self-Efficacy
Aspiration
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pillars of resilience, positive outlook, self-care, wellbeing, managing
emotions
supporting and being supported by others, feeling like I belong, being
part of the #firefamily, peer influence
growth mindset, perseverance, grit, determination, failing better,
creativity in problems solving, understanding impulsivity,
identifying positive role models, celebrate achievement, self-esteem
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If you are a service who is in a position to progress your interventions and wish to align them to the
evidence of what works, then you could move closer to delivering against these key outcomes and
using them to measure impact.
There is considerable work to do to remould interventions in line with whichever protective factors
we choose to use as our mechanism for change. Evaluation tools, practical and class based activities,
funding bids, marketing, etc, can all be underpinned by what we know works from the information
gathered both internally from UK services and externally from the evidence included in multiple
government reports.
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11. Conclusion
The Workstream’s objective, to explore existing Early Intervention provision across UK Fire and Rescue
Services in order to make decisions on how best to meet Services’ needs, is now complete. The findings
have been collated to present the national picture, analysed and used to inform the next steps. This
exercise has elevated Early Intervention as a legitimate, professional Fire and Rescue Service
prevention activity and identified scope to raise it further.

The exploration has revealed a wealth of enthusiasm and resource to move more in line with current
Early Intervention practice. Services are keen to develop interventions for a broader demographic of
vulnerability. Support is required and welcomed by services to guide them in delivering good practice,
informed by evidence of what works. Interventions can now be adapted and designed to tackle risk
factors directly or develop protective factors which enable resilience in young people and reduce their
vulnerability.

Staffing and funding are key challenges but are not insurmountable and a supportive network can
alleviate struggling in isolation and invite shared innovation and confidence to progress and change.
Aligning CYP strategies to current practice and government agendas to deliver outcomes which
support a service’s core business, with a standardised evaluation and impact measurement approach
will improve service’s ability to attract both internal and external funding.

The proposed next steps: to develop three products, foster a strong network and support the
developing journey of services, will enable us to collectively reframe FRS Early Interventions. The
workstream is assured by the findings that the proposed objectives are welcomed by services and they
are in a position to contribute to and use guidance and products to meet service users’ needs.

The process of collecting the mapping sample has sparked interest in the next steps, and support from
the NLO has proven beneficial to some services already. The service visit was described as “a breath
of fresh air” by one service and it was "great to meet with people who are committed to quality early
intervention, the future is bright!” by another. The NLO will prioritise engaging with services who
have not been part of this task to ensure their needs are met and they can contribute to future
objectives.

The opportunity for Youth Managers to take stock of their position and reflect on their journey,
position and aspirations, specifically with a person who has in depth knowledge of other services, has
prompted services to act and develop provision. One of the reflection tasks was described as providing
a service with a “lightbulb moment” in rethinking their narrative and how they achieve outcomes with
young people. There have been a number of impacts already achieved by services, simply as a result
of going through this process: “the work you are doing is transformative and you have already helped
us so much.”
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The NLO, Jo Hardy, directly thanks all colleagues for the privilege of sharing and collecting their
journeys, challenges and aspirations to create this report. It has been an extraordinary and inspiring
task that lays the foundation for unity, progression and better outcomes for young people. Together,
we have put Early Intervention at Fire and Rescue Services on the map and we can now plan the next
journey.

The workstream is optimistic to work with services to provide tools, support and resources which meet
the collective need and align to national policy and external advice. The Covid Pandemic has had a
major impact on Services’ capacity to deliver Early Intervention programmes but it has not hindered
our ambition to deliver to the high standard our community needs and deserves as we return to face
to face delivery.

"[We] can see the amazing possibilities to create a rich and diverse youth
intervention platform where we rethink the old, outdated ways and bravely
embrace the new" Service Youth Manager after engaging with the workstream.

To discuss this report or ask any questions, please contact jo.hardy@nationalfirechiefs.org.uk
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Appendix 1 – Barriers and Challenges to Progressing
Services were asked an open question without guidance, leading or prompts to identify any barriers
or challenges which hindered their progression or development. The 22 services identified 107 in
total. For the purpose of analysis, the NLO has categorised each comment into themes.

Thematic Barrier/Challenge to progression

Number of services
identifying

Staffing
Challenges

Need increased Non-operational staff/youth specialist
staff

3

Need increased Operational staff

3

Other Staffing issue (volunteer need, lack of both Op and Non-Op

22

staff, lack of consistency, fixed term contracts, Instructor contracts,
payments, role maps, detachments, extra payments, lack of specialist skill
and capacity in management, sickness, supervision, restructure)

Funding
Challenges

Funding is not sustainable/lack of funding/ lack of
commissioning model/partners with lack of
funding/unsecure funding

20

Other financial issue (financial "muddiness" - mixture of 3
internal and external funding, too resource intense,
costs too high)

Need for of Strategic Direction/Link to Core Business/SMT buy in

9

Need training on intervention and CYP/lack of youth expertise

6

Need more physical resource (kit, equipment, etc)

5

Geographical challenges: Access for young people, transport links, moving
staff and resource around

5

logistical and/or administrative efficiency is challenging

4

Meeting local need for and dealing incredibly complex young people (e.g.
ingrained multi-generational deprivation)

4

Product not fit for purpose/needs development/doesn’t exist

4

Misunderstanding of Early Intervention and vulnerable young people in
wider brigade

4
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Need improved impact measuring and evaluation

3

Currently undergoing review

3

Service is currently focusing on different aspect of work

3

Need improved partnerships and local intelligence

2

Not getting enough/appropriate referrals

2

Zero infrastructure, product, implementation guidance, funding

2

Other unique barriers and challenges identified include:
no one is asking for the data or proof of what works
Internal Politics
partners not understanding the FRS EI offer
keeping up with changes in legislation, partners, education
dealing with fast growth to react to funding bid
no authority to change anything
already at capacity across all aspects of implementation
incident data is going down and therefore lack of strategic need for prevention
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Appendix 2 – All programme names used
Firebreak
LIFE
EI LIFE
ARC (Action, Reaction, Consequence)
Phoenix Fire Champions
Phoenix Aspire
Phoenix Respect
Phoenix Pride
RESPECT
Firefly
YES
Beacon
Salamander
Sparc
Fire Fit
ARC (Achieving, Respect and Confidence)
GRIT
Shout
Firefit
Crash & Burn
Targeted Intervention Days
FireWorks
Crimes and Consequences
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Appendix 3 - Data Requested
Services were requested to provide the following quantifiable data/factual information about their
most recent 12 month reportable period:
Programme Details and
Data

Funding

Staffing Model
Number of people

Staffing Model
Full Time Equivalence
of salaried posts and
Hours of Casual
contracts
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Intervention Name
Intervention Content
Mode of delivery
Food Served
Age range targeted
No. YP Early Years
No YP Primary Age
No. YP Secondary Age
No. YP Post 16
Cohort Size
Number of Cohorts
Delivery hours per programme
Delivery Hours for a year
No. Yp Low Risk
No. YP Selective Targeted
No. YP Indicated Targeted
Total Young People
Externally Recovered Per Programme
External Hourly charge out rate
Internally Budgeted per programme
Internal budget Annually (not including Managers)
Total Cost per programme
Total annual provision cost: internal budget plus external revenue
delivery hours value calculator (calculated by NLO post visit)
Managers
Dedicated Youth specialists
Other Non-Operational
FT Operational
Casual Operational
Casual Non-Ops Paid
Volunteers
Placements
Managers
Dedicated Youth specialists
Other Non-Operational
FT Operational
Casual Operational (hours per year)
Casual Non-Ops Paid
Volunteers
Placements
Other hours
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Appendix 4 – Data Findings Detail
Data Collected

Details of findings

Considerations/Context/Note

Intervention Name
Programme Delivery Mode

23 different Intervention names in use listed in Appendix 2
10 traditional model - 1-week Monday to Friday (3 Services also offered a 1-day
intervention as well)
3 extended model - full or half days over longer period
1 offered a year long intervention made up of 3 separate short courses
2 offered a range of programmes of varying lengths, one of which is the
traditional model, one is the extended model, one is the 1 day
6 deliver either bespoke on no programmes
3 also offer year long programmes (half a day a week)
14 offered breakfast and lunch
1 offer lunch
1 offer healthy snacks as yp not there at meal time
6 NA

6 services had more than 1 Intervention

Food Provided

Target Age Range

Cohort Sizes

Delivery hours per
programme
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10 aiming at 13 to 16
6 offer over a much broader range between 8 and 25
2 have a distinct primary and a secondary offer
1 only did primary
10 service had between 10 and 15
6 had 10
6 NA
8 delivering approx. 35 hours
2 were longer at 52 and 65 hours
2 services had various programmes ranging from 5 hours to 70 hours
2 services had both a 35 hour and a 5 hour
1 service had both a 50 hours and a 12.5 hours
1 service had both a 50 hour and 35 hours

On The Map

Over the 22 services for the 12 months this
equates to:
TOTAL LUNCH 5211
TOTAL BFAST 4347

This is the capacity of cohorts, not the
actual start/complete figures
Dictated by school hours, travel time, half
day or full day
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Data Collected

From the 22 Service (46%) sampled

Representational of all services
(100%)

Total delivery hours for all services over the year

10,101 hours

21,959 hours

Total number of young people engaged

7091

15,415

Number of Cohorts

672
approx. 309 traditional or extended model
approx. 307 1 day interventions
56 bespoke
33 managers delivering FTE 17.3

1,461

56 non-operational Youth specialist staff
equating to 46 FTE, on estimated 35 hour
contracts this equals 75,670 working hours
12 Operational staff seconded/detached
contractually to EI posts equating to 10.3 FTE,
estimated working hours at 40 hour week is
19,364 (from 4 services and updated
information shows 10 FTE have been
redeployed following recent provision reviews)
339 Operational FFs on casual hours contracts
delivering 16,086 hours the majority of which is
contact time with young people

121 non-operational Youth specialist staff
equating to 100 FTE, on estimated 35 hour
contracts this equals 164,500 working hours
26 Operational staff seconded/detached
contractually to EI posts equating to 22 FTE,
estimated working hours at 40 hour week is
42,096

Other – includes Casual Non Ops Paid,
Volunteers and placements

15 people engaged for 623 hours

33 people engaged for 1,354 hours

Total number of Staff involved

455

989

Total number of staff hours

140,202

304,786

Managers
Youth Specialists Non-Operational

Staffing

Seconded Operational
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72 managers delivering 38 FTE

737 Operational Staff on casual hours contracts
delivering 34,970 hours
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Appendix 5 - List of Services who were visited and Services who were not visited
Services who were visited

Services who were not visited

Cambridgeshire FRS
Herts FRS
Suffolk FRS
Norfolk FRS
Northamptonshire
London
County Durham and
Darlington
Northumberland
Tyne and Wear
Cheshire

Bedfordshire Fire & Rescue
Service
Essex
Derbyshire
Leicestershire
Lincolnshire
Nottinghamshire
Cleveland
Cumbria
Greater Manchester
Lancashire
Buckinghamshire
East Sussex
Hampshire
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Dorset and Wiltshire
Shropshire
Staffordshire
Humberside FRS
North Yorkshire
South Yorkshire
West Yorkshire
Mid and West Wales
North Wales
South Wales
Merseyside
West Sussex
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Surrey
Avon
Cornwall
Devon and Somerset
Gloucestershire
Hereford and Worcester
Warwickshire
West Midlands
Scottish
Northern Ireland
Kent
Oxfordshire
Royal Berkshire
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Appendix 6 – Inventory of Interventions and Service Position
FRS and
Intervention

Summary of Service Position

Cambridgeshire
FRS
Firebreak

Manager has recently audited Firebreak and tweaked and
uplifted the content which was originally commissioned
from Essex. Work was needed to develop the infrastructure
around delivery. Manager very interested in the social
behaviours of young people and has added interesting
session on impulsivity. Currently 4 cohorts but keen to
expand to 12.
Well established LIFE Programme. Service is keen to meet a
high standard, interested to develop and have a
conscientious, proactive approach, mapping outcomes to
local gov strategy.

Herts FRS
LIFE

Suffolk FRS
It Can Wait
School Liaison
Officer
Norfolk FRS
No interventions
Northamptonshire
ARC (Action, Reaction,
Consequence)
1 day experience
for PT teams
London
LIFE (52) and EI
LIFE (8 yr7 and 8)
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Cohorts Annual Delivery Mode
Delivery
Hours
M-F 1 week, 5 days
4
136
9am -3pm plus
mentorship beyond
programme

10

350

M-F 1 week, 5 days
9am -3pm plus
voluntary breakfast
club

Small youth Team in very rural communities with limited
transport. Keen to develop interventions based on
evidence and evaluation.

0

0

Bespoke

Service has several other CYP programmes but no specific
Early Intervention programmes. Lots of local need but
many barriers and challenges such as staffing and
geographic mobility.
Service has recently changed staff team and reviewing ARC
and revamp. Historically delivered 12 ARCs but this has
dropped to 1 plus 7x1 day interventions.

0

0

NA

1

52

8 days over 8
weeks, 1 day per
week. 9am -3am.

At the time of the visit, well established team delivering
across London, internally funded. Recently all activity
suspended for review.

60

1620

Mon to Thurs, 8.30
to 3.15 1 week

On The Map

Summary of Intervention
Delivers a range of FF skills, interspersed with
safety education. Personal Development is
dripped throughout everything. Includes CPR
Training. Personal development activities
include Impulsivity and Peer Influence sessions.

Typical LIFE Programme. Delivers FF content
plus mentoring of young people throughout.
Broad range of activities, fast paced. Content
bends to the need of the group. Interesting
gangs project activity with local partner. SFJ
Qualification.
Bespoke projects:
It Can wait - Driving Safety Education Package
School Liaison Officer (primary) - School Funded
FRS person doing behaviour support and mini
version of Firebreak
No Interventions

Deliver a range of practical FF skills, ASDAN
Wider key skills, lean into particular themes of
need. Intervention includes an away day to high
ropes at outward bound and canoes midway as
a treat. Emphasis on drug/alcohol and water
safety to meet local risk profile and have several
visitors from other agencies.
Busy 4 day programme including FF skills,
personal development, 121 support, external
speakers - personal journey, knife crime, first
aid, crime, drugs, violence, and safety education
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Cohorts Annual Delivery Mode
Delivery
Hours
6 x 2 hour sessions
3
24

FRS and
Intervention

Summary of Service Position

County Durham
and Darlington
Phoenix Fire
Champions

New Youth Manager, very keen to expand but wants
quality product that meets local need, focusing on
partnership development to explore local need. Keen to
hear about other services. Interested in setting up
commissioning model with range of products.

Northumberland
bespoke

Historically delivered a 1 week but it folded due to funding
cuts. Currently limited by staffing capacity but interested in
developing the current bespoke sessions provided to local
high risk post 16 groups.

13

45.5

bespoke, ranges
from 1x half-day to
couple of visits

Tyne and Wear
Phoenix
programme made
of multiple
sections - Aspire,
Respect, Pride

The Phoenix project has been established for 20 years with
funding form the LA which has recently been withdrawn
and the service is looking at reviewing the provision and
seeking alternate funding source. Currently from one venue
but interested to expand. Massive local need with
multigenerational unemployment, gangs, ASB. Work very
closely with local early Help Hub.

7

328

3 sections of
varying lengths
delivered
throughout the
year

Cheshire
RESPECT

10 year established provision targeted those at risk of
exclusion and engaged in risk talking behaviour. Interested
in potential to develop.

29

1455

Secondary cohorts
do 9 days over 10
week, primary do 6
shorter days over 6
weeks

Merseyside
Beacon

Beacon has been dormant for a few years whilst Cadets
was expanded. Recent funding from VRP has led to
relaunch. A new focus on Trauma informed practice is
changing the approach. Interested in developing a range of
products.

6

245

Secondary cohorts
do 12 full days, 1
day a week,
primary do 12
shorter days
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Summary of Intervention
New intervention in primary schools in areas of
high levels of fire setting, whole class project, 2
hours a week in partnership with housing
association. Includes an intro FRS, meet the
firedog, fire safety education, project piece to
produce a dramatized version of the safety
education to present to whole school
Intervention is bespoke to each occasion but
generally includes light team building activities,
intro to fire service, general safety awareness,
observation of crew, session on peer influence
and decision making
3 distinct programmes that span the year,
Aspire – fast paced 4 day intervention including
team building, safety education (drugs, alcohol,
ASB, etc) visit to Kicks, one day drill ground
activities as reward.
Respect 2 days mid-year, one day at "safety
Works" and 1 day doing practical skills like using
fire extinguishers.
Pride is residential at an activity centre, pushing
their comfort zone and lifting them out of the
"gang" environment
Delivers more a more generalised youth sector
offer than LIFE/Firebreak. More like a Personal
Development and Employability programme,
includes broader safety education, some FF
skills but this is not the main focus. Frequently
go to off site visits to local agencies and places
of interest.
Range of practical ff activities, team building,
community safety, first aid, specific youth
safety education such as knife crime, POP at the
end.

Nov20

Cohorts Annual Delivery Mode
Delivery
Hours
1 week M-F, 5 days
12
408

FRS and
Intervention

Summary of Service Position

West Sussex
Firebreak

Established provision but struggling to sustain funding
model. Currently review provision and keen to explore new
ways of working and different interventions.

Dorset and
Wiltshire
Salamander
Sparc

Two areas merged and amalgamated youth provision
maintaining the branding of the respective previous areas
but essentially the two interventions are the same.
Interested in developing programme to meet new local
needs, recently ran a trial all girl cohort targeted at low
self-esteem and low school attendance.
One Education Manager coordinates and delivers the
whole range of all CYP activities for the service.
Comprehensive universal safety education offer with some
focused activities to meet the needs of large LAC
population.

16

560

1 week, 5 days,
8.30 - 3.30

Similar to Life/Firebreak delivering practical FF
skills with some focus on Personal development
with a POP at end. Also do a Family Version.
Accredited with AQA.

22

230

LAC/YOS short talks
ad hoc
NEET Volunteer
intervention is 2
weeks 5 days

New Youth Manager recently focused on Cadets. CIC
deliver PT Team. Unsure of direction but interested in Early
Intervention.
Lots of recent changes within the team and have recently
redesigned the model and aligned to local need with a
comprehensive commissioning model. Dedicated youth
team and well developed resources.

NA

NA

NA

The short talks are focused safety education
talks to higher risk cohorts. There is no personal
development or practical activities.
A project to take NEET young people on
supported work placements has been
successful but requires a lot of input.
NA

5 but

not
known

offer a huge range
of variables in a
pick and mix model

Currently at a review point and interested in changing
intervention as its LIFE programme. Keen to explore areas
such as vulnerability and low self-esteem. Funded by PCC
for targeted complex young people.

6

195

1 week M-F, 5
days,
9-3.30

Currently at a review point and management of the
programme is changing. Keen to explore different
interventions and ways of working. Struggling to get
externally commissioned but very keen to deliver. High
local need.

8

315

1 week, 5 days,
8.30 to 3.30

Shropshire
LAC / YOS Safety
Talks
NEET Volunteers
Staffordshire
No Interventions
Humberside FRS
“Pick and Mix”
Btec programme
Fire Fit
North Yorkshire
LIFE
and 1x 1 yr Btec
South Yorkshire
ARC - Achieving
Confidence and
Respect
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8.45 - 3

anticipate
17 in the
12 month
period

On The Map

Summary of Intervention
Typical Firebreak course with standard FF skills,
fire safety, POP, some none FF teambuilding,
target setting, Do Pre-meets and post
programme review activities

Pick and mix of Team building and safety
education and practical as selected by partner,
various modes available from one day to 1 year.
Also do 3 cohorts of Btec programmes and 1
Firefit.
LIFE programme including a Mix of FF drill
activities leading to end of week pass out.
Interspersed with safety education. Recently
supplemented with a focus on life skills like
cookery and first aid.
Similar to the LIFE, Mix of FF drill activities
leading to end of week pass out. Interspersed
with safety education. Recently trialled some 2
day fire fit groups.’

Nov20

Cohorts Annual Delivery Mode
Delivery
Hours
various, but
80
1157

FRS and
Intervention

Summary of Service Position

West Yorkshire
GRIT, Shout, Firefit
Crash & Burn
Targeted
Intervention Days
FireWorks
1 year school
programme
Mid and West
Wales
Phoenix and
Crimes and
Consequences

5 years ago, the Service had a significant strategic review
and are now in a sustainable position delivering a range of
interventions. The team have been through several staff
changes due to growth and progression.

The service delivers the agreed All Wales offer of Phoenix
and C&C, funded each year by Welsh government. A Youth
Engagement Manager and a central team of Youth Workers
are keen to work with local partners and improve the
interventions they do.

57

962

North Wales
Phoenix

The service delivers the agreed All Wales Offer of Phoenix
and is funded by welsh government each year.

19

570

South Wales
Phoenix and
Crimes and
Consequences

The services deliver the agreed All Wales offer of Phoenix
and C&C and is partly funded by Welsh Government in a
joint bid with the other 2 services. They deliver a significant
number of C&C interventions and they are interested in
reviewing them to focus more on quality and impact.

295

1448
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generally half day a
week for 6 or 10
weeks. TIDs are 1
full day. C & B is 3
days

On The Map

C&C delivered as 1
x 6 hours session
or 6 x 1 hour
sessions
Phoenix one week
course, M-F, 9 to 3
1 week course, M-F
9 to 3

C&C delivered as 1
x 6 hours session
or 6 x 1 hour
sessions
Phoenix one week
course, M-F, 9 to 3

Summary of Intervention
A range of 7 different interventions focused on
different age groups and personal development
themes such as Health and Wellbeing (Fire Fit),
Resilience (GRIT and Crash and Burn),
Confidence (Shout) and Employability
(Fireworks). Also deliver 5 different 1 day
interventions focused around prevention
themes such as ASB or Reckless driving. All
interventions include some practical FF skills
nested into the personal development delivery.
Phoenix follows the traditional model delivering
FF skills and safety education with a primary
focus on team work. Young people get a Level 1
Certificate in Fire Fighter Skills. C&C is a one day
intervention.
Phoenix follows the traditional model delivering
FF skills and safety education with a primary
focus on team work. Young people get a Level 1
Certificate in Fire Fighter Skills.
Phoenix follows the traditional model delivering
FF skills and safety education with a primary
focus on team work. Young people get a Level 1
Certificate in Fire Fighter Skills. C&C is a one day
intervention.

Nov20

Appendix 7 – Self Reflection 1 Complexity Matrix
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Appendix 8 – Self Reflection 3 Questions
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Appendix 9 – Letter to Services
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