
“In 2004, to supplement our existing suite of tools, we commissioned 

ACTIVE to develop a workload modelling system.  Since then 

Phoenix workload model has played a major part in our total cost 

savings through identifying efficient shift patterns and individual 

appliances that can be stood down, depending on the time of day, 

without impacting on our service delivery to the public.”  

       Mark Gallagher, Fire Cover Officer 

Greater Manchester Fire and Rescue 

Service 

Total Solution Mapping™ and Phoenix™ 

As the largest fire service outside of London, Greater Manchester Fire and Rescue Service 

(GMFRS) operates with 2,500 members of staff from 41 stations covering an area of approximately 

500 square miles with a population of 2.5 million people.   

 

The Challenge 

All fire and rescue services need to improve efficiency.  This can be done through adjusting shift 

and deployment patterns to meet the likely demands predicted against geo-demographics and 

temporal information.  However, in order to actually implement change a robust evidence base is 

required that does not rely on a single source of intelligence such as staff knowledge or gut feel.  

Reducing the number of vehicles on standby each night, without affecting public safety, is a 

critical area that can deliver large savings. 

 

Fire Service Emergency Cover (FSEC) is used to predict the effect on life risk and financial risk if 

an appliance were stood down but it can’t predict the impact on the operational load for remaining 

vehicles. 

 

The Solution 

GMFRS commissioned ACTIVE to develop a software solution that would simulate the impacts of 

different workload deployment scenarios and form part of their ‘Flexible Operational Resource 

Deployment’ model, alongside FSEC.  

 

The result was Phoenix™, a workload deployment and planning tool that accurately evaluates the 

risk of standing down vehicles in relation to their predicted workload.  In this case it was used by 

GMFRS to investigate whether removals could be rotated between shifts and still maintain 

emergency cover.  By using Phoenix it was possible to accurately assess the impact, across the 

service and to the public, of removing pumps during certain periods of the day. 

 

The Result 

Results from Phoenix were compared with the predictions of FSEC to test the outcomes and then 

analysed by senior officers, who agreed there was sufficient correlation to proceed.  Following 

acceptance by the Fire Authority and further scrutiny by the FBU, the proposal to selectively stand 

down four pumps each night was implemented. 

 

As a result of using Phoenix and as part of their ‘Flexible Operational Resource Deployment’ 

model GFMRS achieved year on year efficiency savings of £2.5m in the first phase without 

reducing service to the public, losing pumps or leaving stations empty at night.   
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