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During the Volunteer Engagement Model 
(VEM) consultation, from 30 March to 30 
June 2026, the VEM team engaged with 
as many volunteers and stakeholders as 
possible to seek feedback on all aspects of 
the proposed model and agreements: the 
Individual Volunteer and Fire and Emergency 
Agreement, Brigade and Fire and Emergency 
Agreement and Schedule 1: Brigade Rules.
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3,000+
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*Auckland District has 1 volunteer brigade that submitted a full brigade submission.
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Thank you to everyone who took part. We know that 
participation in this consultation, like volunteering 
itself, is a matter of choice. We have been struck 
by the quantity and quality of the feedback we 
received and by the depth of insight it reflects about 
volunteers, brigades, Fire and Emergency and the 
communities we serve.  

Since consultation closed, the VEM team has been 
reviewing and analysing the feedback. We have organised 
it by theme and linked each response to the document 
and section it most closely relates to, helping ensure 
the full range of feedback is considered as the proposed 
agreements are revised. 

It is important that the consultation and redrafting process 
is transparent. This summary sets out the key themes we 
heard, in our words and through representative comments 
from volunteers, brigades, Local Advisory Committees and 
Fire and Emergency employees. Your collective feedback 
will directly inform revisions to the agreements to ensure 
that they are clear, practical, workable and enduring. 
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In this document
Key themes

Relationship, trust and accountability: the balance 
of the relationships, accountability for all parties, and how we 
consult on matters that might substantially affect volunteers. 

06

Assets, financial and legal status: donated assets, 
brigade and community-owned assets, allocation of those 
assets, fundraising and legal status like incorporated societies 
or charitable trusts.

31

Expectations, support and protections: Fire and 
Emergency’s support for brigades and volunteers including 
financial and general support, and safety, health and wellbeing. 

13

Probation, retention and leave: key transitions in  
the volunteer journey, including probation, leave, transfers,  
re-engagement and ending engagement.

36

Implementation and next steps: practical 
considerations for implementation and potential unintended 
impacts to consider as the model is put into practice.

43

Project feedback: the project and its execution, including 
project timing and consultation approach.

46

Other feedback not in scope for this project: 
feedback that doesn’t sit in the scope of what we can address 
through this project, such as payments, ACC, training and 
operational capability – but is still important to you. 

48

What happens next? Next steps and current timelines 
for review and implementation. 

49

Belonging, community and inclusion: brigade mana 
and independence, respecting differences, and culture.

19

Governance, operations and disputes: who makes the 
governing decisions within a brigade, management structure, 
who is responsible for resolving issues and disputes, and what 
support they get.

24
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Relationship, trust 
and accountability

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Why we volunteer 
Feedback provided valuable insight into what 
motivates volunteers. Participants described 
a desire to serve and contribute to their 
communities, alongside a strong sense of 
local responsibility. Connection to the brigade 
and fellow members, camaraderie, belonging, 
enjoyment and pride were also important. 
Participants often distinguished this motivation 
from paid work, describing volunteering as 
something they choose to do because it matters 
to them. They also emphasised that sustaining 
this motivation depends on strong local 
connections, a sense of brigade ownership, and 
volunteering fitting realistically alongside work, 
whānau and other commitments. 

Relationship, trust 
and accountability

“I volunteer for my brigade, the members I work 
beside and the community we serve.”

“It is also worth noting, we volunteer because we 
want to, be it for our own beliefs, a wish to give 
back to communities, or an acknowledgement 
of the need to volunteer in a small community as 
we are literally sometimes the only option, and 
many other reasons I am sure. Bottom line is, 
we do it because we want to, our brigades keep 
us together, the camaraderie, gratification and 
enjoyment, this document will not alter any of 
these reasons. I think FENZ as a business has 
lost a lot of ground with its volunteers as trust 
has decreased, time should be better spent on 
encouraging volunteers rather than a model like 
this that will decrease the trust even further and 
make it harder for people to join.”

“We don’t do it for the 
money, to sustain our 
families or because we 
‘have to’. It’s our passion, 
not our job.”

“Many people join as volunteers because they 
want to contribute to their community in a 
way that fits around their way of life, family 
and work and other commitments.”

“Volunteers join their local brigade to serve 
and protect their own community — that local, 
personal connection is the entire reason people 
put their hand up. They do not sign up to be 
engaged by a national corporate entity. […] the 
strongest and most meaningful bond is, and 
always will be, between the volunteer and their 
brigade. […] That local connection […] sustains 
volunteering in the first place.”

“Many volunteers are not just 
turning up for a role. In many 
communities, the brigade is: 

• family, 
• identity, 
• community connection, 
• and a lifelong commitment to 

service. 
That reality needs to be reflected 
carefully in how these agreements 
are structured and applied.”
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Tone and accessibility 
Feedback on the agreements’ tone and 
accessibility was mixed. Some found them clear, 
accessible and well presented, while others 
found them difficult to read or understand and 
suggested simpler or alternative formats.  
A recurring concern was that the overall framing 
felt too formal, prescriptive or compliance-
focused, with more emphasis on volunteer 
obligations and organisational requirements than 
on reciprocal support and accountability. Some 
felt this made the agreements read more like 
employment agreements than an expression of 
partnership. Respondents called for the tone and 
content to better reflect the realities and values 
of volunteering, including mutual trust, respect, 
support and shared responsibility. 

Relationship, trust 
and accountability

The Brigade and Fire and Emergency Agreement 
reads like a standard employment contract.  
On the one hand yes we should adhere to shared 
values and standards but something with the 
form of an employment agreement is too much. 

“Probation” for example is a strong word – makes 
it look too much like a contract.  
Engagement Session feedback

“Using terms like ‘You 
must commit’ when 
referring to volunteers 
is very strong.” Fire and 
Emergency employee 
feedback

“Overall, we found the documents easy to 
read and understand, with language that is 
accessible to volunteers. The format and 
structure are familiar and consistent with other 
Fire and Emergency documents, making them 
straightforward and easy to navigate.”

“A concern raised during our discussions was that 
the overall tone of the proposed agreements may 
unintentionally leave volunteers feeling that the 
primary focus is on managing organisational risk and 
defining responsibilities if something goes wrong 
. . . there is a risk that the emphasis on obligations, 
compliance requirements and performance 
expectations overshadows the support that Fire and 
Emergency has committed to provide.”

“The documents are hard to read and understand 
especially for someone with dyslexia. How can 
they be made more accessible? Need to be 
simplified. An audio version might be helpful.” 
Engagement Session feedback

The agreements need real stories and examples available to make it concrete 
and easy to understand. Given they will be presented to recruit firefighters 
the documents and the experience should be designed with supporting 
recruitment in mind. It’s important these documents not present a barrier 
to someone wanting to join the brigade because they are too complex, 
too burdensome, or not presented in a way that is easy to understand for 
someone new to the organisation. Engagement Session feedback

“I like the use of three documents to 
capture the relationship and also 
the imagery to explain how these 
are intended to work. It’s also good 
to see the difference in formality 
between the brigade and individual 
documents. Undoubtably this is to 
reflect that different brigades have 
different relationships with both 
FENZ and their communities, so 
there needs to be ability to reflect 
this but add the required formality. 
I think overall, the drafts strike a 
good balance.”
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Balance of relationship 
We received significant feedback about the 
balance of the relationship between brigades 
and Fire and Emergency. Participants generally 
recognised the need for consistent national 
standards and oversight, but were concerned 
that the proposed arrangements could limit 
brigade independence and local decision-making. 
Some felt this could leave brigades independent 
in name, but with less practical control. A 
recurring concern was that Fire and Emergency 
has clearer or stronger decision-making powers, 
while its obligations to brigades are less clearly 
defined. Participants called for a more balanced 
relationship, with meaningful local discretion, 
genuine consultation, mutual accountability 
and clearer recognition of what both Fire and 
Emergency and volunteer brigades contribute. 

Relationship, trust 
and accountability

“FENZ appears to be using this as an opportunity 
to vest in itself a lot of responsibility that has 
previously been that of individual brigades. The 
generic Brigade Rules document, while it is 
noted that this is intended to be customised 
to suit, has been gutted of much of the UFBA’s 
Model Rules of Engagement and this has been 
moved into the Brigade and Fire and Emergency 
Agreement. For example: membership, including 
probation periods, leave, and transfers; brigade 
administration, including financial management, 
fundraising, and donations; disputes processes; 
even winding up of brigades. This is viewed by 
our brigade as overreach and directly impacts our 
status as a self-governing independent entity.”

“Feels like volunteers are being pushed further 
out like a franchise rather than a partnership.”

“We consider that the proposed Volunteer Engagement Model 
represents a significant shift in the balance of authority between 
volunteer brigades and Fire and Emergency New Zealand 
(FENZ). While the documentation maintains that brigades remain 
‘independent,’ the practical effect of the proposed arrangements 
appears to move from a partnership-based model toward a 
centrally managed system . . . . While responsibility remains 
at brigade level, decision-making authority appears to be 
significantly constrained. This creates a risk that independence 
becomes largely nominal rather than practical.”

“While either party can request a review, only Fire 
and Emergency has final approval authority over 
amendments… There is no reciprocal requirement 
that the other party must approve changes 
proposed by Fire and Emergency. This effectively 
gives FENZ a veto right but not the other party. 
Effect: This creates a control imbalance—reviews 
are mutual, but decisions are not.”
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“The documents contain references to partnership, 
shared purpose and mutual respect. We believe 
the agreements would be strengthened by 
making this principle more explicit.

Suggested New Clause [...]

Partnership Principle

Fire and Emergency and volunteer brigades 
acknowledge that successful volunteer 
emergency services rely on mutual trust, respect 
and shared responsibility. Both parties will act in 
good faith, recognising that brigades contribute 
local knowledge, community relationships and 
volunteer leadership, while Fire and Emergency 
provides the national framework, resources and 
support necessary to deliver safe and effective 
emergency services.”

“Problems with the Brigade and FENZ Agreement 

The claimed equality is not reflected in the legal structure 

The agreement says that FENZ and the brigade work 
together as equals. However: 

• 	brigade decisions must comply with FENZ policies; 

• 	changes to the agreement generally require FENZ approval; 

• 	operational capability remains controlled through FENZ; 

• 	appointments and authorisations remain subject to FENZ 
processes; 

• 	FENZ can change its policies; 

• 	FENZ can end the agreement with 90 days’ notice; and 

• 	FENZ can end the agreement because it considers that 
community operational requirements have changed. 

The relationship is therefore not equal in practical terms.”
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Fire and Emergency 
accountability
We received significant feedback that Fire and 
Emergency’s commitments in the proposed 
agreements were too broad or unclear. 
Participants wanted more detail about what 
those commitments would mean in practice 
and how Fire and Emergency would be held 
accountable for meeting them. Feedback 
called for clearer standards and independent 
oversight where commitments are not met, as 
well as training and support to help employees 
understand and uphold Fire and Emergency’s 
responsibilities under the agreements. Some 
participants also described low trust based on 
past organisational experience, emphasising that 
Fire and Emergency would need to demonstrate 
its commitments through consistent action, not 
just state them in the agreements.

Relationship, trust 
and accountability

“The problem is that the agreements ask 
volunteers and brigades to trust FENZ to 
interpret and administer broad powers fairly, 
despite a documented history showing 
repeated failures in culture, complaint handling, 
communication, impartiality and the treatment 
of volunteers who raise concerns.”

Keeping FENZ accountable to the agreement – […] 
Education about the new agreement needs to 
include both volunteers and employees so that both 
ends of the relationship are upheld. Implementation 

– employees will need training on the FENZ side of 
the agreement. […] Can we hold FENZ to the same 
standards. This is the new agreement between the 
brigade and FENZ. Is it going to flow all the way 
down? Engagement Session feedback

“Firstly, the overall structure 
appears one-sided. While 
it is presented as a ‘shared’ 
arrangement, most of the 
enforceable obligations 
sit with the volunteer with 
employee like obligations. 
The commitments made by 
FENZ are broad and non-
binding, such as statements 
like ‘provide what you 
need.’ There is also no clear 
accountability if FENZ does 
not meet those obligations.”

[Our] brigade has deep concerns about accountability 
from Fire and Emergency based in past experience. 
Just because it’s written again doesn’t mean you’ll do 
it. There are lots of accountability mechanisms for the 
volunteer side of these commitments – e.g. red lights 
on training or attendance or not doing standard tests in 
time. There should be the same level of accountability 
on the Fire and Emergency side. Where is the red light 
when FENZ has not provided timely training, support  
or advocacy? 

There needs to be a mechanism for accountability 
for FENZ adhering to its side of the agreement, e.g. 
reporting on objective performance metrics back 
to volunteers and a third-party monitoring. UFBA is 
funded by FENZ and not effective in this regard. UFBA 
would never withhold any level of work from FENZ to 
force its hand. Engagement Session feedback

“Phrases like ‘together we will’, ‘support’, 
and ‘communicate meaningfully’ 
sound positive, but they’re not 
anchored to anything measurable 
or enforceable. That leaves a lot of 
room for interpretation. The concern 
is that this works fine while everything 
is going well. But if something does 
go wrong, particularly around safety, 
disputes, or expectations not being 
met, there is very little here that either 
party can actually rely on.”
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Consultation
We received significant feedback about Fire 
and Emergency’s obligation to consult with 
volunteers, as set out in the Fire and Emergency 
New Zealand Act 2017 and reinforced in the 
proposed agreements. Participants called for 
clearer expectations about what meaningful 
consultation should involve and raised 
concerns based on the way Fire and Emergency 
has consulted with volunteers in the past. 
Participants also wanted assurance that policies 
referenced in the agreements could not later 
be changed without proper consultation and 
volunteer input.

Relationship, trust 
and accountability

“Document refers to Policy but Fire and 
Emergency can just change policies – what’s our 
protection?” Engagement Session feedback

“We strongly support the inclusion of Fire and 
Emergency’s legislative consultation obligations 
within the agreement. However, consultation 
is most effective when it occurs early enough 
for feedback to genuinely influence the 
outcome. Suggested Amendment: Add the 
following wording to section 3.4 (Consultation): 
‘Consultation should occur early enough to allow 
affected volunteers and brigades a genuine 
opportunity to influence the decision-making 
process.’ Rationale: This would help reinforce the 
intent of consultation as genuine engagement 
rather than simply a procedural requirement.”

“Terms such as ‘openness’, ‘transparency’, ‘fairness’, 
‘timely communication’, and particularly ‘meaningful 
consultation’ are open to interpretation. What is 
considered meaningful consultation by one party 
may not be considered meaningful by another. [...]

Meaningful consultation should involve all brigade 
members, volunteers need access to clear 
information, sufficient time to consider proposals, 
and a genuine opportunity to influence decisions 
before outcomes are effectively determined.”

“The Brigade’s primary observation is that this section 
establishes an obligation to consult but provides limited 
guidance regarding how consultation requirements are 
identified, how consultation effectiveness is assessed, and 
how disagreements are managed [...]

The Brigade supports the intent of this section and 
considers that greater clarity regarding consultation 
processes, escalation pathways and accountability would 
strengthen confidence in the relationship described 
throughout the agreement.”

“Fire and Emergency have 
already shown they are useless 
at meaningful consultation. 
There needs to be clearer and 
more transparent processes 
around this that forces Fire 
and Emergency to do what 
they should already be doing in 
good faith.”
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Expectations, support 
and protections

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Expectations on 
volunteers
Participants generally acknowledged the need 
for clear expectations around attendance, 
training and maintaining competency, but 
raised questions about how these should 
apply across different brigade and volunteer 
circumstances. Feedback called for flexibility to 
reflect brigade activity, local conditions, work and 
whānau commitments, wellbeing and volunteer 
availability. Some participants opposed fixed 
national attendance percentages and instead 
supported clear participation expectations 
that could be set locally. Participants also 
emphasised that operational competency 
matters more than attendance alone and 
wanted clarity about how expectations would 
be managed when volunteers could not meet 
them or brigades had limited ability to replace 
members.

Expectations, 
support and 
protections

“The document states that members ‘are required 
to attend 67% of musters’. […] We suggest […] 
alter the percentage to be something decided by 
the brigade, as done in section 3. Callouts. […]

As a brigade we believe that an attendance of 
67% to musters is too low as members have 
made a commitment to the brigade, and the 
community, to be as upskilled as possible. […] 
If the percentage was able to be set by the 
individual brigade, we would be considering a 
figure closer to 80%”

“I like the muster % needing to 
be attended. Too many people 
aren’t committed to training.”

“Note small brigade may want to 
retain a member who is under-
performing due to being unable to 
replace them from the community.” 
Engagement Session feedback

“Volunteers give what they can, that’s the whole idea. For you to think 
you’re in any position to not only demand a percentage of our time, 
but to do so under threat of termination, is utterly bewildering.”

“Training and competency

Expectations around maintaining operational competency, not 
just attendance, and how this is managed if standards are not 
met. This is a real challenge for our brigade. Covering things 
like minimum competency requirements, responsibility for 
maintaining skills, what happens if competency lapses.”

“The proposed attendance 
expectations may work in some 
brigades but may not reflect the 
realities of:

• rural communities
• self-employed volunteers
• farming lifestyle
• whānau obligations
• tangihanga
• fatigue
• or mental wellbeing pressures”

“We are volunteers. Family first then work then fire 
brigade. Members shouldn’t be expected or required to 
turn out to X% of calls that is ridiculous. We all balance 
each other out. […] We have so many shift workers you 
come when you possibly can. We all pull our weight at 
different times of the year as well around the farmers 
seasons, calving and shift work. As a team we balance 
each other and forcing people to attend to reach their 
percentage target is not what we are about.”
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General support
Participants called for a clearer and more 
proactive approach to volunteer support. 
Feedback emphasised a “support before 
sanction” approach, clearer commitments 
about the support available, and active support 
when volunteers face incidents, complaints or 
investigations. Participants also wanted Fire 
and Emergency’s commitments to be more 
specific about what support is available, when 
it applies and how it will be provided. Some also 
called for greater support for families, whānau 
and employers in recognition of their role in 
sustaining volunteering.

Expectations, 
support and 
protections

“This can create a perception that volunteers 
may be left carrying responsibility when 
things go wrong, rather than feeling 
confident that Fire and Emergency will stand 
alongside them and support them through 
difficult situations.

The agreements should leave volunteers 
with a clear understanding that Fire and 
Emergency values their contribution and is 
committed to supporting them when they act 
honestly, reasonably and in good faith. […]

Suggested Amendment

‘Stand alongside volunteers and brigades 
when incidents, complaints or investigations 
arise, providing support, guidance and 
fair process where volunteers have acted 
honestly, reasonably and in good faith.’”

“Support should not be left as a broad 
discretionary matter for FENZ. Where 
support is needed to maintain brigade 
capability, meet FENZ requirements, 
manage safety, comply with legal 
or financial obligations, protect 
volunteers or serve the community, 
FENZ should provide clear guidance, 
reasons and practical pathways. 
If FENZ cannot provide legal or 
financial advice directly, it should still 
assist the brigade to understand the 
requirement and, where appropriate, 
access independent support.”

“The agreement acknowledges the contribution of families, 
whānau, employers and self-employed volunteers. While 
recognition is important, it is unclear how this acknowledgement 
is reflected elsewhere in the agreement. The brigade encourages 
consideration of whether the support provided by these groups 
is sufficiently recognised through practical measures that 
contribute to the sustainability of volunteerism.”

The approach should be that FENZ has your back and we’ll sort 
the details later… There should be immediate coverage – let 
us know what you need, what kind of financial (e.g. mortgage) 
or personal and logistical (e.g. mow the lawns) – support now, 
sort out details later. Burden of waiting for resolution should 
not be on the volunteer. Engagement Session feedback

“However, the model will only 
succeed if it is implemented as a 
support-first relationship model, not 
as another compliance layer. [...]

Support before sanction: where 
expectations are not being met, the 
first response should be practical 
support, capability-building and 
problem-solving, not immediate 
escalation or termination.”  
LAC feedback
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Financial support
Participants generally welcomed the 
commitment to reimburse reasonable expenses, 
but wanted greater clarity about what costs 
are covered and how to claim them. Feedback 
highlighted the cumulative out-of-pocket costs 
of volunteering, including travel and training, 
and questioned whether current reimbursement 
reflects the true cost. Participants also called 
for simpler, more accessible reimbursement 
processes, particularly for volunteers less 
comfortable with digital systems, and for 
financial support to be reviewed over time as 
costs change.

Expectations, 
support and 
protections

“Under the ‘What you can expect from Fire 
and Emergency’ section it says: recognise 
your contribution by acknowledging that 
volunteering can bring extra costs or 
pressures and reimbursing reasonable 
expenses as outlined in policy.

Does Fire and Emergency recognise the 
expenses of travelling to the fire station 
that are prohibiting attendance? Each call 
out I go to costs $7 return in fuel expenses, 
doing this 3 times a week on average plus 
training costs nearly $30. Are there any 
considerations to this for volunteers? This 
adds up to over $1500 per year.”

“Yes it does but we need to see FENZ 
honour some of their statements. 
Especially regarding reimbursement 
of expenses around training and 
establishing a more user friendly 
method of individuals being able 
to obtain it. Currently FENZ is 
unbelievably strict with access and 
methods. Not all people are computer 
literate especially in the smaller more 
rural type urban brigades. Some of 
our members are no longer young 
people so the platforms that FENZ 
choose to use need to suit everyone.”

“‘recognise your contribution by acknowledging that volunteering 
can bring extra costs or pressures and reimbursing reasonable 
expenses as outlined in policy’. While acknowledging this as 
very positive, it would be useful to define reasonable as much as 
possible. It would also be useful to include an automatic process 
whereby annual adjustments to these are made to account for 
cost-of-living increases and inflation.”

“While the agreements reference support and reimbursement 
for volunteers, there is limited detail provided. We remain 
concerned that the true costs of volunteering are not fully 
addressed, and that the level of financial and practical support 
available may not align with the expectations placed on 
volunteers and brigades.”
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Volunteer protections
Feedback focused on the legal and insurance 
protections volunteers and brigades need to 
feel safe and confident when carrying out their 
roles. Participants wanted clearer information 
about the scope and limits of those protections, 
including what is covered, what is not and how 
to access support or make a claim. They also 
raised questions about whether protection 
could be affected when volunteers act outside 
policy, qualification or competency requirements, 
particularly when making reasonable operational 
decisions. Participants valued protection for their 
personal property when it is damaged during Fire 
and Emergency activities.

Expectations, 
support and 
protections

“The brigade feels the insurance cover 
bullet is too vague. What is covered 
and what is not? With the mention 
of coverage there also needs to be 
mention that it only applies when you 
act within fire and emergency policies 
and procedures and don’t work out of 
scope. Officers understand this from 
reading The Act but everyone should 
understand from the time they start.” 
Engagement Session feedback

“The scope of insurance cover should be clearer. 
The agreement refers to losses, damage 
or claims arising directly from operational 
activities specified by the Act, but brigades 
also undertake training, community events, 
fundraising, administration, welfare activities, 
travel, and other brigade-related functions.

Brigades and members need clear, plain-
language guidance on what is covered, what  
is not covered, and where the brigade may  
need to arrange its own insurance as a 
separate legal entity.

This is especially important for brigade-owned 
assets, donated assets, events, and activities 
that support brigade capability or community 
connection but may not be strictly operational. 
The agreement should avoid leaving brigades  
or volunteers uncertain about personal, brigade, 
or FENZ liability.”

“‘provide insurance cover and legal protection under the 
Fire and Emergency New Zealand Act 2017 for what you 
do with honest intentions in your role as a volunteer’. 
This is excellent but many volunteers are not aware of 
how they are covered, what for and how they can make 
a claim. We would recommend that FENZ provides an 
update to volunteers about this so people can be aware 
of their coverage while volunteering for FENZ.”

“Loss of personal effects 
during Fire and Emergency 
business (incidents or 
training) should remain. I 
have had 2 instances now 
of personal phones being 
broken at incidents and they 
were covered and I think that 
was really good.”

“‘only undertake tasks for which you are trained, qualified and 
have up-to-date skills’

What if you are trained and have up to date skills, but not 
technically qualified because FENZ isn’t good at RPL? Or in a 
hypothetical situation, would we be expected to let save-able 
lives or property not be saved, because we hadn’t done a 
course? Or if we take a considered risk as the first responders 
on the ground, and someone does get hurt, will FENZ wash 
its hands of the situation if someone’s competencies were a 
month out of date?”
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Safety, health and 
wellbeing
Participants wanted Fire and Emergency’s 
commitments to volunteer safety, health and 
wellbeing to be clearer and backed by practical 
support. Feedback highlighted the need for 
timely psychological and post-incident support, 
better management of fatigue and workload and 
a culture where volunteers can safely speak up. 
Participants also called for greater recognition 
of long-term health risks, including trauma, 
PTSD and exposure to carcinogens, with clear 
responsibility for prevention, personal protective 
equipment, decontamination and ongoing 
support. Some questioned whether current 
medical and wellbeing support is sufficient 
to meet the commitments proposed in the 
agreements.

Expectations, 
support and 
protections

“The section places responsibility on Brigade 
Leaders to communicate and reinforce 
expectations, while Fire and Emergency 
will provide guidance and resources. Given 
the significance of this responsibility, 
greater clarity is required regarding what 
support, training, authority and escalation 
pathways are available to Brigade Leaders 
and members when culture or wellbeing 
concerns arise.”

“‘Look after your wellbeing, 
including managing safety, health 
and wellbeing risks and providing 
access to psychological or 
medical support when needed’ — 
this is simply not true. We are 
not provided adequate medical or 
psychological support.”

“Recent engagement with volunteer leaders has highlighted 
concerns about fear of speaking up, fear of consequences, 
humiliation, bullying, gender bias and volunteers feeling 
unsupported. The model references respectful behaviour, 
wellbeing and dispute resolution, but it should go further in 
explaining how volunteers can safely raise concerns early and 
constructively. A process is only useful if people trust it enough 
to use it.” LAC feedback

“I also think the documents should 
include clear responsibility for volunteer 
exposure risks, including long-term 
health risks such as occupational 
cancers and other exposure-related 
illnesses. Volunteers attend many of the 
same incidents as career colleagues, 
and the documents should clearly 
acknowledge FENZ’s responsibility to 
minimise exposure, provide appropriate 
PPE and decontamination processes, 
monitor risk, and support volunteers if 
health issues arise from their service.”

Regarding FENZ’s commitment 
to “look after your wellbeing” the 
brigade does not feel that this is 
really true in the long term (e.g. 
regarding cancers and longer-
term PTSD). There needs to be 
more clarity here about what 
is covered and what is not, and 
the longevity of it. Agreement 
should explicitly emphasise 
the importance of reporting 
when you have had an exposure 
as this impacts firefighter’s 
ability to access funded care. 
Engagement Session feedback

“However, a key concern for me 
is a lack of detail around the 
wellbeing provisions. I recommend 
strengthening the wellbeing provisions 
by including specific guarantees. This 
should include post incident debriefing, 
access to mental health support within 
defined timeframes, and ongoing 
psychological monitoring following 
traumatic incidents.”
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Belonging, community 
and inclusion

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Brigade mana and 
independence 
Participants emphasised the importance 
of preserving brigade mana, identity, local 
ownership and connection to community. 
Feedback highlighted that brigades operate 
in different local and cultural contexts and 
that national consistency needs to allow 
enough flexibility for those differences. Some 
participants were concerned that greater 
standardisation, centralisation or compliance 
could weaken local initiative, brigade culture 
and volunteer commitment. Participants also 
stressed that brigades are more than operational 
units, with belonging, trust, shared identity and 
longstanding community relationships playing 
an important role in how they function and 
endure.

Belonging,  
community  
and inclusion

“I strongly support the recognition of brigade 
mana, identity, and local community relationships 
within the agreements.

The challenge with this is, that increasing 
centralisation, compliance pressure, and 
standardisation may unintentionally weaken the 
local culture and flexibility that has historically 
sustained volunteer brigades.

Volunteer brigades are not identical across 
New Zealand. Rural, isolated, Māori, and tightly 
connected community brigades often operate 
very differently from larger urban brigades.

[...]

In many places, brigades are held together far 
more by trust, relationships and community 
loyalty than by policy documents. Those things 
can take decades to build and only a short time 
to damage.”

“Imposing rigid corporate structures onto tight 
knit volunteer brigades creates friction, stifles 
local initiative, and dampens the pride of 
ownership that drives volunteer dedication.”

“A volunteer joins a local team. 
Trust is built through training, 
incidents, meetings, social contact 
and service to the community. 
Volunteers support one another in 
ways that a central management 
structure cannot reproduce.”

“There also needs to be stronger recognition 
that brigade culture, values, trust, and local 
relationships are central to how volunteer 
brigades function. Rules and agreements are 
important, but they need to support good brigade 
culture rather than replace it with a compliance-
only model.”
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Inclusion
We received feedback about inclusion, including 
membership practices, accessibility, participation 
in volunteering, cultural and religious identity and 
the agreements’ references to “diversity, equity 
and inclusion.”

Participants suggested ways to reduce barriers 
and support fair and respectful treatment. 
Some called for the agreements to better reflect 
tikanga Māori and Māori values and concepts, 
while others wanted stronger protections against 
discrimination, harassment and victimisation.

Some respondents were concerned about the 
term “diversity, equity and inclusion,” seeing 
it as political or associating it with quotas or 
lowered standards. Some distinguished between 
supporting an inclusive and respectful culture, 
which they endorsed, and supporting DEI as a 
particular organisational concept or term.

Belonging,  
community  
and inclusion

“I am also hesitant about the phrase diversity, equity, 
and inclusion (DEI). This can be a loaded expression 
for a lot of people, implying lowering standards 
to meet representation quotas. To nitpick, the 
necessity of passing medical examinations means 
the firefighting can never be fully inclusive of for 
example physically disabled people. I definitely 
think that neither individuals nor FENZ should 
discriminate against race or religion etc. But in 
both career and volunteer ranks there should be an 
unambiguous commitment to professionalism and 
high standards.”

“Good for covering H&S, rules of individuals etc. But feel 
that these agreements need to reflect more tikanga, mana, 
community focus, leadership, hauora. Suggest there is 
an acknowledgement statement.” Suggested wording: 

“Explicitly recognise and incorporate values such as 
manaakitanga, whanaungatanga, Kotahitanga, and respect 
for local communities and their respective cultures.”

“some ideologies within the DEI culture have taken on 
elements that are incompatible with the character of 
grass roots Kiwis. It is not really our job as volunteer 
brigades to stand by any of FENZ commitments other 
than to the best of our ability, respond to incidents that 
we are called to and train accordingly.”

“FENZ is an unsafe environment for people of religious minorities. 
While FENZ steps to make the volunteer space of the organization 
more accessible and accepting of minorities (with a focus on 
Māori and LGBTQ+ groups), there is an overt (yet unrecognised) 
anti-spiritual and anti-religious bent within the organisation. FENZ 
surveys do not take into account religious/spiritual orientations.”
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“Remove ‘supporting diversity, equity, and inclusion’ 
from all agreements. Retain: ‘Foster a positive and 
inclusive culture, treating everyone with respect.’”

“Probationary members – is there no longer a brigade 
vote on membership? Yikes!! I can see issues with that, 
especially for example when you have a Brigade Leader 
who is misogynistic and determined to keep women out, or 
homophobic and determined to keep gay people out.”

“I support efforts to create a safe, inclusive 
and consistent framework for volunteers, 
however I would like to see stronger protections 
against bullying, harassment, discrimination 
and victimization including explicit reference 
to gender identity and gender expression along 
with clear and independent reporting pathways.”

“The brigade supports the principles contained within 
this section and recognises their importance in fostering 
a safe, respectful and inclusive volunteer environment.

However, the section is expressed primarily as a series 
of broad organisational commitments and desired 
outcomes. While these principles are supported, it is 
less clear how they are intended to operate within the 
context of an Individual Agreement or how they relate 
to the wider policies, frameworks and organisational 
commitments that support them.”
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Tangata whenua
We received a range of views about Fire and 
Emergency’s commitment to work with Māori 
as tangata whenua and whether this should be 
included in the proposed agreements.

Feedback was mixed. Some supported including 
the commitment, while others questioned its 
purpose, wording or place in the agreements. 
Some felt it belonged in the Brigade and Fire and 
Emergency Agreement but not the Individual 
Volunteer and Fire and Emergency Agreement. 
Others suggested broadening the wording to 
recognise all communities and backgrounds, 
including Pacific and other culturally diverse 
communities.

Belonging,  
community  
and inclusion

“Several members disagreed with 
the language in the Individual and 
Fire and Emergency Agreement 
2. What we will do together: 
‘Honour our commitment to work 
with Māori as tangata whenua.’ 
Understanding that this is a treaty 
requirement, would feel more 
comfortable including this within 
the context of a commitment 
to serve people of all races / 
identities. (Representing the 
community in which it serves). 
That commitment to work with 
everyone is otherwise missing 
from the agreement”

“Brigade Leaders will need support to lead the 
membership to adhere to these rules in many 
cases - especially as it has taken so long to update 
them. Some may not like the point about honouring 
our commitment to work with Māori as tangata 
whenua, BUT I believe this cause should remain in 
the agreement anyway as it is important”

“Under 2 ‘What we will do together’ I would like to see the 
line ‘honour our commitment to work with Māori as tangata 
whenua’ removed. I feel that this is an unnecessary statement 
in referring to individual agreements. It is much more 
appropriate at a brigade level and definitely should be included. 
At an individual level some may feel that other ethnicities 
should also be mentioned as well.”

“While the acknowledgment of Māori as tangata whenua 
is important, there is an opportunity to more explicitly 
recognise Pacific communities and other culturally 
diverse communities that contribute significantly to 
FENZ’s volunteer workforce and the communities it 
serves.” LAC feedback

“My comments :

1) It is not clear to me what exactly is meant with “people 
of the land’: farmers, New Zealand citizens, New Zealand 
citizens who were born here or ….. other ??

2) various parts of the agreement talk about 
inclusiveness, but the line referred to above suggests 
exclusiveness. What about other peoples of our land e.g. 
European, Chinese, Indian, Australian etc. […]

4 I think the referred line above does not add anything, it 
only creates confusion and division and it is superfluous 
to the second statement / line: “foster a positive and 
inclusive culture, treating EVERYONE with respect ……..” 
which is superior to the one referred.”

“clauses like ‘honour our 
commitment to work with Māori 
as tangata whenua’ have come 
in for a lot of discussion as part 
of this process and have been 
the most divisive.” Their preferred 
alternative was: “to honour our 
commitment to support our 
extended community and support 
them by learning skills designed 
to protect and keep them safe in 
times of need”
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Governance, operations 
and disputes

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Decision-making and 
brigade governance
Feedback called for greater clarity about 
decision-making between Brigade Leaders, 
management committees and brigade members. 
Participants wanted clearer boundaries around 
which decisions sit with the Brigade Leader, 
the committee or the wider brigade. Some 
emphasised the importance of member input 
on significant matters such as membership 
and Brigade Leader appointments, while others 
stressed that committees need enough authority 
to make routine decisions without consulting the 
full brigade each time.

Views also differed on how management 
committees should work. Some supported a 
defined or mandatory committee structure, 
while others wanted flexibility for smaller 
brigades to operate as a committee of the whole. 
Participants also wanted clearer rules for voting, 
quorums, committee membership and terms 
of office. Overall, feedback supported a clear 
minimum governance framework with enough 
flexibility to reflect brigade size, culture and local 
circumstances.

Governance, 
operations and 
disputes

“I broadly agree with having a brigade management 
committee that reflects the size and culture of the 
brigade. […]

The committee should help share the management, 
administration, finance, welfare and compliance 
workload of the brigade. Brigade Leaders should 
be expected to delegate to the committee and be 
transparent with it wherever practical.

I support committee members being appointed based 
on skills and merit, and not needing to hold rank.”

“Decision-making authority and roles

Clear delineation of responsibilities 
between the Brigade Leader, Brigade 
management committee, and brigade 
members, including what decisions 
are delegated versus require broader 
agreement.”

“The Brigade committee - the way the proposal reads is that they 
(the committee) cannot make a decision without consultation 
with the brigade. The committee should be able to make decisions 
without getting permission, otherwise there is no point in a 
committee.” Fire and Emergency employee feedback

“This may not fit here, but I would like to 
see the Brigade Leader/s are appointed by 
FENZ ‘after being nominated / elected by 
the Brigade’ or something to that effect. Our 
current constitution requires the brigade to 
choose a Leader, who is then accepted (or 
not) by FENZ so that FENZ can’t just appoint 
someone that doesn’t have the backing of 
the majority of the brigade.”
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“[This] Brigade has found by practical experience 
(including trials with appointed management 
committees) that a management committee is an 
unnecessary burden on the brigade and creates a 
situation whereby the business conducted by the 
management committee has to [be] repeated or 
reported to a full meeting of the brigade. We have 
found that the full brigade monthly meetings are the 
best forums to deal with all of the FENZ operational 
and management issues. […]

We understand that other brigades (particularly the 
larger ones) will need management committees so 
we suggest that the words ‘(If appointed)’ be added.”

“I disagree that the functions of the management 
committee should be available by Fire and 
Emergency. They are nothing to do with FENZ. 
I think they should be specified here to avoid 
ambiguity. […] I have seen too many disputes 
where a strong member (often CFO) will ‘take 
over’ the management committee and run it 
(and by extension the brigade) according to 
their own wishes. […] You have also not made 
the management committee compulsory, it 
absolutely should be – for the same reason.”

“Under the current arrangements, brigade members 
have the ability to vote on new applicants, 
giving brigades a direct role in determining their 
membership and maintaining their culture.

Under the proposed model, recruitment appears 
to be controlled through Brigade Leaders and Fire 
and Emergency processes, with no provision for 
brigade membership voting on new applicants.

My concern is that this reduces brigade 
involvement in membership decisions and may 
diminish the democratic nature of many volunteer 
brigades.” Fire and Emergency employee feedback
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Disputes
Participants supported clear and accessible 
processes for resolving issues and disputes, 
with early resolution within the brigade where 
safe and appropriate. Feedback stressed that 
local resolution should not be required where 
leadership, safety, bullying, welfare or conflicts 
of interest are involved. Participants also wanted 
clearer timeframes and escalation pathways, 
genuinely independent support and review 
and fair access to representation. Feedback 
highlighted the burden complex people issues 
can place on volunteer Brigade Leaders and 
called for stronger Fire and Emergency support 
and guidance.

Governance, 
operations and 
disputes “Clause 8.1 sets out the individual disputes process. 

While the process identifies options for raising and 
escalating issues, it does not provide confidence 
that matters will be dealt with in a timely manner. 
We recommend the process include indicative 
timeframes for acknowledging, responding to, 
progressing, and reviewing complaints or disputes. […]

Where the issue affects the brigade as a whole, or 
where it cannot be adequately resolved through the 
Brigade Leader alone, there should be a clear pathway 
for the District Manager to raise the matter with the 
whole brigade.

This would support transparency, ensure all affected 
members understand the issue, and avoid placing the 
full burden of communication and resolution on the 
Brigade Leader.”

When it comes to issues and disputes, the 
brigade need to be left to manage those in-
house in the first instance. It gets unnecessarily 
complicated and prolonged with more formal 
FENZ involvement from the outset.  
Engagement Session feedback

“Brigades should be able to choose who they want 
to represent them in legal disputes. During a 
dispute process that dragged on excessively with 
FENZ, [the brigade] researched its options for legal 
support […] and found […] that a lawyer from FENZ 
or appointed by FENZ could be provided upon 
request. This did not inspire confidence that the 
brigade’s interests would be represented. Brigade 
feels that an individual or brigade as a whole 
should have the right to appoint a lawyer of their 
choosing to represent them, with financial support 
from FENZ.” Engagement Session feedback
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“If Brigade Leaders are expected to manage conduct, 
performance, behavioural concerns, cultural issues 
and disputes within their brigades, then management 
should have a corresponding obligation to actively 
support, guide and oversee those processes. […]

Many Brigade Leaders are volunteers with operational 
and community leadership experience, but they are 
not employment specialists, investigators or human 
resources professionals. When serious people issues 
arise, Brigade Leaders should not be expected to 
navigate complex processes alone. Fire and Emergency 
managers should be appropriately trained and required 
to actively manage these processes alongside Brigade 
Leaders. […]

Finally, while individuals must be able to raise concerns 
without fear of retaliation, the agreement should also 
recognise that all parties have a responsibility to act 
honestly, accurately and in good faith throughout any 
dispute process. There should be clear consequences 
for complaints, allegations or statements that are found 
to have been deliberately false, malicious, vexatious or 
intentionally misleading. A fair process must protect 
both those raising genuine concerns and those who are 
the subject of allegations.”

“The brigade agrees that a process is required to 
address matters arising between the Brigade and Fire 
and Emergency. However, the proposed section would 
benefit from greater clarity regarding the types of 
matters intended to be addressed through this process.

The terms ‘issue’, ‘dispute’ and ‘disagreement’ appear 
throughout the section, but it is unclear whether these 
terms are intended to describe different circumstances 
or are being used interchangeably. As a result, it is not 
clear what threshold must be met before the process is 
intended to apply. […]

The brigade also notes that while the section provides 
pathways for raising, reviewing and independently 
reviewing disputes, it is unclear what authority these 
reviews have and how disputes are ultimately resolved 
where agreement cannot be reached.”

“I support having clear processes for resolving issues 
and disputes.

My main concern is that the process needs to be 
genuinely independent where required. It is useful 
that Fire and Emergency funds access to support and 
independent review, but the agreement should be clear 
how independence is protected where the provider is 
contracted or funded by Fire and Emergency.

The process also needs to recognise the power 
imbalance between an individual volunteer, a brigade, 
and Fire and Emergency. Volunteers and brigades 
should have access to independent advocacy and 
support early, not only once a dispute has escalated.

I agree that issues should usually be resolved locally 
where possible, but that should not be treated as 
mandatory where the issue involves brigade leadership, 
management, safety, bullying, welfare, or trust and 
confidence. In those cases, people need to be able to go 
directly to District management, their association, or an 
independent provider without being seen as bypassing 
the brigade.

For brigade-level disputes with Fire and Emergency, 
there should be clear timeframes, written reasons for 
decisions, and a clear path to independent review if the 
matter cannot be resolved.”
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Administration and  
time burden
Participants recognised the need for 
clear governance, financial and reporting 
requirements, but raised concerns about the 
administrative and compliance burden on 
volunteers. This was especially challenging 
for Brigade Leaders and smaller or rural 
brigades, where much of the work can fall to 
a few people. Feedback stressed that time 
spent on administration takes away from 
training, operational response, whānau and 
other commitments. Participants called for 
requirements to be proportionate, duplication to 
be reduced and more practical administrative 
support from paid staff where needed. Some 
also identified processes in the proposed 
arrangements that could create unnecessary 
extra work.

Governance, 
operations and 
disputes “My main observation is that assurance, reporting 

and audit requirements need to be proportionate for 
volunteer brigades. Brigades should not be expected 
to meet unclear or changing requirements without 
practical support, templates, reasonable timeframes 
and plain-language guidance from FENZ.

If FENZ sets performance expectations for a brigade, 
it should also be clear what those expectations are, 
how they are measured, and what support FENZ will 
provide to meet them.

I support reasonable access to records, facilities and 
personnel for audits or reviews, provided there is 
reasonable notice, a clear purpose, and the process 
is not unnecessarily disruptive to brigade operations 
or volunteer time.”

“These heavy administrative demands directly 
strain the limited free time of volunteers. Hours 
spent on paperwork are hours taken away from 
training, operational response, and family life.

[…] FENZ must provide centralised administrative 
personnel within their districts to assist with 
vetting and onboarding compliance for brigades 
who may need this support, rather than off-loading 
this workload onto station leaders.”

“The nature of volunteering is changing. People 
are increasingly time-poor; they want to show up, 
train, and respond when the pager goes off. They 
do not want the heavy governance, financial, and 
administrative responsibilities of running a brigade. 
[…] Volunteers want to focus on their primary role: 
operational readiness. […] Expecting volunteers to 
manage complex legal and financial compliance will 
drive people away.”
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“It is great to see the requirement for a financial audit 
has been removed as these cost volunteer brigades 
a big portion of their brigade grant and were over-
the-top with the introduction of Xero. Rule 6.1 in the 
Brigade and Fire and Emergency Agreement mentions 
‘...ensuring Brigade finances are managed, reported 
and reviewed annually, in accordance with the legal 
status of the Brigade and FENZ requirements.’ 
Qualified reviewers are very hard to find and very 
expensive. FENZ should provide a definition of who is 
able to ‘review’ accounts and give an increase in the 
brigade grant to enable brigades to fund this cost.” 

“Compliance burden on volunteers is increasing 
– some checks are over what’s truly normal or 
needed. […] These agreements need a commitment 
from Fire and Emergency to maintain compliance 
workload at some objective and manageable level. 
Policy changes that increase workload in one area 
should be accompanied by changes to reduce it 
elsewhere or else to move some compliance to paid 
staff to manage workload. […] Expectations need to 
be lowered and maintained at a lower level, or there 
need to be provisions for paid staff to take on more 
of the burden. This is about respect for volunteers’ 
time.” Engagement Session feedback

“We note the Brigade and Fire and Emergency 
Agreement links the Brigade Rules into the 
Agreement. […] Since it is linked to the Agreement 
any change will result in a change to the Agreement 
which will require Fire and Emergency approval 
(e.g. if a brigade inserted in section 2a their training 
night was Tuesday, and it decided to change it to 
Monday, the whole Agreement needs changing 
and approval). This creates an unnecessary 
administrative burden and in reality it will result 
in Brigade Rules becoming out of sync with the 
approved version.”
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Assets, financial  
and legal status

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Donated assets 
Feedback about donated assets focused 
on keeping a strong connection between 
community donations and the communities 
that provided them. Participants wanted 
assurance that donated assets would remain 
in the communities that provided them and 
would not be reallocated elsewhere. Where 
an asset is removed or reaches the end of its 
useful life, some wanted the asset or its value 
to be offered back to the local community. They 
also called for clear and consistent criteria for 
approving donated assets, with concern that 
useful donations could be declined without 
good reason. Some warned that uncertainty 
about what happens to donated assets could 
discourage future community support and 
fundraising.

Assets, financial  
and legal status

“Our First Response ute was not lightly 
acquired. It was funded through a major 
community effort, with approximately 
$90,000 raised locally to make 
it possible. That level of financial 
support reflects just how strongly our 
community believes in this asset and 
the value it brings. … People donate to 
support their local brigade and their 
local response capability. They do so 
in good faith, with the expectation 
that what they help fund will remain 
a local asset serving local needs. Any 
model that weakens that connection is 
likely to discourage future community 
investment and fundraising.”

[This] Brigade would like assurance in the agreement that 
brigade-owned and community-funded assets (even if 
ownership is transferred to FENZ) will stay in the community. 
These assets should not be eligible for reassignment to other 
brigades, and at end of life should be available first to meet 
potential needs in the local community.  
Engagement Session feedback 

If FENZ wants to remove 
a donated asset from the 
brigade where the community 
donated it, they first have 
to offer to donate it back to 
the community – e.g. At end 
of life of a vehicle the value 
offered back to the brigade as 
a trade in.  Asset donations 
are being declined because 
people know that FENZ will 
then turn around and move it 
to another area. Engagement 
Session feedback

“It should be explicitly clear in the agreement that 
brigades are able to fundraise and accept asset 
donations. These may require FENZ approval 
for operational use, however FENZ must not 
withhold approval unreasonably.”

“An example of the Brigade and Fire and Emergency Agreement 
giving FENZ too much power to step in is Donated Assets. 
These should require approval from FENZ but there should be 
specific criteria that are clearly expressed and there should be 
more attempt to preserve the brigade’s ability to adapt to local 
needs with support from its community. Our brigade has had 
the experience of being denied donated equipment because 
another nearby brigade did not have it. FENZ should not 
have this unilateral ability to decline a donated asset without 
reasonable justification.”
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Brigade-owned assets
Feedback focused on brigade-owned assets 
that are used operationally and how these are 
recognised in the proposed asset categories. 
Participants wanted brigade-owned operational 
assets to be explicitly recognised in the 
agreements, with a clear process allowing 
brigades to retain ownership while gaining 
approval for operational use. Some saw these 
assets as an important way to meet local 
needs or supplement Fire and Emergency 
provision, provided they meet appropriate 
safety, maintenance and operational standards. 
Participants also wanted clarity about 
approval, insurance, maintenance and other 
responsibilities for these assets.

Assets, financial  
and legal status

Does Brigade Rules section 10 
mean that our brigade-owned van 
is non-operational and can’t be used 
operationally, and therefore insurance 
is not provided for liability when we 
are using that asset? Other examples 
of brigade-owned operational assets 
currently in use include: stretchers, van 
(tried to donate to Fire and Emergency 
and they refused it not wanting to 
pay for maintenance but it remains 
operational), and even the thermometer 
in the med bag. Brigade-owned safety 
harness. If coverage is changing as a 
result of this agreement, brigades need 
to know. Engagement Session feedback

“I want to be very clear that I strongly 
oppose any move that would prevent our 
brigade-owned First Response ute from 
remaining both brigade owned and fully 
operational.... There is no reason a brigade-
owned vehicle cannot remain operational, 
provided it meets agreed standards for 
safety, maintenance, equipment, insurance, 
training, and operational readiness.”

“Brigade-owned assets are non-operational assets that are 
owned by the Brigade and not used for activities specified 
under the Act”. Please clarify as some brigades own and 
operate operational assets that are used for responses (e.g. 
utes although most are likely to be donated assets). This 
category does not appear to be covered by this definition.

33

BACK TO KEY THEMES



Asset allocation
Feedback on Fire and Emergency assets focused 
on making sure resource decisions are evidence-
based, reflect local risk and operating conditions 
and involve meaningful consultation with 
affected brigades and communities. Participants 
raised concerns about resources being removed 
or changed without enough local input and about 
assets or equipment not always meeting local 
operational needs. They also wanted clearer and 
earlier communication and consultation about 
resource decisions.

Assets, financial  
and legal status

“brigade is located [in a rural area]; they 
have a new 4 x 4 fire appliance, got road 
tyres only and when they get sludge it 
is useless. They also have a two-wheel 
drive tanker, useless offroad being 
a rural brigade. [Commenter] would 
like to see FENZ be more involved 
practically for what they need in his area.” 
Engagement Session feedback“13. Assets & Equipment Fire and Emergency 

will ensure the Brigade has the appropriate 
assets and equipment required to undertake 
their duties on behalf of Fire and Emergency 
as set out in the Brigade capability. [...] This 
is interesting considering the current fight of 
firefighters to get appropriate & reliable assets 
& equipment. It’s all good to put this into an 
agreement but unless FENZ is actively working 
towards providing this then it is just lip service.”

Clear standards for meaningful consultation are required, 
especially for decisions involving the closure of brigades or 
the removal of resources. These decisions should include 
consideration of community consultation. There is also a 
concern that NHQ does not adequately respect or engage with 
brigades when making decisions about resource changes. 
[…] Asset allocation to be made based on evidence and 
consultation to happen with affected parties – can’t pick data 
out of a system and cherry pick to fit a narrative.  
Engagement Session feedback

“don’t take bits out of our truck that we need, 
not telling us when the fire appliance has 
gone in for maintenance.”
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Charities, incorporated 
societies and brigade 
legal status
Feedback focused on brigade legal status and 
how the proposed agreements would work 
alongside different legal structures, including 
charities and incorporated societies. Participants 
wanted clearer information about their brigade’s 
legal status and where brigade responsibilities 
end and Fire and Emergency’s begin. They also 
raised questions about what takes precedence 
where existing constitutions or rules differ from 
the proposed agreements and whether brigades 
would need to update recently amended 
constitutions again. Feedback also called for 
plain-language guidance, templates and practical 
support to help brigades understand what 
applies to them and what they need to do.

Assets, financial  
and legal status

“Brigade Rules. In 2025 we updated and filed our constitution 
in order to comply with the new Incorporated Societies Act 
2022. We used the UFBA template to fulfil this requirement.  
In that document there is no mention of a probationary 
period. This would seem to be at odds with the proposed 
new rules. Which one takes precedence? Having just finished 
renewing the constitution and filing it and all the work 
involved in doing that, we would be reluctant to have to redo  
it to comply with the proposed new rules.  
Look forward to clarification on the above.”

“My main observation is that brigades need clearer practical 
guidance on their legal status and governance obligations. 
Some brigades may be incorporated societies, some may 
be registered charities, and others may not be formally 
registered in either way. Members and committees should 
be able to easily understand what applies to their brigade. 
[…] Recommending legal advice is sensible, but volunteer 
brigades also need plain-language guidance and templates so 
they know when legal advice is actually needed.”

“Given most brigades are either registered 
charities and/or incorporated societies 
and spending public money, the rules 
are required to have several clauses 
e.g. winding up, charitable purpose 
and governance clauses. Further 
consideration needs to be given to 
including these as volunteer fire brigades 
cannot afford legal advice to ensure 
compliance as is suggested in the draft 
document. We need guidance and help, 
not to be told to spend our grant money 
on getting it.”

“On behalf of [this] Brigade, I 
would like to flag the issue of 
ability to contract with self. As 
a brigade originally constituted 
under the Forest & Rural Fires 
Regulations 2005 without any 
formal structure such as trust 
or incorporated society, our 
understanding is that we were 
subsumed into FENZ and have 
no separate legal entity from 
FENZ. I would like someone 
from FENZ to explain our legal 
status and our options in terms 
of this proposed contract.”

“The statement that ‘Fire and Emergency 
recognises the Brigade’s status as an 
independent legal identity and the Brigade 
is responsible for maintaining any of its own 
requirements’ raises questions about where 
legal liability ultimately sits. While a brigade may 
exist as a separate legal entity for governance 
purposes, many brigade constitutions also state 
that liability for members acting in the course of 
their official Fire and Emergency duties rests with 
Fire and Emergency New Zealand (FENZ).

It would be helpful for FENZ to clarify the 
distinction between a brigade’s responsibilities 
as an incorporated or independent legal entity 
and FENZ’s responsibilities as the operational 
employer or principal. Specifically, clarification 
is needed on which liabilities remain with the 
brigade, such as governance, asset ownership, 
employment of non-operational staff, or 
contractual obligations, and which liabilities are 
assumed by FENZ when brigade members are 
carrying out authorised operational duties.”
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Probation, retention 
and leave

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Probation
Most feedback on probation raised concerns 
about a fixed 12-month period. Participants felt 
this could delay belonging and full participation 
in brigade life and create barriers to recruitment 
and retention, particularly in smaller or rural 
brigades where recruits may already be known 
to the brigade or community. Many suggested 
a shorter default period, commonly 3–6 
months, or flexibility to end probation early 
where competency and fit are demonstrated. 
Some also supported setting the probation 
period locally. A smaller number supported 12 
months, seeing this as enough time to assess 
fit, participation and competency and complete 
required training.

Participants also wanted clearer criteria, 
mentoring and feedback during probation and 
fair processes for confirming, extending or 
ending it, especially where progress is delayed 
by training or course availability outside the 
volunteer’s control.

Probation, 
retention and 
leave 

“The brigade does not support a fixed 12-month probationary period. 
Instead, probation should be linked to the completion of core 
training and demonstrated competency, rather than a prescribed 
timeframe.

Rationale:
• A volunteer’s readiness to become a full member is better 
assessed by successfully completing core training, demonstrating 
competence, and contributing effectively to brigade operations. 
As training opportunities and individual progression can vary, a 
competency-based approach provides greater flexibility and better 
reflects a volunteer’s capability than a fixed 12-month period.”

“Comment on behalf of brigade: generally 
happy with the agreement except that the 
probation period is too long for our rural 
recruitment needs. We are generally shoulder 
tapping people anyway, so we know them 
and it’s hard to get them to come along and 
then say they can’t be a full member for 12 
months. Training availability is a problem - 
we have three recruits we haven’t been able 
to get on a course.”

“Probation Period: The current 12-month rule feels too 
prescriptive. If FENZ is to genuinely respect a brigade’s mana and 
independence (as outlined in the Brigade & FENZ Agreement’s 
Purpose statement), brigades should have the flexibility to set 
their own duration. I suggest changing this to a recommendation 
of 12 months, with a minimum period of 6 months.” Fire and 
Emergency employee feedback

“Alignment with Modern Volunteering: Modern 
volunteering data shows that people look for 
flexible, fast, and agile onboarding. A 12 month 
probation period signals a rigid system, causing 
brigades to lose potential recruits to other 
community groups with faster membership 
pathways and less barriers.”

“12 months provides sufficient 
time for both the brigade and the 
probationary member to determine 
whether the relationship is the right 
fit. […]

Rather than focusing solely 
on the length of probation, the 
agreement could define a structured 
probation process with clear 
expectations from the outset and 
regular documented review points 
throughout the probation period.”

“Under the Probationary 
Members heading it states that ‘a 
probationary member will not have 
decision making rights at a brigade 
meeting’… In our brigade as soon 
as you get your brigade number 
you have full voting rights as a 
full member of the brigade even 
if you are still on the 3-6 month 
probation, this is so no one is 
excluded from the brigade.” 
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Leave
Participants supported flexible leave 
arrangements that reflect work, whānau, health 
and other commitments. Feedback called for 
clearer rules about how long leave can last, what 
counts as extended leave and how repeated 
or extended leave affects attendance, service 
records and ongoing membership. Some 
questioned the proposed 15-month parental 
leave period and whether it should align with 
other timeframes in the agreements. Participants 
also wanted clear and proportionate processes 
for returning from extended leave, including when 
medical, competency or proficiency checks may 
be needed.

Probation, 
retention and 
leave 

“There should be direct linkage and mention of the 
pregnancy guidelines here. There should also be a ‘how to’ 
linked somewhere for Brigade Leaders on how to manage 
leave for our pregnant wāhine in a way that doesn’t affect 
their service records. There should also be an alternative 
option to seek approval if the wāhine doesn’t feel 
comfortable approaching her CFO.”

“Leave and absence need to be managed practically and with 
judgement. Volunteers have work, family, health and other 
commitments, and short-notice absence will sometimes happen. 
Where possible, members should communicate with brigade 
leadership, but absence should not automatically affect service, 
honours or ongoing membership without considering the 
circumstances and the member’s overall contribution.

I support flexible leave arrangements, including parental leave. 
Members should be kept connected to the brigade where they 
wish to be, and should be supported to return where that is 
practical and safe.”

“How many times can 1 person take the 
leave? (i.e. the member has 15 months 
leave- comes back for 3 months then 
takes another 15 months for a second or 
3rd child) That’s a lot of leave that no one 
else could take and still be part of FENZ.”

“The agreement should provide a clearer 
definition of what constitutes ‘extended leave.’ 
If a member has been away for more than six 
months, I believe they should be required to 
demonstrate operational proficiency before 
returning to active response duties to ensure 
both safety and operational readiness.”

“re-engagement requires new 
application and vetting after 
12 months, but parental gives 
15 months before the same – 
should they be the same (both 
12 or 15), seems unfair have 
different standards for different 
leave types”

“The agreement should also provide 
clearer expectations around extended 
absences and approved leave. While 
flexibility is important, there should 
also be clear expectations around 
maintaining engagement with the 
brigade. The agreement should 
include a structured review process 
where extended or repeated leave 
is regularly reviewed by brigade 
leadership, with management 
support where required, to ensure 
leave continues to be appropriate 
and is not being used to indefinitely 
retain brigade membership without 
meaningful participation.”
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We’ve had a member just transfer – how 
would that work under the potential new 
model? Because at the moment the brigade 
can just say no for whatever reason. 
Would they be back into another 12 month 
probation period, or would there be any 
expectation that they just be accepted?

I can see why there’s a probation period  
but it should be shorter for transfers as they 
are already a functioning FENZ volunteer.

I shouldn’t necessarily have to accept a 
transfer, but at the same time we should  
not be throwing away these good volunteers 
just because they have moved. You get 
many more farmers who are migratory 
right now – we want to make that process 
as transparent as possible. Engagement 
Session feedback

Transfers
Participants generally supported making 
transfers straightforward for experienced 
volunteers and recognising existing 
qualifications, competence and service. 
Feedback favoured shorter or more 
flexible transfer probation focused on local 
familiarisation, while allowing the receiving 
brigade to consider vacancies, operational needs 
and member fit. Participants also wanted clear 
and consistent information-sharing between 
brigades, with appropriate regard for privacy 
and natural justice. Some cautioned that 
rigid establishment limits or lengthy transfer 
processes could result in Fire and Emergency 
losing experienced volunteers who relocate.

Probation, 
retention and 
leave 

“It is appropriate that transfers are not automatic 
and that the receiving brigade can consider 
vacancies, operational needs, skills, availability 
and fit.

My main observation is that probation for 
transfers should be flexible. Where a member has 
left another brigade in good standing, is current 
or recently current, and has recognised skills 
and experience, a long probation period does not 
seem appropriate.

I also think Fire and Emergency should give 
serious consideration to accepting trained and 
experienced transferees quickly, even where 
this may put a brigade over establishment. 
Establishment numbers are important, but they 
should not become an unnecessary barrier to 
retaining trained capability in the volunteer system.”

“Transfers should not [be] automatic and Brigade Leaders retain the 
discretion to determine whether a transferring volunteer is a suitable 
fit for their brigade.

While qualifications and operational experience are important, 
transfers should also consider a member’s reliability, availability, 
teamwork and suitability for the brigade they wish to join. Brigade 
Leaders need sufficient information to make an informed decision.

The agreement should provide a clear and consistent transfer 
process that includes obtaining relevant information from the 
transferring member’s previous Brigade Leader, with appropriate 
regard for privacy and natural justice.”

“I support the principle that volunteers should be able to 
transfer between brigades and continue serving their new 
community. However, experienced volunteers who relocate 
should have a streamlined transfer process. Existing 
qualifications, service history, and operational competence 
should be recognized, and any probation period should be 
limited to local familiarization requirements rather than a full 
12-month probation.

I also feel that qualifications and experience should be 
recognized from sister agencies so when immigrants and or 
returning New Zealanders return [they] can transfer back into 
the FENZ family and continue to volunteer.”
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Ending engagement
Feedback on ending engagement focused on the 
need for clear and fair processes. Participants 
wanted greater clarity about when volunteer 
engagement or brigade membership can be 
ended, who makes those decisions and how 
brigade and Fire and Emergency decisions 
work together. Some wanted brigades to 
have a clearer way to address ongoing non-
participation, poor performance or serious 
conduct, while others were concerned that broad 
grounds for ending engagement could be applied 
unfairly. Across the feedback, participants called 
for clear expectations, support and opportunities 
to address issues first, along with fair process 
and access to review or appeal.

Probation, 
retention and 
leave 

“Failure to meet attendance expectations should 
lead first to a conversation, support, and a practical 
plan, especially where work, family, health, leave, shift 
work or other volunteer commitments are factors. … 
Termination should only be considered where there 
is an ongoing issue, expectations have been clear, 
support has been provided, and the member is no 
longer able to contribute safely or usefully.”

“It is sensible that a member can resign at any 
time, and that there is a clear exit process. … I 
support encouraging members to talk to brigade 
leadership or someone in the brigade before 
resigning, where they are comfortable doing so. 
In some cases there may be other options, such 
as leave, reduced involvement, welfare support, 
or a change in role, which could help retain 
people in the brigade where appropriate.”

“We would like to raise a significant concern 
regarding the absence of any provision 
that enables Brigade Leaders to formally 
terminate the employment or membership 
of an individual, particularly in situations 
where all reasonable avenues to address 
performance, engagement, or conduct have 
been fully explored. … Where these efforts 
are unsuccessful, there must be a defined 
and endorsed mechanism to conclude that 
individual’s involvement in a fair, transparent, 
and defensible manner. … We strongly believe 
the model must include a clear process that 
empowers Brigade Leaders to initiate and 
carry through termination of membership, 
following appropriate process and safeguards 
once all other avenues have been exhausted.”
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“Termination/Ending the Relationship - Provisions 
for changing or ending the agreement are framed 
at an organisational level and do not clearly 
address the individual volunteer relationship. 
There is limited clarity on:

• 	The circumstances under which a volunteer’s 
engagement may be ended

• 	Whether there is a distinction between 
voluntary exit, stand-down, and termination

• 	What process must be followed before 
termination (e.g. warnings, investigation, right 
of response)

• 	Whether there is a right to appeal or review a 
termination decision

• 	How natural justice is upheld …

Include a clear, principles-based framework for 
managing the end of a volunteer relationship, 
covering both voluntary and non-voluntary 
scenarios, and ensuring appropriate procedural 
fairness.”

“I support FENZ being able to end engagement 
for genuine safety issues, serious misconduct, or 
inability to perform the role safely. However, ‘public 
trust’, ‘directions’ and ‘policy’ are too broad. They 
could be read as covering disagreement with 
FENZ, criticism, or raising uncomfortable concerns. 
Volunteers should not risk removal for respectfully 
speaking up or holding a different view. The 
grounds for ending engagement should be clear 
and serious, with written reasons, natural justice, 
access to support or advocacy, and a genuine 
review or appeal pathway.”

“Fire and Emergency has decision-making authority 
regarding the termination of a volunteer’s role, 
including the removal of their authority to respond, in 
cases of serious misconduct or non-performance. … 
The brigade … is responsible for deciding whether 
to terminate a person’s membership where brigade 
expectations have not been met … It is currently 
unclear whether a decision by the brigade to terminate 
a person’s brigade membership automatically results 
in the termination of their volunteer role with Fire and 
Emergency, including the removal of their authority to 
respond. If that is the intended effect, this should be 
made explicit.” Fire and Emergency  
employee feedback
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Re-engagement
Feedback generally supported making it easier 
for experienced volunteers to return without 
unnecessarily repeating recruitment or training. 
Participants favoured a flexible, capability-based 
approach that recognises previous experience 
and allows returning volunteers to demonstrate 
current competence. Some felt the proposed 
timeframe was too short or should be more 
flexible, particularly where volunteers had been 
away for work, study or other life circumstances. 
Participants also wanted clearer and more 
consistent re-engagement processes, including 
when recruitment, vetting or training need to be 
repeated. At the same time, feedback supported 
appropriate checks on competency, previous 
conduct and suitability, with discretion for 
brigades where there are unresolved concerns.

Probation, 
retention and 
leave 

2 years is better for re-engagement as it’s very 
common for brigade members to go overseas for a 
year for work or school. Should be voted back into 
the brigade and have their skills signed off by a 
trainer without needing to re-take a full course. Re-
engagement timeline should also take into account 
overseas experience – e.g. person may have been 
firefighting overseas, similar to a recognition of prior 
learning – trainer should come and check you off on 
things. Engagement Session feedback

Re-engagement period should 
be longer and the process 
shorter. Engagement Session 
feedback

Re-engagement doesn’t mention about having to redo a 
7-day recruit course which was the case, has put people off 
reengagement. 12 months need to redo the application and police 
vetting. […] Case by case basis some need to redo. Document 
needs to be clear about the process as there is some confusion 
/ inconsistent information and practice. Preference for a flexible 
approach that meets the returnee where they are.  
Engagement Session feedback

12 months is too short. This brigade had someone come 
back after 2 years with no problem. Timing should be 
flexible but you should have to demonstrate you retain the 
knowledge – regional trainer should certify to a minimum 
standard for each level of responsibility, determining at 
what level the person re-enters. […] Brigades should be 
able to veto re-engagement or initiate a process. In some 
situations, it may have been good for the brigade that the 
person left. There may be unresolved issues that require 
conflict resolution or a coaching plan. There could be a 
new trial period upon re-engagement.  
Engagement Session feedback
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Implementation  
and next steps

KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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Gaps and unintended 
impacts
Participants identified gaps in the proposed 
arrangements and possible unintended 
consequences of how some provisions could 
work in practice. Feedback raised situations not 
clearly addressed in the agreements, including 
conflicts with volunteers’ professional or legal 
obligations, circumstances that may not fit the 
proposed model, and consequences that may 
not have been intended. Participants wanted 
greater clarity about how these situations would 
be managed and how issues identified during 
implementation would be addressed.

Implementation  
and next steps

“It needs to be made clear from the 
outset that conditions of a Learner & 
Restricted licence must be complied 
with to prevent those licence holders 
turning out after hours (2200-0500) 
unless they get a lift from a full class 1 
licence holder. This should be stated 
early-on in the individual agreement.

[Allowing] members with L or R 
licences to ride the truck puts the OIC & 
organisation at risk especially if they are 
involved in any kind of traffic incident 
driving to/from the station outside the 
hours specified on the licence.”

“The Brigade notes that this section appears to link the 
ending of the Agreement with the winding up of the Brigade. 
However, it is unclear whether winding up is intended to be 
the automatic consequence of ending the Agreement, or 
whether it represents one of a number of possible outcomes 
that may arise depending on the circumstances.

Given the significance of winding up a brigade, further 
clarification would be beneficial regarding the circumstances 
in which winding up is intended to occur, the process to be 
followed, and how decisions relating to the future provision 
of emergency services within the community are intended to 
be made.”

“I also feel like the document 
is too silent on composite 
brigades, that is units that 
aren’t standalone ‘volunteer 
fire brigades’, but housed 
within a career station. While 
they are distinct legally, lines 
are blurred, no, in the day to 
day operation.”

Wording around being a volunteer, not being 
paid – UFBA have been discussing with ACC 
about cover for cancers. Make sure wording 
doesn’t give ACC an easy opt out for firefighters. 
Long duration events are normally rural events 
not using BA L2 gear so high risk of carcinogen 
exposure. ACC could turn around and say you 
accept risks of being a volunteer as you signed 
these agreements and will weaken safety and 
cover from ACC. Engagement Session feedback

“Section 4 requires volunteers to follow all Fire and Emergency 
policies, procedures, and the Code of Conduct, as well as 
any reasonable directions from brigade leadership and FENZ. 
However, the document does not address situations where 
a volunteer’s professional obligations — such as maintaining 
a medical practising certificate and adhering to strict clinical 
ethics — may conflict with a FENZ policy or directive.”
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Implementation
While no decisions have been made about 
implementation, the consultation invited 
feedback on what a successful rollout should 
look like. Feedback called for clear guidance, 
practical resources, training and local support, 
with some participants suggesting the final 
agreements be tested with brigades before 
rollout. A recurring suggestion was to review 
the model after implementation so issues and 
unintended consequences could be addressed. 
Participants also wanted clarity about who 
would need to sign, how existing volunteers 
and brigades would transition, and what would 
happen if an individual or brigade chose not to 
sign. Views differed on whether adoption should 
be compulsory. Some volunteers who receive 
legacy payments also wanted clarity about the 
Payments project before the VEM agreements 
are implemented for affected brigades.

Implementation  
and next steps

“I agree in principle with the Brigade 
Rules and Brigade and Fire and 
Emergency Agreement. The Individual 
agreement I would not like to sign. 
The moment you have contracts, exit 
procedures, and disciplinary actions 
signed it takes volunteer status to a 
whole new level. I believe this will have a 
drastic action on recruitment”

“We recommend that the final VEM rollout include:
plain-language explanation material for all volunteers;
specific training for Brigade Leaders and management 
committees;
implementation support from district management and 
volunteer support roles;
local workshops or drop-in sessions for brigades;
example completed documents for different brigade types;
a transition period before strict reliance on the new documents;
a mechanism to identify and resolve unintended consequences;
a 12-month review after implementation;
a simple advice loop showing the issues raised, decisions made 
and support provided.

This would give the model the best chance of becoming a 
practical relationship framework rather than a one-off signing 
exercise.” LAC feedback

Would there be the 
opportunity for a final review 
before rolling out, suggestion 
was made to do spot 
checking of final documents 
with a sample of brigades 
from around the country… 
Engagement Session 
feedback

Are the proposed agreements designed for 
incoming members or all members expected to 
sign retrospectively? Would set the standard if 
everyone signed, and then someone can’t refer 
to an historical agreement signed years ago. 
Engagement Session feedback

“Could Fire and Emergency 
clarify whether execution of the 
proposed Individual Volunteer 
and Fire and Emergency 
Agreement and the proposed 
Brigade and Fire and Emergency 
Agreement is mandatory, what the 
consequences are if an individual 
volunteer or brigade declines to 
sign, and how existing volunteers 
and brigades will be transitioned to 
the new arrangements?”
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Project feedback
KEY THEME

*Note: “Engagement Session feedback” is drawn from notes taken during facilitated sessions and includes a combination 
of summary and direct quotes, as captured to the best of the notetaker’s ability. “Fire and Emergency employee feedback” is 
verbatim feedback submitted by Fire and Emergency employees through the consultation. “LAC feedback” is verbatim feedback 
collected from Local Advisory Committees. All other quotes are taken directly from feedback that volunteers and brigades shared 
through the consultation, although some have been edited for length or where necessary to preserve privacy.
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We received a mix of supportive, constructive 
and critical feedback on the project, its timing 
and the consultation approach. Participants 
welcomed the aim of greater clarity and 
consistency and recognised the engagement 
undertaken. Views on timing varied, with some 
wanting more time for consultation and others 
wanting the project to move ahead more quickly. 
Participants also raised concerns about the 
project’s potential effects on volunteering and 
volunteer culture. A smaller number strongly 
opposed the project as a whole.

Project feedback

Thanks for incorporating the feedback from the [Seeking 
Your Insights phase], you seem to have done this well. 
Engagement Session feedback

When it first came out I said for f**ks sake but you guys have 
done a great job engaging. Engagement Session feedback

“This project is crucial to ensure clarity and 
consistency to our volunteers who deserve 
to be as supported as possible by our 
organisation for the tireless and selfless  
work they do for their communities.”  
Fire and Emergency employee feedback

“The proposed agreements improve clarity 
and consistency; however, several elements 
may unintentionally impact volunteer 
recruitment, retention, brigade governance 
capacity, and the already fragile trust 
relationship between volunteers and Fire and 
Emergency New Zealand (FENZ). Without 
adjustments and additional support, the VEM 
risks placing significant pressure on brigades 
and may undermine volunteer sustainability.” 
Fire and Emergency employee feedback

“This project has taken far too 
long to get to print.”

“Please stop consulting 
and get on with it.”

“If the relationships established through 
the Volunteer Engagement Model 
prove successful, future generations of 
volunteers, brigades, Fire and Emergency 
New Zealand, representative organisations, 
government and communities will be 
better placed to consider those questions 
together. In that respect, the greatest 
success of the Volunteer Engagement 
Model may ultimately be measured not only 
by the Agreements it produces today, but by 
the conversations it enables tomorrow.”

“You are ruining what it means to 
be a volunteer. This is a pointless 
exercise we want FENZ in our 
lives less, not more. The concept 
itself. It reads like an employment 
agreement. Fenz needs to back 
off with policy demands and let us 
be volunteers. Get rid of it. Make it 
less demanding.”

“this project is needed, but it 
needs to be genuinely volunteer-
centred. That means accessible 
documents, realistic timeframes 
for volunteers to review and 
respond, and feedback methods 
that make it easy for brigades and 
individual volunteers to contribute 
meaningfully, not just through 
formal consultation channels.”

“Given the current low engagement 
numbers across the volunteer base, 
it is my position that the consultation 
period must be extended by a 
minimum of two months. This 
extension should run concurrently 
with a renewed engagement 
approach, including area meetings 
facilitated with Brigade Leaders to 
actively promote participation and 
gather meaningful feedback.  
A consultation process that does 
not reach the people it is designed to 
serve cannot produce outcomes that 
reflect their needs.”
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Other feedback not in 
scope for this project
The project gathered a wealth of valuable feedback and insights that cannot be addressed 
directly through the proposed agreements. This feedback has been organised by topic and 
shared with relevant teams to help inform their work. This includes feedback related to ACC 
coverage, matters within the scope of the Payments and Operational Capability projects, 
comments on training delivery and existing Fire and Emergency policies, systems and 
processes that sit outside the proposed agreements.
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What happens next?
Over the next few months, the Volunteer Engagement Model team will use what it has 
learned through consultation to revise the agreements, doing further testing as needed 
with the UFBA working group and other stakeholders.

You can expect to hear from us as we progress through these stages:

What you can expect Indicative Timeline

We work through your feedback and revise agreements. Now – December 2026

Revised agreements go to UFBA and Fire and Emergency Boards for consideration,  
with further revision as needed.

December 2026 - February 2027

We share an update on what has changed as a result of consultation March 2027

Implementation phase begins April 2027

These timelines are indicative and may change to allow enough time for further testing and refinement of the agreements.  
For further information between these milestones or to share feedback, we will remain available at vem@fireandemergency.nz 
and at connect@ufba.org.nz.

We know that this model has been a long time in the making, and our priority is still to get the agreements right for volunteers, 
brigades, Fire and Emergency and our communities. Thank you again for your critical role in making this possible.
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