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CHESHIRE FIRE AUTHORITY 
 

MEETING OF : GOVERNANCE AND CONSTITUTION COMMITTEE 
DATE : 1ST APRIL 2015 
REPORT OF : HEAD OF LEGAL AND DEMOCRATIC SERVICES 
AUTHOR  : ANDREW LEADBETTER 
_____________________________________________________________ 
 

SUBJECT:         GOVERNANCE ARRANGEMENTS –  
NORTH WEST FIRE CONTROL                                                            

_____________________________________________________________ 
 

Purpose of Report 
 
1. To provide reassurance to Members about the governance arrangements 

associated with North West Fire Control. 
 

Recommended that Members 
 

[1]       consider the report and highlight any issues where they require 
further information. 

 

Background 
 

2. The Fire Authority committed to the North West Fire Control project in 
September 2012. 

 
3. NW Fire Control Limited (the Company) - which is jointly owned by the 

Authority, Cumbria County Council, Greater Manchester Fire and Rescue 
Authority and Lancashire Combined Fire Authority (the Authorities) - 
started to handle Cheshire’s calls and mobilise its resources on 14th May 
2014. 

 
4. After considering a report on the 11th December 2013, the Authority 

decided to: 
 

Authorise the Chief Fire Officer, Head of Legal and Democratic Services 
and Head of Finance to settle and enter into legal agreements which will 
safeguard the Authority’s position and provide suitable governance 
arrangements. 

 
5. This report explains how governance has worked during the project and 

how it will do so in the future. 
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Information 
 
6. The project to deliver a North West Fire Control has been a considerable 

success.  It was led by Paul Hancock and delivered by a number of people 
who often devoted significant time and effort to it.  In the background 
various documents ensured that the Authorities, the Company and those 
officers involved in delivering the project understood what was required of 
them and how decisions had to be made. 

 
7. Not all elements of the project were delivered at the time that the 

Authorities transferred their call handling and resource mobilising 
arrangements to the Company.  Work has continued to finalise all 
elements of the project and it will shortly be concluded.  This will lead to 
the completion of the last element of the ongoing governance, hence this 
seemed like a good time to consider the suitability of the arrangements. 

 
8. An extract from the report to the Fire Authority in December 2013 is 

attached to this report as Appendix 1.  It is intended to provide Members 
with a checklist of issues that they should be satisfied have been 
satisfactorily covered in the various documents.  The author of this report 
will help Members to check this during the meeting. 

 
9. The following paragraphs provide an overview of the relevant 

documentation and key provisions and controls that exist (or shortly will 
do). 

 
Company Documentation 

 
10. The Authorities own the Company with an equal share each.  They also 

appoint two directors each to the board of directors.  The Articles of 
Association are the rules about how the Company and its board of 
directors operate.  They contain an appendix which sets out decisions that 
require ‘unanimous consent’ of the Authorities, e.g. 

 
� The admission of any fire and rescue authority as an owner of the 

Company (no other kind of organisation can become an owner 
unless the Articles are changed); 

� The amalgamation or merger of the Company with another 
organisation; 

� The winding-up of the Company; 
� The alteration of the Articles of Association. 

 
11. There is also a Members Agreement (‘members’ in this context means 

‘owners’).  The four Authorities (and Merseyside) entered into the 
Members Agreement at the time that the Company was set up.  It provided 
information about the process for setting up the Company and additional, 
‘belt and braces’, safeguards to prevent the Authorities from making 
changes to the Company without unanimous agreement. 
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Project Documentation 
 
12. The Joint Working Agreement was in place until the Authorities made a 

firm commitment to the project.  The Authorities were able to end their 
interest in the project at this stage (as Merseyside did) without penalty. 

  
13.  The Contract between the Company and telent (the provider of the call 

handling and mobilising system) was entered into in December 2012.  At 
the same time the Project Agreement between the Authorities was 
completed.  This was due to come to an end when the transitions from the 
Authorities to the North West Fire Control had all occurred.  However, 
because the project was not completed at that time the Project Agreement 
has remained in place and has continued to be relevant.  The Project 
Agreement: 

 
� Confirms the commitment of the Authorities, including resourcing and 

the   contributions from each; 
� Sets out the withdrawal and termination methods and (significant) 

implications of doing so; 
� Provides clarity about decision-making (Project Board, Chief Fire 

Officers, or Authority decisions). 
 

Business Documentation 
 
14. Each Authority entered into an Agreement for Services with NW Fire 

Control Limited which came into effect when the Company took over call 
handling and mobilising activities.  Apart from dealing with important 
transitional issues like the transfer of staff it has similar features to any 
contract for services, obligating the Company to deliver the services to 
certain standards (that it is required to report upon) and obligating the 
Authorities to pay for them.   

 
15. The services are described in a schedule to the Agreement for Services 

and this is attached to this report as Appendix 2.  The standards are also 
described in a schedule to the Agreement for Services and they cover: 
availability (of the call handling and mobilising system); speed (of call 
handling and mobilising); and quality of the service.  The Fire Authority 
decided that performance should be reported to Performance and 
Overview Committee. 

 
16. The Authorities committed to enter into a Co-Operation Agreement to 

replace the Project Agreement once the project was completed.  This was 
recently considered by the Chief Fire Officers of the Authorities and should 
shortly be ready for signature.  The following list covers the more 
important issues that the Co-Operation Agreement will deal with: 
 
� A commitment by the Authorities to comply with the Members 

Agreement and Agreement for Services; 
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� An aim of having a consistency of approach to contract and 
performance management by the Authorities; 

� Promises by the Authorities to pay the relevant proportion of the 
costs due to the Company (and a mechanism to revisit those 
proportions if circumstances change); 

� An agreement about how ‘profit’ from the Company should be shared 
if a ‘profit’ is declared at some point in the future; 

� Detailed termination provisions which are tied to the terminology in 
the Agreement for Services – the opportunity to terminate is tightly 
defined and the methodology formal; 

� An understanding about how change should be handled – avoiding 
changes that disadvantage one, or more Authorities and ensuring 
that significant changes to the Company and/or the services that it 
provides are fully assessed by the Authorities prior to 
implementation.  This bolsters the provisions in the Company’s 
Articles of Association, Members Agreement and the Agreement for 
Services.  It is acknowledged that any significant changes will require 
the approval of the individual Authorities and that normally such 
decisions will need to be made by elected Members.  Officers 
anticipate that if the Company is to take on new work it will need to 
be captured in a business case that satisfies all of the Authorities. 

 

Financial Implications 

17. The Co-Operation Agreement reiterates the Authority’s financial 
commitment to the Company.  The other Authority owners of the Company 
also make the same commitment.  There is an acknowledgement that it 
may be necessary to revisit the proportions payable by the Authorities 
(taking into account the relevant benefits to the respective Authorities). 

 

Legal Implications 
 
18. It is important that the Authority’s relationships with the Company and the 

other Authority owners of the Company are properly defined in order to 
safeguard the Authority’s interests.  This report seeks to explain how 
officers have sought to achieve suitable governance arrangements not 
only during the project, but also for the future. 

 

Equality & Diversity Implications 

19. There are no equality and diversity implications in this report. 
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Environmental Implications 
 
20. There are no environmental implications in this report.  
 
 
 
CONTACT: JOANNE SMITH, FIRE SERVICE HQ, WINSFORD 
TEL [01606] 868804 
 
BACKGROUND PAPERS:  
 
 
 


