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AUTHOR  : RICHARD OST 
_____________________________________________________________ 
 

SUBJECT  : BLUE LIGHT COLLABORATION 
_____________________________________________________________ 
 

Purpose of Report 
 
1. This report provides Members with details of work carried out to-date in 

relation to Blue Light Collaboration, sets out some key issues and 
seeks Member approval to continue to develop proposals for Members 
to consider at the Fire Authority meeting in December 2015. 

 

Recommended:  That  
 

[1] Members note the report and authorise officers to further 
develop Blue Light Collaboration along the lines indicated in the 
report with a view to reporting back to the Fire Authority at its 
next meeting. 

 

Background 
 
2. Initial meetings between representatives of the Police and Crime 

Commissioner’s Office (PCC), Cheshire Constabulary (CC), North 
West Ambulance Service (NWAS) and Cheshire Fire and Rescue 
Service (CFRS) took place in April and June 2014.  As a result some 
departmental heads were asked to make presentations to the group in 
October 2014 covering: current arrangements and 
options/opportunities to work more closely. 
 

3. Work gathered momentum and the working title ‘Blue Light 
Collaboration’ (BLC) was adopted.  An Executive Board was 
established to oversee BLC.  The Terms of Reference of the Board are 
attached as Appendix 1 to this report and include details of the Board’s 
membership and various roles and responsibilities. 
 

4. The Executive Board developed ideas to explain what BLC was about.  
The Board’s vision was: 
 
To gain the maximum value for the public purse by having efficient and 
effective single back office support functions, which will be either 
delivered through a shared service, collaboration, or by merging to 
support Cheshire Constabulary, Cheshire Fire and Rescue Service and 
where possible North West Ambulance Service. 
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5. The following aspiration was also agreed by the Executive Board in 
relation to CC and CFRS that: 
 
Within 3 years both services will have shared back office support 
functions delivered from a single shared headquarters site. 
 

6. Officers were tasked with carrying out detailed work concerned with 
establishing a joint headquarters for CC and CFRS and bringing 
together the following functions: human resources/people development 
(transactional elements); ICT; finance: procurement; stores and fleet.  
This ultimately led to the preparation of a BLC Business Case which 
was presented to the Executive Board in July 2015. 
 

7. The Executive Board decided that collaboration should be pursued.  
However, it acknowledged that further work was required as well as the 
necessary approvals from the respective organisations. 

 

Information 
 

Work to Date 
 

8. The BLC Business Case runs to 176 pages and was produced jointly 
by officers from CC and CFRS.  The table of contents from the 
Business Case is attached as Appendix 2 to this report so that 
Members can see the structure of the document.  Extracts from the 
Business Case appear in the text below in italics. 
 

9. The Business Case programme vision (committed to by the three blue 
light services) is: 
 
� Maintain and prioritise front-line emergency services through the most 

efficient use of our combined resources by moving beyond collaboration. 
� Use our strong Cheshire brand to deliver an excellent and seamless 

service to the public, by drawing upon each other’s strengths. 
� Improve the outcomes for the communities of Cheshire by working more 

effectively to tackle our shared issues at the earliest opportunity. 

 
10. It goes on to describe a number of factors that it believes will be 

required at or before implementation in order to achieve the stated 
objectives.  These are: 
 
� Agreed vision, communicated to all stakeholders 
� An agreed model of service delivery 
� Agreed and fully understood service levels to meet both organisations 

needs 
� Clear and workable governance 
� Clear lines of accountability and financial liability  
� Simple, fair, transparent and progressive cost apportionment  
� A well-developed transition plan  
� Appropriate resourcing to make this happen  
� Equality of treatment of staff  
� An agreed exit strategy 
� Flexible and expandable solution 
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11. The Programme Scope was described in the Business Case as follows: 

 
In order to achieve the programme vision it has been recognised that 
significant changes will be required to the way we work, bringing together 
functions delivered disparately across the three organisations. Following initial 
presentations in October 2014 a programme mandate was agreed which 
identified the following activities being required to work towards the vision. 
 

� Merge all back office transactional services – including ICT, HR, Finance, 
Payroll and Procurement – between Cheshire Fire & Rescue Service and 
Cheshire Constabulary using the existing Multi Force Shared Service 
Model. 

 
� Create a shared service between Cheshire Fire & Rescue Service and 

Cheshire Constabulary to deliver HR business support, organisational 
development, management training etc. and explore other areas once 
service restructures have concluded. 
 

� Provide a fit for purpose property portfolio based on future operational 
needs of Cheshire blue light services. 
 

� Undertake a strategic review of property assets across Cheshire blue 
light services to release valuable sites and participate with other public 
sector partners to develop One Public Sector Estate projects. 
 

� Merge the fleet maintenance services of Cheshire blue light services 
making the best use of sites, skills and equipment. 
 

� Explore an individual business case for establishing a joint Community 
Safety Team around complimentary areas of delivery, including road 
safety, anti-social behaviour and arson and work together, and with 
established sub-regional programmes, to support the wider move towards 
prevention models across the sub-region. 

 
12. The Business Case did not deal with property portfolio/assets or 

community safety.  It did, however, go on to define the other functions 
that should be in scope for collaboration, namely: 
 
� Human Resources / People Development (professional elements) 
� Facilities and Estates / Property 
� Strategic Change and Portfolios / Business Improvement 
� Courier Services 
� Force Solicitors / Legal Services 
� Print Services 
� Corporate Communications 
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13. Some of the conclusions from the Business Case are highlighted below 

and put into context: 
 
Headquarters 
 

14. Other than the investment to create the joint vehicle maintenance 
facility at the CC headquarters site there would only need to be modest 
changes to the building.  However, there may be pressure on space if 
all staff from CFRS’ headquarters are to be accommodated in the CC 
headquarters building.  In any event CFRS would need to relocate/re-
provide its training facilities at another site in order to sell off the entire 
CFRS headquarters site as these facilities cannot be accommodated at 
the CC headquarters site. 
 

15. The CC headquarters building was procured through the Private 
Finance Initiative.  Making changes to the building will be subject to 
approvals which may take time to secure.  Once in occupation CFRS 
will be responsible for a proportion of the costs associated with the CC 
headquarters, based upon the amount of space occupied by CFRS 
staff. 
 
IT Platforms 
 

16. CC and CFRS would operate using the same IT platform.  This would 
belong to CC.  CC utilises the Oracle Enterprise Resource Planning 
system and this would replace dedicated finance, human resources, 
stores and asset management systems.  CC is also introducing a 
payroll module.  CC and CFRS would use CC’s fleet management 
system.  CC and CFRS would retain their respective current staff 
rostering systems. 
 

17. CC operates to a higher security level than CFRS and CC’s employees 
are vetted before being allowed to access the Oracle system.  A 
number of options exist for dealing with security, ranging from 
upgrading the security level of CFRS (which will take time) through to 
developing bespoke applications to allow CFRS to access the CC 
system notwithstanding CFRS’ lower level of security.  A degree of 
integration will be essential as CC operates with significant self-serve 
capabilities and it is through these that CFRS can make efficiencies. 
 
Transactional Services (finance, payroll, human resources etc.) 
 

18. Unsurprisingly the individual sections covering the transactional 
services include options for staffing structures and identify potential 
staff reductions.  The greatest savings are obviously delivered by 
pursuing options that secure the highest level of integration of staff and 
processes.  However, there are in some areas clear differences 
between what CC and CFRS expects of it support services.  There may 
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need to be changes in the levels of service currently provided to both 
parties. 
 
 

19. CC already collaborates with other police forces delivering 
transactional services through what it calls the Multi-Force Shared 
Service.  CC staff are specifically allocated to the MFSS, but remain 
CC employees as the MFSS is not a separate entity.  A significant 
proportion of transactional services would be delivered by staff in the 
MFSS. 
 
Current Position 
 
Intentions  
 

20. These have not significantly changed since collaboration was first 
discussed.  The following bullet points capture the parties’ intentions: 
 
� CC and CFRS are clear and resolute about retaining their separate 

identities for the front-line services that they provide.  Therefore, 
any collaboration must not be allowed to adversely affect the 
operational elements or their brand and reputation. 
 

� CC and CFRS consider that it is possible to create a joint 
headquarters.  This should allow CFRS to sell its current 
headquarters once it has relocated/re-provided some of its assets, 
e.g. training facilities. 
 

� CC and CFRS believe that it is possible for support services to be 
delivered by a single ‘back office’ which should provide benefits to 
both parties. 

 
21. In this context back office includes: finance, human resources, ICT, 

legal, procurement, stores, facilities/property management, print, 
communications, strategic change/project office and workshops. 
Currently, it is anticipated that members of the Democratic Team will 
continue to be CFRS employees, servicing and supporting the Fire 
Authority and its Members.  In addition the Authority is likely to need to 
retain some resource to deal with statutory requirements and to assist 
in managing the arrangement with CC.  The total number of staff that 
would be expected to transfer to CC would be in excess of 100. 
 
Justification 
 

22. It is clear that funding for public services will continue to reduce and 
that fundamental change is inevitable.  Given that Members are 
committed to protecting operational services it is reasonable to assume 
that support services will need to take their share (or more) of funding 
reductions.  As CFRS is relatively small (with some support services 
containing less than half a dozen members of staff) continuing funding 
reductions that lead to staff losses will leave CFRS lacking expertise 
and resilience in some areas. 



 Item 9 
Cheshire Fire Authority 

23 September 2015 

 

 
23. Members indicated that they favoured retaining the Cheshire footprint 

which CC and CFRS share.  The two organisations have the same 
‘customer’ base and as both are emergency services they have some 
similarities.  They have more in common than they have with other 
public sector organisations.  The fact that the CC headquarters is 
situated in Winsford (less than two miles from CFRS’ headquarters) is 
also significant as the impact on staff of a move is lessened. 

 
24. Given that the Government supports collaboration between emergency 

services it is highly likely that funding will be available to assist with 
projects that leads to joint working. 

 
Key Points  

 
25. The security situation at CC’s headquarters and the security level of the 

IT system that CC operates will have implications for CFRS.  CFRS 
staff that need to utilise the CC IT system will need to be vetted.  A 
venue will need to be found for Fire Authority meetings. 

 
26. CFRS support staff will become CC employees (covered by the 

Cabinet Office Code of Practice – Staff Transfers in the Public Sector, 
which essentially means that they would transfer on the same basis as 
if TUPE applied) and be part of a team delivering services to CC and 
CFRS.  Structures will need to be created and posts filled – but there 
will be staff reductions as this is where the main savings can be made 

 
27. The level of service to be provided will need to be properly captured 

and ‘signed up’ to.  This is not an insurmountable problem, but it will be 
a challenge as there are different ways of working/expectations at 
present in the respective organisations.  As far as possible ways of 
working should be aligned as this should help release the greatest 
savings. 

 
28. The financial model needs to be agreed and implications for 

funding/precepting fully considered.  This will cover issues such as the 
cost of services, the impact of capital released from the sale of CFRS’ 
headquarters and the cost of space used by CFRS at CC’s 
headquarters. 

  
29. The governance associated with the project and ongoing relationship 

between CC and CFRS will need to be adequately defined.  The 
relationship will need to be properly described in a legally binding 
document. 

 
Proposed Next Steps 

 
30. The following bullet points set out some of the next steps that need to 

be pursued (albeit some are already well advanced): 
 
� Capture precisely what is covered by BLC and the phasing of the 

BLC project 
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� Agree principles of joint working and governance/decision-making 

for the BLC project 
 

� Develop a project plan and fully worked timetable (including 
decision-making with suitable and sufficient Member involvement) 
 

� Agree process for developing structures (and protecting staff as 
much as possible and in light of ‘TUPE protection’) 
 

� Begin to consider what senior management team(s) might look like 
 

� Identify and allocate appropriate resources 
 

� Prepare a staff engagement and communication strategy 
 

� Secure clarity about the contractual relationship between CC and 
CFRS (including service levels) 
 

� Begin to consider Member support and Fire Authority 
arrangements post headquarters move/TUPE transfer 
 

� Consider financial model and funding implications 
 

� Establish plans for training provision etc. at another site or sites 
 

� Consider detailed risk log and mitigation strategy 
 

� Pursue funding bid (or bids) 
 
� Begin dialogue with trade unions 

 

Legal Implications 
 
31. The Authority would normally be required to engage in a procurement 

exercise if it wished to secure the services of a third party.  However, 
The Public Contract Regulations 2015 include certain exceptions 
concerned with public contracts between entities within the public 
sector.  Regulation 12(7) states under the heading Contracts which 
establish or implement co-operation between contracting authorities 
that: A contract concluded exclusively between two or more contracting 
authorities falls outside the scope of this Part where all of the following 
conditions are fulfilled:-  
 

the contract establishes or implements a co-operation between the 
participating contracting authorities with the aim of ensuring that 
public services they have to perform are provided with a view to 
achieving objectives they have in common; 
the implementation of that co-operation is governed solely by 
considerations relating to the public interest: and 
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the participating contracting authorities perform on the open market 
less than 20% of the activities concerned by the co-operation. 

 
32. It is believed that Regulation 12(7) was drafted to cover what is 

proposed.  However, the language of the Regulation is not entirely 
clear and given the significance of what is proposed it is likely that 
external expert advice should be obtained with a view to being satisfied 
that what is proposed cannot be challenged.   
 

33. The consultation ‘Enabling closer working between the Emergency 
Services’ suggests that the barriers for full collaboration can only be 
removed by creating a single employer.  Whilst this is concerned with 
the situation where the PCC is responsible for police and fire this point 
needs to be fully explored. 
 

34. Staff within the support services covered by the BLC should be 
protected by the Cabinet Office Code of Practice – Staff Transfers in 
the Public Sector, which essentially means that they would transfer on 
the same basis as the Transfer of Undertakings (Protection of 
Employment) Regulations 2006 (as amended) (TUPE).  This would 
assist by providing a logical framework to the outsourcing process.  It 
protects the rights of outgoing employees, e.g. certain terms and 
conditions.  CC support staff are members of the Local Government 
Pension Scheme.  Accordingly, CFRS staff will be able to remain 
members of the LGPS if they transfer and become CC employees 
(although CC may apply different discretions).  It may be possible to 
offer options for staff which will assist with the project, e.g. offering 
voluntary redundancy where staff numbers appear to be greater than 
the posts that are likely to be available at CC. 
 

35. Staff within CFRS have a decent working knowledge of TUPE, but the 
BLC will be challenging and it may be appropriate to take advantage of 
external support during the process. 
 

36. CFRS will need to negotiate and agree appropriate contractual 
arrangements prior to committing to BLC.  CFRS will wish to secure 
commitments as to service levels etc. 
 

Financial Implications 
 
37. Whilst the BLC Business Case was able to provide evidence of 

potential savings, it only related to a proportion of the services that 
might be the subject of collaboration.  It is also fair to say that the 
approach to BLC that is reflected in the Business Case is not entirely 
aligned with what is described in this report.  Therefore, at this time it is 
difficult to predict the level of savings that might be achieved.  The 
modelling of costs and savings and how these will be apportioned 
between CC and CFRS will be a major piece of work that will need to 
be delivered prior to the parties being in a position to commit to BLC. 
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38. Any debate about value for money will need to focus on the 
collaboration taken in the round.  The savings associated with BLC will 
not fall evenly between CC and CFRS.  This will need to be reflected in 
the funding of BLC and ongoing costs associated with the arrangement 
it delivers. 
 

Equality and Diversity Implications 
 
39. Equality and diversity implications will need to be considered as the 

project plan is developed.  These will be taken into account in the 
delivery of the project. 

  

Environmental Implications 
 
40.  Delivery of BLC should ultimately lead to environmental benefits, e.g. a 

reduction in the number of sites utilised by CC and CFRS  
 
 
CONTACT: JOANNE SMITH, FIRE SERVICE HQ, WINSFORD 
TEL [01606] 868804 

BACKGROUND PAPERS:  NONE 
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APPENDIX 1                      
Blue Light Executive Board 
Terms of Reference (ToR) 

 

Purpose:  
Delivering the vision for collaboration, maintaining momentum and 
providing leadership to drive the delivery of projects and all associated 
elements of the Cheshire Blue Light Collaboration programme. All 
decisions made by the Executive Board are subject to each 
organisations internal reporting and corporate governance 
arrangements.   
Key Functions; 

• Maintain and prioritise front line emergency services through most 
efficient use of our combined resources, by moving beyond 
collaboration. 

• Use our strong Cheshire brands to deliver an excellent and seamless 
service to the public by drawing upon each others strengths 

• Improve the outcomes for the communities of Cheshire by working 
more effectively to tackle our shared issues at the earliest 
opportunity.  

• Provide political interface and remove barriers. 

• Setting the vision and strategy for joint working. 
 Membership  
(Core with voting rights) 

Membership 
(Associate) 

John Dwyer, Police and Crime 
Commissioner  
John Joyce, Chair of Cheshire Fire 
Authority 
Wyn Dignan, Chair - NWAS  
Simon Byrne, Chief Constable – 
Cheshire Police 
Paul Hancock, Chief Fire Officer 
Bob Williams, Chief Executive  NWAS 

Mark Sellwood, Chief 
Executive of PCC Office 
Richard Ost – Programme 
Manager  

Role & Responsibilities of Members  
 
Programme Board  
Separate Terms of Reference (ToR) developed for Programme Board 
 
Executive Sponsor – to ensure the project remains a viable proposition 
and that benefits are realised, resolving any issues outside of the control 
of the programme manager. Specific responsibilities include; 

• Champion project 

• Make decisions on escalated issues from programme manager 

• Approve Programme plan and closure 
 
Programme Manager - To manage the programme governance and 
ensure programme and project management procedures are adhered to 
and provide regular updates to Blue Light Executive and Programme 
boards and to chair the project leadership group. To support the 
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management of programme governance and project management and 
provide programme level expertise on community safety innovation. 
 
 
 
Programme support/Assurance 
Delivered by Cheshire Fire & Rescue Corporate Programme Office. 
 
 
Frequency of Meetings: 
 
The Police & Crime Commissioner/Chair of the Fire Authority will 
alternatively chair the meetings. Meetings will normally be held quarterly. 
More meetings maybe required during the planning stage.  If members 
are unable to attend meetings, a suitable deputy may be nominated. The 
board will be responsible for governance of the programme.  All 
decisions need unanimous support. It is agreed that if the organisation a 
member represents is not participating in a matter being decided the 
member will not vote against it. 
 
Ways of working; 
 

• Face to face meetings will normally be convened at either Cheshire 
Police HQ or Fire and Rescue Service HQ in Winsford.  

 

• Papers for meetings will be circulated at least 5 days prior to the 
meetings. 

 

• Approve Business Case 
 

• The Programme will use CFRS project management methodology; 
system and toolkit. 

Standard agenda items: 
 

• Business case 

• Exception update on Programme 

• Escalation of issues 

• Decisions log 

• Risk management 

• Programme Governance  
 

Date:  Agreed 7th January 2015 
Revised: April 2015 
Date for review July 2016 
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