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CHESHIRE FIRE AUTHORITY 
ITEM: 5 

MEETING OF : CHESHIRE FIRE AUTHORITY 
DATE   : 30th MARCH 2016   
REPORT OF  : HEAD OF LEGAL AND DEMOCRATIC SERVICES 
AUTHOR  : ANDREW LEADBETTER 
_____________________________________________________________ 

SUBJECT           : BLUE LIGHT COLLABORATION – UPDATE 
(INCLUDING PEOPLE STRATEGY) 

_____________________________________________________________ 

 
Purpose of Report 

 
1. This report is intended to provide Members with an update about progress in 

relation to the Blue Light Collaboration (BLC) Programme.  It contains 
information about the following issues: general update; how the new 
arrangements are being designed and the emerging discussions about the 
overall management of the collaboration; the developing proposals about the 
joint headquarters and associated facilities; and an outline of what the People 
Strategy document is intended to achieve.  Members are also asked to 
consider how they wish to deal with the approvals to allow officers to enter 
into the key documents for BLC. 

 
Recommended:  That Members 

 
[1] Note the content of the report; and 

 
[2] Indicate how approvals to enter into key documents are to be 

facilitated. 
 

Background 
 

2. Members considered BLC at meetings of the Fire Authority on 23rd September 
2015 and 9th December 2015 (as well as at a number of planning days).  In 
December 2015 the Authority determined: the scope of the BLC Programme; 
the implementation budget and approach to funding; and the approach to the 
apportionment of costs and resultant savings.  In addition the Authority 
authorised officers to pursue completion of the documentation necessary to 
secure delivery of the BLC Programme.  However, the Authority reserved 
certain decisions, i.e. material changes to: scope; implementation budget; 
anticipated savings and proportions; and approval to proceed to enter into key 
documents (including the People Strategy). 
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Information 
 

General Update 
 

3. Work on the BLC Programme has been progressing steadily since the Fire 
Authority meeting in December 2015.   

 
4. The BLC Programme governance arrangements are now embedded.  These 

are by and large working well, but it is recognised that the speed of decision-
making at times could be improved.  Programme resources are beginning to 
match the considerable demands of the BLC Programme, although there has 
been an impact on other work and this needs to be monitored and may need 
to be addressed.  Positive relationships are developing at various levels, 
encouraging productive dialogue about delivery of the BLC Programme and 
the future arrangements.   

 
Programme Plan 

 
5. The BLC Programme Board (which is made up of the Chief Executive of the 

Office of the Police and Crime Commissioner, the Assistant Chief Officer for 
the police and the Head of Legal and Democratic Services for fire) will 
approve the BLC Programme Plan in April.  This is currently the subject of 
discussions with heads of department from police and fire and when agreed 
will determine the phasing and timing of moves from fire headquarters to 
Clemonds Hey.  If the current draft BLC Programme Plan is adopted the 
majority of staff moves would be completed well ahead of the April 2018 
deadline to complete the entire BLC Programme.  A copy of the high level 
BLC Programme Plan is attached to this report as Appendix 1. 

 
Communications 

 
6. A fluid communications plan has been produced and is attached to this report 

as Appendix 2.  This will continue to be developed and populated as the BLC 
Programme gathers momentum. 

 
7. Staff are currently provided with regular updates through a monthly 

newsletter, articles in The Green, face to face briefings and posts on the 
intranet.  A staff survey will have been issued by the time the Authority meets 
which is intended to measure employee awareness of the BLC Programme 
and engagement.  This coincides with the launch of a dedicated BLC Extranet 
which can be accessed by both organisations and is intended as a “one-stop-
shop” for all BLC Programme information. 

 
8. Visits by staff in In-Scope departments to Clemonds Hey are being co-

ordinated with several already having taken place.  Champions within each 
department are being identified who will help promote two-way conversations 
between staff and the BLC Programme team. 

 
9. Staff have been invited to submit questions about BLC.  This information is 

being collated and will be used to populate the Frequently Asked Questions 
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section of the Extranet and highlight popular topics to be addressed by 
internal communications. 

 
10. The People Strategy has been drafted and once approved a staff guide will be 

produced. 
 

Legal Documentation 
 

11. The legal documentation associated with BLC is considerable and its 
preparation is progressing.  The extent and possible structure of the legal 
documentation is shown in the summary which is attached to this report as 
Appendix 3.  This provides an indication about the current status of the 
ongoing work in italics.  There remains a lot to do and this needs to be 
informed by decisions on key issues, e.g. overall governance arrangements 
need to be agreed. 

 
Design of New Arrangements 

 
12. Processes are now in place which are assisting police and fire to move from 

the current separate police and fire support services to single support services 
that provide services to police and fire.  There are various layers to this work – 
service/departmental design through to the approach for the overarching 
management of the arrangements. 

 
13. Service/departmental design is facilitated through consideration of the 

following aspects: processes, people; technology; estates and facilities; and 
information and data.  These aspects are considered using the process 
described below which involves the heads of department from police and fire 
and the BLC Programme Board: 

 
Panel 1 As-Is Assessment 

 
Assessment of 
current operating 
models in police 
and fire  

The heads of department meet to agree the 
content of a short presentation which is made 
to the Board.  This is primarily about what 
police and fire currently do, but may stray into 
discussions about the future.  
The Board will receive the presentation and is 
likely to explore areas of difference between 
police and fire and will also pursue any issues 
that it believes merit further consideration 
prior to the next panel. 

Panel 2 To-Be Assessment 
 
Approval of 
proposed structure 
for single support 
service plus initial 
thoughts about 
transition plan. 

The heads of department carry out detailed 
work analysing current arrangements 
(staffing, budget, worktypes, work volumes 
etc.) with a view to settling upon an agreed 
single structure that they believe is able to 
provide services to police and fire.  Service 
levels and day-to-day management 
arrangements will be considered as well as 
any issues that will impact upon transition 
(e.g. specific ICT needs). 
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The Board will receive a presentation and 
detailed supporting documentation and if 
satisfied will ask the heads of department to 
prepare for the next panel. 

Panel 3 Readiness  
 
An assessment of 
readiness for police 
and fire to begin to 
create the single 
support service 
 

The heads of department work through what 
is essentially a checklist to establish if they 
have reached a point where it would be 
appropriate to move fire staff to Clemonds 
Hey to begin the process to form a single 
support service.  This assessment covers a 
broad range of issue, e.g. service levels, 
performance measures, management of 
demand. 
The Board will receive a presentation from the 
heads of department and the supporting 
checklist and any associated documentation, 
e.g. service level descriptions.  If it is satisfied 
with the work it will ask the heads of 
department to proceed and fire staff will be 
prepared for their move to Clemonds Hey. 

 

Overarching Management of the Collaboration 
 

14. The overall management of the collaboration is still to be finalised.  The 
approach will be informed by the work to design the new arrangements and 
will also be influenced by the existing governance arrangements for the Multi-
Force Shared Service (MFSS) which will not change as a result of fire joining. 

 
15. As ICT will be the first team to be relocated to Clemonds Hey it has already 

been considered at the panels that are described above.  At the most recent 
panel, when readiness was being discussed, the heads of ICT provided 
information about ICT service levels and their views about how performance 
might be managed.  Unsurprisingly, ICT has a range of service level 
descriptions and is well placed to provide clarity about performance on its 
day-to-day operations.  However, a more complex issue will be the 
prioritisation of resources and management of those resources in the delivery 
of projects/developments to both police and fire.  The heads of ICT proposed 
a Joint ICT Steering Group, but begged a question about what would happen 
if it was not possible to reach agreement about priorities.  There was also a 
suggestion that the police’s Force Change Board might have a role to play.  
This Board helps to prioritise all change programmes in the police at present 
and could be expanded to include fire.  Officers now need to work through the 
detail of this suggested approach (e.g. terms of reference, membership, 
escalation procedure where agreement cannot be reached) and aim to find a 
solution that is as simple as possible and workable for both police and fire. 

 
16. The MFSS will shortly have four police force members and has an existing 

governance structure.  The MFSS is not a separate legal entity, but is treated 
differently to the other parts of the police.  Staff within the MFSS (including its 
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head) are almost entirely Cheshire Constabulary staff.  It is proposed to bring 
fire into the MFSS using largely the same approach/process that has been 
used for police members.   

 
17. As a member of the MFSS fire will have the same interest as that enjoyed by 

the police members of the arrangement (notwithstanding fire’s relatively small 
size).  The governance of the MFSS involves two bodies: the MFSS Joint 
Committee and the MFSS Management Board.   

 
18. The MFSS Joint Committee is made up of police and crime commissioners 

and statutory officers from the police and crime commissioners’ offices and 
Chief Constables.  When fire join the MFSS it would be logical to add a 
member of the Fire Authority (probably the Chair) and the Chief Fire Officer 
and Chief Executive to the Joint Committee.  The Joint Committee has the 
following responsibilities:  

 
 to determine the strategic direction of the MFSS; to monitor delivery 

and progress; to manage dependencies and optimise connections 
between partners; to approve and oversee strategic key performance 
indicators; and to champion and promote the MFSS within partner 
organisations and beyond.   

 
19. The Joint Committee’s business is not progressed by voting.  The governance 

documentation states that a decision to allow another organisation to join the 
MFSS must be unanimous. 

 
20. The MFSS Management Board is made of senior officers (e.g. assistant chief 

officers and heads of HR and finance from the member organisations) as well 
as key officers working within the MFSS, including the Head of Shared 
Services (who chairs the meetings).  The Management Board has the 
following responsibilities:  

 
 to provide management and guidance to ensure an efficient and cost 

effective service is delivered to all members; to monitor performance 
against service levels and key performance indicators and report to the 
Joint Committee; to oversee audits; to monitor progress in relation to 
business benefits to be delivered by business cases; to drive 
continuous improvement and best practice; to monitor expenditure; to 
determine change requests relating to the core software; and to 
champion the MFSS with partner organisations and beyond.   

 
21. Again there are no voting rights.  Decisions are made by the Head of Shared 

Services (or her deputy) after taking into account the views of attendees. 
 

22. As fire would have a direct interest in the MFSS and have places at the 
relevant decision-making meetings it should be able to influence the way that 
the MFSS is delivering services to fire.  How this works in reality will become 
clearer as officers work through the detailed implementation requirements and 
begin to form a judgement about how fire will engage with the governance 
arrangements. 
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Joint Headquarters and Associated Facilities 
 

Confirmation of Fire’s Requirements 
 

23. The original business case is now eight months old.  Given its purpose it did 
not benefit from precise information about fire’s requirements.  These 
requirements are now being accurately defined through detailed work.  Two 
examples of that work are described below: 

 
24. Staff numbers to be accommodated at the Clemonds Hey site – with some 

staff becoming members of the single support services in joint areas; some 
becoming members of the MFSS in that section of the building; and some 
remaining as fire staff (e.g. senior management and operational roles).  This 
process needs to confirm numbers and the appropriate locations for staff 
within Clemonds Hey.  This work is being facilitated with external support. 

 
25. Physical requirements at the Clemonds Hey site – with vehicle maintenance, 

being moved from fire headquarters, there is a significant amount of work 
required to satisfactorily specify what is needed.  However, this work is 
progressing well.  It was originally anticipated that the vehicle maintenance 
requirements of police and fire could not be satisfactorily accommodated 
within the vehicle maintenance unit at Clemonds Hey.  As a result an 
expensive extension was thought to be necessary and included in the 
implementation costs in the business case.  However, work between the 
police and fire workshop managers has led to them settling upon an 
arrangement within the existing vehicle maintenance unit (with additional 
facilities for some related activities accommodated in adjacent buildings) 
which will avoid the need for an extension without compromising the business 
requirements of police and fire.  It is also worth noting that a small project 
team has been established to consider what training facilities are required for 
police and fire rather than just a “lift and shift” of current fire facilities to 
Clemonds Hey.  The Deputy Chief Fire Officer has been appointed as the 
project sponsor and will update Members on the proposals at a future 
planning day. 
 

‘Look and Feel’ 
 

26. Members may recall that the Assistant Chief Fire Officer talked about the ‘look 
and feel’ of Clemonds Hey being a significant issue for Members and staff.  
This was described briefly in a document that attempted to capture the 
essence of the phrase as well as the outputs from the estates work.  This 
document is attached as Appendix 4 to this report. 

 
27. Some work has been carried out to provide an indication of what different 

elements of the joint headquarters might look like.  The images that have 
been created for discussion are attached as Appendix 5 to this report. 
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People Strategy 
 

28. Work to produce a People Strategy has been facilitated by an external 
consultant and has progressed well.  A first draft was produced in the second 
week in March and officers had hoped that this could have been developed 
sufficiently so that it could be attached to this report for approval by Members.  
Unfortunately, the Strategy is not quite ready and is currently the subject of 
internal due diligence before it can be released.  Officers believe that this is a 
key document that must be fully considered before it is released – to ensure 
that it is accurate, brings clarity, promotes consistency and is easy to 
understand.  This requires input from a range of professionals and is taking 
time. 

 
29. The People Strategy will explain: 

 
 The legal basis for transfer and the fact that protections will apply 

(TUPE) 
 The commitments being made by police and fire (about redundancy, 

redeployment etc.) 
 ‘The journey’ for staff from the development of new target operating 

models (i.e. structures to match demand from police and fire) via the 
co-location of teams at Clemonds Hey through to the final filling of new 
departmental structures.   

 How changes are to be handled (timing, consultation, etc.) 
 Those things that will remain the same (e.g. pension) 

 
Approvals 

 
30. Approval of the People Strategy is reserved to the Fire Authority (along with 

approvals to enter into other key documents required for BLC).  Members may 
wish to consider delegating such approvals to Policy Committee.  It would be 
particularly helpful if they were happy to do so for the People Strategy given 
that it will shortly be ready to be released generally (probably mid-April). 

 
 

Legal Implications 
 

31. The BLC Programme is complex and police and fire need to be satisfied that 
the legal issues that are engaged can be satisfactorily dealt with prior to legal 
commitment, now scheduled to be achieved by the end of May 2016. 

 
Financial implications 

 
32. This report does not deal with the financial implications of BLC.  Financial 

matters will be dealt with in the legal documentation that is being prepared.  
Should there be a significant change in the financial situation this will be 
reported to Members.  Indeed material changes to the budget and/or 
anticipated savings must be approved by the Fire Authority. 
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Equality and Diversity Implications 
 

33. Equality and diversity issues are being considered alongside the People 
Strategy. 

 
Environmental Implications 

 
34. The Benefits Plan associated with the BLC Programme includes an objective 

concerned with the environment, i.e. reducing waste and reducing the carbon 
footprint.  There will be measures associated with the environment which can 
be reported upon. 

 


