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NORTH WEST FIRE & RESCUE SERVICES / NW FIRE CONTROL LTD  
COLLABORATIVE APPROACH TO PROVISION OF FIRE CONTROL 

 
FINAL BUSINESS CASE 

 
AIM 

1. This Final Business Case (FBC) summarises a significant amount of work that has 
been carried out since the Outline Business Case (OBC) was produced and presented last 
year.  The FBC provides an update where an element of the OBC has changed and 
confirms, or ‘proves’ the other elements, e.g. the financial case.  It will therefore not repeat all 
of the detailed information contained within the previous documentation, unless specifically 
required but will reference the previous business case documents which remain extant as a 
key part of the overall project documentation.   
 
2. The aim of this Final Business Case is to provide a substantive document that will 
provide all the relevant decision making bodies and stakeholders with enough information to 
make a decision on moving into the next phase of project delivery. 
 

 
BACKGROUND & STRATEGIC CONTEXT 

3. The national FiReControl project was terminated on 20th December 2010.  Prior to 
this termination decision, as the risk to the national FiReControl project increased, a NW 
contingency planning group commenced working on ‘Plan B’ options.  In February 2010, NW 
Chief Fire Officers (CFOs) were briefed on the early contingency planning, following which 
the CFOs indicated1 that they wished to explore options for the provision of a collaborative 
solution within the NW in the event of project failure.  More detailed scoping work was 
presented to `Chiefs` on 05th

 

 May 10 that provided a range of options and indicative costing 
for the provision of a shared Fire Control solution as a contingency plan should DCLG 
terminate the project.  This piece of work (Reference A) was based on assumptions that 
DCLG may provide some subsidy which would possibly include such things as funding to 
offset the lease payments for the buildings and new burdens cover for appropriate re-
structuring costs. 

4. A Strategic Outline Case was initially produced in July 2010 that explored the 
potential costs, benefits and risks for each option.  It stated overarching principles and 
assumptions and considered the potential timeline for a NW project.  The Strategic Outline 
Case (SOC) was further developed in 2010 and used as the basis for discussions with DCLG 
regarding potential subsidy for any NW project.  The final SOC was published in December 
2010 (Reference B)   
 
5. An OBC was then initiated following on from and drawing its content from the SOC 
and it’s supporting Appendices.  The OBC (Reference C) was presented to the five 
authorities2 for agreement during August / September 2011.  However, at its meeting on the 
27th

 

 September 2011, Merseyside Fire Authority decided to withdraw from the collaborative 
partnership.  Consequently, the original funding agreement with DCLG and the Financial 
Case required amendment to reflect the collaboration with four NW Fire Authorities rather 
than five.   This led to the publication in November 2011 of an amended OBC (Reference D) 
that provided the detail information for a NW Fire Control (4 x FRS model).   

                                                           
1   NW CFOs meeting 25th Feb 2010 
2  Greater Manchester, Merseyside, Lancashire, Cheshire FRAs and Cumbria County Council 
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6. The remaining four Authorities3

 

 determined that there was sufficient benefit to pursue 
the NW collaboration project based upon the OBC and gave authority via a Joint Working 
Agreement (Reference E) to continue to the next stage of the project.  This authorised the 
initiation of the project; enabled the detailed procurement work to commence, led to the 
development and agreement of contractual arrangements with DCLG in regard to project 
funding and the RCC building and allowed NW Fire Control Ltd to commence consultation on 
the Company Terms & Conditions.  The work has also enabled the production of this Final 
Business Case which provides the firm information that will allow the Project Board and Fire 
Authorities to decide upon moving forward to the next stage (Project Delivery). 

 
THE BASE CASE 

7. The SOC and OBC documents both set out the Strategic Reasoning for the project 
and this will not be repeated in this Final Business Case.  The OBC also provided a 
Statement of Principles that underpins the work; these remain extant and are repeated here 
for information.   
 

 
STATEMENT OF PRINCIPLES 

8. The following key principles underpin the work in this document: 
 
• The overriding principle is that any solution must be cost effective and introduce savings 

as well as other benefits;   

• Minimise project risk by using a proven technical system which must deliver a technical; 
platform and capability that is at least as good as existing mobilising systems; 

• The use of modern, efficient and viable T&Cs and rosters should be incorporated; 

• Statutory Duty remains with FRAs so any system must be able to adjust for variations in 
IRMPs, although effort would be made to achieve common ground where possible; 

• Continue the momentum of convergence, collaboration in Ways of Working (WoW) and 
Procedures etc to drive further operational benefits and efficiencies. 

• Any solution must offer a satisfactory level of operational resilience and fallback; 

• Minimise duplication; 

• Recognise existing investment cycle and different FRA positions; 

• Minimise compulsory redundancies where feasible. 

 

 
CURRENT FIRE CONTROLS 

9. Staffing

 

.   The OBC provides information on current FRS Controls that was used to 
determine the comparisons between existing costs and future costs.  This included a 
breakdown of the staffing structure for current controls as at the date of publication of the 
OBC; since then a number of changes have been made: 

• GMFRS has now concluded their own internal Fire Control re-structuring which has seen 
their control staffing reduce from 63 to 50. 

• Cumbria FRS has now outsourced their emergency call handling and dispatch to 
Cheshire FRS.  This has led to the closure of Cumbria Fire Control (a reduction of 15 
posts) and increased the staffing in Cheshire Fire Control to 27 (from 24.75) 

 

                                                           
3 Greater Manchester, Lancashire & Cheshire FRAs and Cumbria County Council 
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Current Costs
 

.   

10. The SOC financial case produced in 2010 was initially based upon information 
provided by FRS for their current costs of control (as at 2010/11 costs).  The figures were 
further reviewed by the NW FRS Finance Officers in late 2010 and again in early 2011 and a 
new set of existing costs (2011 data) was then produced that was used for the OBC. 
 
11. The OBC financial information included the reductions of current cost due to the 
(then) planned reductions in staffing that was due to occur in various FRAs in 2011/12.  
Therefore, the costs for current control used within this FBC remain the same as the figures 
used (and approved by FRS Finance Directors) within the OBC.  These costs of current 
control are summarised in the Tables below; the Tables use the 2011/12 costs as the 
baseline in order to maintain commonality with the OBC and to aide comparisons with the 
financial information used within the OBC.   
 
12. Notwithstanding that Cumbria no longer has a control, for the purpose of a worthwhile 
comparison between the OBC and FBC, its costs have been retained in the tables below. 
 
• Table 1 shows the current annual costs per FRS. 

• Table 2 provides a projection using the 2011 current annual costs uplifted by RPI to 
produce costs of current control at 2014/15 (first year of operation)4

• Table 3 provides a projection of what existing control costs would be if accumulated over 
the period 2011/12 – 2022/23.  This uses the 2011 current annual costs uplifted by 2.8% 
RPI to forecast the full period

.  

4.  

Provision of 

Table 1 

Current Control - Annual Costs for FRS as at 2011/12 

2011/12 Costs GM 
FRS 

Cheshire 
FRS 

Cumbria 
FRS 

Lancashire 
FRS 

NW 
Total 

Based upon updated 
data in 2011 £2.4m £0.99m £0.54m £1.35m £5.33m 

 

Provision of 

Table 2 

Current Control - Annual Costs for FRS at 2014/15 rates 

2014/15 Costs GM 
FRS 

Cheshire 
FRS 

Cumbria 
FRS 

Lancashire 
FRS 

NW 
Total 

Based upon updated 
data in 2011 indexed 
forward to 2014/15 

 
£2.54m 

 
£1.05m 

 
£0.57m 

 
£1.43m 

 
£5.55m 

 

Provision of 

Table 3 

Current Control – Accumulated Costs over period 2011/12 to 2022/23 

2011/12 to 2022/23 
Costs 

GM 
FRS 

Cheshire 
FRS 

Cumbria 
FRS 

Lancashire 
FRS Total 

Based upon updated 
data in 2011 (Note 1) £32.8m £13.5m £7.4m £18.4m £72.1m 
 
The figures in the above table do not include costs for upgrade / refresh of existing systems which will in reality 
increase these figures over the 12 year period. 
 

                                                           
4 note: salary costs are assumed as fixed for the CSR period and indexed after 2014/15 onward. 
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Future Costs (NW Fire Control) 

13. The cost of running the new collaborative control is shown in Table 4 below. This 
summarises the detailed financial calculations that have been agreed by the NW Finance 
Officers and provides the cost for each FRS for the first two years of operation (includes 
DCLG subsidy).  

Provision of new 

Table 4 

NW Fire Control  - Annual Costs for FRS  

 GM 
FRS 

Cheshire 
FRS 

Cumbria 
FRS 

Lancashire 
FRS 

NW 
Total 

2014/15 £1.66m £0.62m £0.27m £0.87m £3.42m 

2015/16 £1.94m £0.72m £0.32m £1.02m £4.00m 
 
Note: 

The costs are higher in 2015/16 as there is a higher level of DCLG subsidy in 2014/15 (£1.274m) that 
reduces in 2015/16 (£1.047m) and there is also additional (higher) income in 2014/15 from existing 
project funding being deployed.  
 
 

 
BENEFITS 

14. The project offers the following benefits: 

Efficiency & Savings

• There is a clear financial case that offers economies of scale in staffing, systems and 
estate costs that will drive efficiencies and savings for each FRS, Local Government and 
the Taxpayer. (See Financial Case below)  

.    

•  It is anticipated that the move to a single control will also create opportunities to deliver 
further efficiency and cost avoidance through FRS collaboration and shared activity. 

• FRAs will also be able to consider the benefits of a reduction in their capital reinvestment 
for their own existing control systems which will no longer be necessary if a shared facility 
is adopted. 

Resilience

• The project will deliver improved resilience in the building infrastructure, which given its 
highly specified design in line with the original CNI requirements mean it is very unlikely 
to suffer extensive business disruption.  Notwithstanding this, the project will also ensure 
that appropriate resilience arrangements are in place should the building suffer a 
catastrophic failure or to cater for serious spate conditions (i.e.: large scale flooding) (See 
paragraph 37). 

.   

• A move to a single control will provide more flexibility to align staffing levels to the correct 
activity levels.  

Operational Improvement / Interoperability

• The introduction of a single centre that provides mobilising for a group of FRS will allow 
visibility of all available resources including cross border.  This will allow allocation of the 
nearest available resource for agreed incident types such as Persons Reported 

. 

across 
FRS borders which may speed up response to such incidents and improve public safety. 
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• The project will involve FRSs pursuing some level of convergence in operational 

procedures and activity which should improve interoperability, albeit the technology will 
be able to maintain flexibility to allow variations in line with individual FRA requirements, 
e.g. IRMPs. 

• The new system (that has been the subject of a procurement exercise) will provide 
advances to current NW systems as shown in the Benefits table below.  (Shading indicates 
those areas of  improved capability derived from completing the project) 
 

LANCASHIRE TABLE 5 CHESHIRE GREATER 
MANCHESTER CUMBRIA 

STATUS IN PLACE  IN PLACE  

MOBILE DATA TERMINAL 
INTEGRATED TO AIRWAVE 

IN PLACE    

USE OF TALK GROUPS/ CCI 
PORTS 

IN PLACE    

DYNAMIC MOBILISING     

AUTOMATIC VEHICLE LOCATION     

MOBILE PHONE CALLER 
IDENTIFICATION  IN PLACE  IN PLACE 

PREMISE- BASED MOBS 
GAZETTEER 

 IN PLACE   

INTEGRATED GIS IN PLACE IN PLACE  IN PLACE 

 

Corporate / Business Benefit

• It is known that there will be income generation opportunities by making full use of the 
resilient building and site e.g.: sub let parts of the building to organisations and/or Blue 
light services that wish to utilise the building (e.g.: data centre or office space) therefore 
sharing the running costs further enhancing the business case. 

.   

• There is possible stretch potential to provide control services to other FRS in the future 
and therefore increase revenue further to reduce costs.   

• The adoption of a single control function will also enable the four FRS to achieve real 
estate benefits, either by releasing locations for other use or to relieve some pressure on 
already overstretched sites. 

 
FINANCIAL CASE 

 
COST OF NW FIRE CONTROL 

15. A detailed financial plan that projects costs for NW Fire Control covering the period of 
project set up and operation (out to 2023) has been updated since the OBC.  This now 
includes known costs of the procurement, plus greater accurate detail on other capital and 
revenue costs (such as other ICT contracts which were estimated at OBC stage).  The 
updated financial plan has been subject to rigorous review and approval by FRS Finance 
Officers and the figures provided in this FBC summarise the final position. 
 
16. The detail in the financial plan includes an annual inflation uplift of 2.8% (an indicative 
amount only) except for staffing costs which assume zero pay inflation over the forthcoming 
CSR period and then use 2.8% thereafter.  It uses an apportionment model, developed by 
the NW Finance Group and approved by CFOs, for the allocation of costs and identification 
of savings.  Further detail on the apportionment model remains in the OBC. 
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17. The costs for the provision of NW Fire Control stated in the OBC were considered 
very accurate but they still had a couple of areas that remained uncertain.  Within the OBC, 
the two key areas that had the greatest risk of variation, at the date the OBC was issued, 
were the cost of the Technology and System and also the cost of staff re-structuring. These 
have now been further reviewed and greater certainty is now in place as outlined below.  
 
18. The costs of the system and associated technology are now firm as we have had the 
tenders evaluated and further ICT requirements have been confirmed and contracted.  The 
procurement was based upon a 7 year potential contract (4 year initial contract plus three 
annual extensions).  The procurement tender asked the suppliers to state the fixed Whole 
Life Costs (for the duration of the 7 years) with any planned indexation to be applied upfront 
and to include all potential unknown costs, e.g. new releases of software, upgrade of 
hardware etc.  The financial strategy includes an aspiration to fix as much of the potential 
future revenue cost in order to provide FRAs with cost certainty as they move forward with 
their own financial planning over the next 10 years. 
 
19. The cost of redundancy is now the only area that remains to be fully confirmed, once 
the full selection process has been completed at end of 2012.  However, the cost included in 
this FBC for re-structuring (including redundancy and relocation) is considered to be 
adequate and the project funding contains some flexibility should the costs be higher than 
expected.  
 

 
DCLG Funding & Subsidy 

20. Project Subsidy

 

.  As stated in the OBC, the project is being significantly subsidised by 
DCLG who have now provided £8.41m of funding to cover costs of project management, 
system procurement and re-structuring of staff.  This funding has been received and is now 
accruing bank interest.  There is a requirement for the Lead Authority (GMFRS) to make an 
annual declaration to DCLG confirming that the Capital element of this funding has been 
spent on Capital.  However, there is no specific ring fencing of the budget to a specific item 
of the project and therefore the project board have some flexibility in the deployment of the 
funding within the overall confines of the project.   

21. Building Subsidy

 

. Since the OBC was produced, DCLG and NW Fire Control Ltd have 
signed a Memorandum of Understanding and also signed a legally binding Transfer Option 
that specifies the agreed subsidy that will be paid by DCLG towards the lease and facilities 
management (FM) contract.   This funding includes on-going payment for the Estate and 
Accommodation Costs based upon 100% of the rent until Go Live and then 66% of the rent 
until 2033 (£26.94m).  It also provides funding for 100% of the current FM contract with 
Babcock International PLC which provides the FM maintenance and support contract for the 
building. The funding for the FM is secure until the FM contract ends in August 2015. 

22. Legacy Equipment

 

.  As stated in the OBC, DCLG have also provided a significant 
quantity of control room and office infrastructure to the NW project.  This has now been 
moved from the SW RCC to NW Fire Control and DCLG are in the process of transferring 
ownership of this capital equipment (circa £250k of value) to NW Fire Control Ltd.  In addition 
to this, it is now confirmed that DCLG will provide £330k of additional funding to cover the 
cost of the SAN-H installation and associated Airwave connection costs.   

23. Total DCLG Funding

 

.  The total DCLG provision of funding for the project includes: 
project subsidy funds (£8.41m), the long term building subsidy and FM costs (£27.04m) and 
the provision of funding toward the Airwave connection / SAN-H (£330k).  This provides a 
total of £35.78m of cash funding or subsidy and, in addition, the provision of the office 
infrastructure will save the project approximately £250k. 
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Costs & Savings
 

.    

24. The following tables state the costs and predicted savings to FRAs of a new shared 
control facility based at Lingley Mere using the DCLG subsidy.     
 
25. Table 6 provides a summary of the projected costs of delivering a collaborative 
solution over the period comprising project delivery and the first nine years of operation.  It 
includes provision for system upgrade / refresh in 2018/19 and takes account of subsidy from 
DCLG which covers the project delivery costs incurred to date and also expected to be 
incurred in 2012/13 and the majority of costs in 2013/14.  There has so far been no 
requirement for FRA funding for the project since the termination of FiReControl and no 
requirement for FRA funding is expected in 2012/13.  The first planned requirement for FRA 
funding is in 2013/14 as preparations are made for Go Live and the staffing level for NW Fire 
Control starts to increase. 
 

 

Table 6 

Summary of COSTS for NW Fire Control 
 Project Phase (estimated at 2.5 

years for delivery) 
Operational 

Year 1 
Operational  

Year 2 
Total Cost over  

period 

 2011/12 2012/13 2013/14 2014/15 2015/16 2011 – 2023 
GM FRS (£0.0m) (£0.0m) £0.43m £1.66m £1.94m £19.96m 

Cumbria FRS (£0.0m) (£0.00m) £0.072m £0.27m £0.32m £3.29m 

Lancashire 
FRS (£0.0m) (£0.0m) £0.23m £0.87m £1.02m £10.49m 

Cheshire FRS  (£0.0m) (£0.0m) £0.16m £0.62m £0.72m £7.41m 

Overall Total  £0.0m £0.0m £0.89m £3.42m £4.0m £41.15m 
 
 
26. Table 7 provides a comparison between current costs of existing controls versus the 
new costs of NW Fire Control over the period 2011 – 2023.  This provides a broad estimate 
of the level of saving achievable for each FRS.    
 

 
Table 7 

Accumulated costs for Current control v NW Fire Control (2011/12 to 2022/23) 

2011/12 to 2022/23 
Costs 

GM 
FRS 

Cheshire 
FRS 

Cumbria 
FRS 

Lancashire 
FRS Total 

Current Cost of 
Existing Controls £32.8m £13.5m £7.4m £18.4m £72.1m 

Cost to FRS of NW 
Fire Control £19.96m £7.41m £3.29m £10.49m £41.15m 

 
 
27. Table 8 below provides details on the savings for each FRA for the first two years of 
operation and over the full 12 year period.  It should be noted, for comparison, that the 
existing costs of current control do not provide for existing equipment upgrades / refresh over 
the 12 year period, thus in effect the savings for each FRA will be greater.  
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28. Note that the costs for the new control commence from 2014/15 and therefore the 
actual savings shown in Table 8 reflect the fact that the existing controls will continue to be 
operational until April 2014 and the costs of these existing controls has been taken into 
account.  Therefore the savings shown in Table 8 are the true net savings over the period, 
accounting for dual running of existing controls during project delivery phase and also the 
project costs due in 2013/14. 
 

 

Table 8 

SAVINGS on Current Costs for NW Fire Control 
FRS Project Phase (estimated at 2.5 

years for delivery) 
 

 (Note 1) 

Operational 
Year 1 

Operational  
Year 2 

Total Saving 
over period 

(note 2) 

 2011/12 2012/13 2013/14 2014/15 2015/16 2011 – 2023 
GM FRS £0.0m £0.0m (£0.43m) £0.88m £0.67m £5.58m 

Cumbria FRS £0.0m £0.0m (£0.072m) £0.30m £0.27m £2.42m 

Lancashire FRS £0.0m £0.0m (£0.23m) £0.55m £0.45m £3.84m 

Cheshire FRS  £0.0m £0.0m (£0.16m) £0.43m £0.36m £3.10m 

Overall Total £0.0m £0.0m (£0.89m) £2.16m £1.75m £14.94m 
 

1.   Project Phase is offset with DCLG subsidy but still some costs to be shared across each FRS during final year 
of set up.    

Notes 

2.  These savings are based upon total savings accumulated from Year 1 at Go live until end of Year 9 minus the 
initial set up costs in first three years and also minus the cost of running the existing controls during the project 
phase. 
 
 

 
Cost Avoidance - Current Technology & Replacement Schedule 

29. In addition to the predicted cashable savings stated in Table 8 above, there are 
additional cost avoidance factors.  The most significant of these is the cost of existing FRS 
control room technology that would require refresh or replacement during the next 5 years.  
The financial plan for NW Fire Control includes cost of refresh and upgrade but as the stated 
current cost of control excludes this element, there is actually greater saving due to the 
significant cost avoidance that will occur.  Details of the current control room equipment 
replacement or refresh dates are contained within the OBC. 
 
 
 

 
PEOPLE 

30. A significant and important element of this project is people.  Since the OBC was 
published, the development of the NW Fire Control Terms & Conditions (T&Cs) and the 
associated consultation with the FBU has been concluded.  This has led to the publication of 
the T&Cs ‘package’ that existing staff will be offered if they transfer to NW Fire Control Ltd 
(the Company).  TUPE will apply to the control staff working for the FRAs at the date that the 
Company begins to handle control and mobilising operations.  The Company is offering 
comparable terms on Pay, Pension and Leave.  However, a key difference that will apply is in 
respect of roster arrangements, as the Company will be introducing annualised hours rosters 
that are directly linked to the demand for emergency calls.  This differs from the existing shift 
patterns and roster arrangements in force within the FRS and this is the primary area of 
concern for existing staff.  Changes have been made to the rosters following representations 
from the FBU. 
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31. Organisation Design

 

.  The Organisational Design for NW Fire Control Ltd has been 
subject to further adjustment since the publication of the OBC and a copy of the final 
approved Organisational Structure is attached at Appendix 1.  The total staffing level for NW 
Fire Control Ltd is 61.5 persons, comprising the following mix of levels shown in Table 9 
below: 

 
Table 9 

Level / Position Functional Area / Number of Staff 
 Senior Team / 

Corporate Support 
Operational Control 

Room Staff 
Operational Support 

Team 
Executive Director 1 (in post) - - 
Senior Operations 

Manager 1 (in post) - - 

Business Support 
Manager 1 - - 

Office Manager 1 (in post) - - 
Operations Manager - 5 1 

Team Leader - 9 3 
Control Room Operator - 37 1 

Office Administration 
Officer 1.5 - - 

TOTAL 5.5 51 5 
 
32. Staff in Scope

 

.   The number of existing control staff in scope and entitled to transfer 
to NW Fire Control Ltd is 122.  There are 56 control posts and 2.5 corporate support posts 
available within the structure.  The Company and FRAs are working together to establish 
which staff wish to pursue a role at NW Fire Control and which intend to seek voluntary 
redundancy.  The Company will run a selection process for staff in the last quarter of 2012 
and the FRAs will aim to settle any voluntary redundancy requests alongside this process.  

33. Selection

 

.  NW Fire Control Ltd intends to run a selection process for staff 
commencing in October 2012.  It is anticipated, based upon initial indications from the FRS 
HR officers on numbers of staff wishing to transfer, that there will be enough positions to 
accommodate any existing control room operators that wishes to apply for a CRO post.  
Therefore, selection for CROs is likely to comprise an interview only.  Due to the expected 
demand for supervisory and management position and due to the level of these roles, 
selection for these posts is likely to comprise a single day assessment, possibly incorporating 
a group discussion and competency based interview.  

34. Call Volumes

 

.  The highest element of cost, within the total annual cost of NW Fire 
Control is the financial cost of staffing.  As the organisational design uses demand led 
rosters, this results in significantly more efficient staffing than existing control rooms currently 
use.  The design and modelling work that was used to develop the staffing model and rosters 
was initially based upon the 2007 call volumes for the five NW FRSs (198,000 emergency 
calls including duplicates) but the OBC used more accurate and updated 2009/10 call data 
(175,000 emergency calls including duplicates) for the five NW FRSs and this then reduced 
to 135,000 for four FRSs once Merseyside withdrew from the project.  It should be noted, that 
the 2011/12 call volumes for the four FRSs have now dropped to approximately 117,000 
emergency calls including duplicates.  However, the project has retained the staffing model 
and staffing numbers proposed in the OBC to provide some resilience. 
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OPERATIONAL ISSUES 

 
Convergence 

35. One of the principles specified for the project was to ‘continue the momentum of 
convergence, collaboration in Ways of Working and procedures’.  This work is progressing 
and has the full commitment of CFOs to ensure appropriate alignment takes place where 
necessary.  However, the procurement work has confirmed that the technology and system 
provided will still enable separate ways of working and variations in response if required.   
 
36. The convergence work is being led by a Task & Finish Group comprising operational 
officers and reporting into the NW CFOA Operations Group and then reporting into the 
Project Board and / or CFOs depending on the issue or report requirements.  In addition, a 
separate piece of work is underway with all five of the NW FRS on the development of 
Standard Operating Procedures (SOPs).  This work is being developed and coordinated with 
similar activity within the SE region to identify alignment and convergence in SOPs. 
 

 
Resilience  

37. One of the principles is to ensure that: ‘any solution must offer a satisfactory level of 
operational resilience and fall-back’.  There are four levels of resilience being planned for NW 
Fire Control: 
 
• Building Resilience – utilising the high standard of existing building resilience that 

provides an extremely robust and resilient control facility which will minimise any 
likelihood of losing the operational function. 

• Handover of Calls – arrangements will be made with partners to ensure emergency calls 
can be passed to another FRS to handle overflow calls during spate conditions or to 
provide cover during any period when NW Control staff move to fall-back locations.  
Current planning anticipates that the mobilising system will allow incident information to 
be passed back to NW Fire Control from the resilience partner using Direct Electronic 
Information Transfer.  

• Data Recovery and alternate technical infrastructure – plans are well advanced to locate 
back up servers and system hardware at an alternate resilient building that will be 
connected to the NW via a dedicated network.  Current plans anticipate that this will be a 
partnership arrangement with County Durham & Darlington FRS who want to make 
reciprocal arrangements with the NW and share any costs. 

• Alternate Location – the OBC assumed that there would be a secondary control site to 
provide resilience.  Given the resilience of the building and technology that is available, 
there is no requirement for a dedicated secondary ‘dark site’.  However, planning is 
underway, in conjunction with the system suppliers, to assess the best option for re- 
locating control staff to an alternate location in the unlikely event that the building requires 
evacuation.  It is likely that this will be provided via the use of existing FRS locations 
accessing the mobilising system via web enabled access on the NW Fire Control and NW 
FRS networks. 

 

 
PROCUREMENT 

38. Following the agreement by FRAs (in September 2011) to continue with the 
procurement phase of the project, the project team have been undertaking significant 
procurement work.  To date, this has included the development of the User Requirements 
and Statement of Operations, the completion of a full procurement process based on the 
OJEU5

                                                           
5 OJEU – Official Journal of the European Union is the publication in which tenders from the public sector, 
above a certain financial threshold, must be published unless managed via a national agreed framework 

 Restricted procedure and a very detailed evaluation of bids.   
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39. A Pre-Qualification Questionnaire (PQQ) was issued on 29th February 2012 and this 
led to 11 suppliers responding.  Following a detailed assessment and evaluation of the PQQ 
responses, five suppliers6 were invited to tender for the work via an Invitation to Tender (ITT) 
issued on 01st June 2012 for the Provision of Control and Mobilising System.  Of these five 
suppliers, two withdrew from the process (Steria and Ericcson) and two (Telent and 
Intergraph) merged their bids as they were proposing to work in partnership anyway but had 
maintained two separate bids throughout the early stages.  Tenders were received from 
Telent and Capita by the closing date for tender submissions on 19th

 
 July 2012.   

40. The Procurement/Technical group comprising representatives from each partner FRS 
and involving officer and staff expertise from ICT, Procurement, Legal, Finance and the 
Project Board / Project Delivery Group conducted a very comprehensive evaluation on the 
final bids.  This incorporated site reference visits to supplier nominated organisations and the 
evaluation team were able to see the systems in use and also to discuss views on supplier`s 
technical solutions and approach to support and maintenance.  The suppliers also gave 
presentations and are currently engaged in clarification sessions so that all elements of the 
tenders are understood and can be satisfactorily captured contractually. 
 
41. The recommendation and outcome of the evaluation is subject to a separate report 
which will be considered by the Project Board and then the Board of Directors of NW Fire 
Control Ltd.  

 

 
PROJECT MANAGEMENT / DELIVERY 

 
Project Plan 

42. To date, the project plan has been based on indicative timings provided from 
experience of other projects of this kind and now with the benefit of the suppliers` tenders.  
As part of their tender, suppliers were asked to provide further detail and initial project plans.  
The suppliers are confident that they will be able to meet the target timelines for transition, 
for a Go Live no later than 1st April 2014.  The indicative High Level Activity Schedule 
contained within the OBC was developed into an initial Project Plan that will now be replaced 
by a detailed project plan that will be developed between the Project Board and the 
contracted supplier.  The Go Live date for operational service (when all four FRAs control 
and mobilising functions will have transferred to NW Fire Control) remains i.e. no later than 
1st

 
 April 2014.  

43. The transition plan is subject to detailed project work, with the supplier, to determine 
the best approach to transfer of the existing FRAs controls.  The order of the transfers 
remains to be determined but it is possible that the first FRAs will transfer in late 2013 or very 
early 2014.  
 
Project Governance
 

.   

44. Project Structure

 

.  The OBC provides details of the project structure which describes 
the role of the CFOs, the Project Board and the Project Team; this remains extant.  The 
Governance arrangements are also described in the procurement documentation and will be 
subject to review once the contract is awarded. 

45. Joint Working Agreement

 

.  The four partner Authorities entered into a Joint Working 
Agreement (JWA) in March 2012 that has provided the governance arrangements for the 
project and sets out responsibilities and liabilities of the parties.  

 
 
 

                                                           
6 Capita, Telent, Intergraph, Ericcson and Steria  
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46.      Contract Award & Project Agreement

 

.  A contract will be formed between NW Fire 
Control Ltd and the chosen supplier.  At the award of contract, the JWA will be superseded 
by a Project Agreement between the FRAs that will specify the governance arrangements up 
to the point of ‘Go Live’.  

47. Steady State Contracts / Agreements

 

.  After each FRA transfers its control and 
mobilising function to NW Fire Control, a separate contract / service level agreement will be 
agreed to cover steady state operation.  These agreements will be established between each 
FRA and NW Fire Control Ltd in regard to the provision of the emergency call handling, 
mobilising and dispatch service and each will contain suitable performance standards.  There 
will also be a Co-operation Agreement established that will govern the relationship between 
the FRAs after ‘Go Live’. 

 
Risk Management 

48. There a number of risks which have been considered as part of the routine project 
risk management process.  A full list of risks is included within the NW Fire Control Risk 
Register.  A summary of the key risks considered relevant for decision making is included in 
Table 10 below; this includes updates since the OBC was issued to provide an indication 
about whether risks have reduced or increased. 
 
Table 10 

Risk  Comment & Mitigation  

Potential turbulence and 
conflict of interest between 
parties may lead to 
employee relations 
disputes and impact on the 
timelines for delivery 

TRANSITION Remains in from OBC 
Clear understanding of roles and responsibilities and liabilities 
throughout transition process is required.  NW FC Ltd will be the new 
employer and have the liability for dealing with redundancy.  FRS role 
is to inform their staff & assist transferee and consult on the process. 
Clear process has been defined previously; need to ensure good 
communications with all parties and the need to have robust handling 
to achieve timescales. 

FBC Update (Risk remains) 

Good progress made with consultation and preparation for staff 
transition, all key timelines set have been met and well developed 
communications channel between NWFC and FRS is working well.  
Moving into the next stage will require a significant input in order to 
manage staff expectations and secure arrangements that are 
beneficial to the Company and FRAs. 

Staffing Levels and 
recruitment 

PEOPLE Remains in from OBC 
Staffing is the highest cost and consequently is linked to financial risk 
in steady state.  Ensuring the correct quantity of control staff are 
employed and available on duty is a key requirement.  The proposed 
staffing levels have been subject to major scrutiny and are based 
upon Workplace Systems Ltd modelling work.  However, this area 
remains a Risk, as it relies upon the accuracy of the assumptions 
used and call volume data provided by FRSs.  However, as call 
volumes and incidents have continued a downward trend, the 
assumptions used in the staffing model become more robust which in 
turn decreases this risk. 
FBC Update (Risk remains from OBC) 
Call volumes have dropped further since OBC (now at 113k from 
135k) but no further reduction in staffing model so risk has reduced.  
Current effort to secure expressions of interest and subsequent 
applications for post from FRA staff is intended to allow the company 
to fill its structure.  If this is not achieved, there will be a need to 
consider how TUPE will operate and what the implications are for the 
company, FRAs and staff. 
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Inadequate funding, either 
from DCLG or due to 
shortfall in provision due to 
increase in projected costs 

FINANCE Remains in from OBC 

The Business Case has undergone major scrutiny by FRS Finance 
Directors and external verification. The cost of staffing and estate 
costs provide the largest proportion of costs in steady state, so 
estimated figures for future costs (and savings) are based on high 
confidence.  Financial risk is greater during project set up than during 
steady state risk; however this risk is limited as the Building is being 
100% funded by DCLG throughout the project phase and 
restructuring costs are also based on known costs and considered 
accurate. Technical costs are a greater risk but this area has been 
verified by external experts and there is also 20% contingency built 
into the technical component costs. 

FBC  Update (Risk reduced from OBC) 

Costs are now firm, having a clear understanding of technical system 
(with costs fixed for contract period) plus additional procurement work 
during past 8 months has provided much greater accuracy for 
NWFC-related costs, e.g. infrastructure.  Only remaining uncertainty 
in costs for FBC is how many staff will finally be selected and 
therefore how much VR will cost.  FBC is based upon an estimate of 
cost from FRS following initial ‘one to one’ discussions on staff 
aspirations for employment. 

DCLG project funding (£8.41m) is now in the bank and a Legally 
binding Transfer Option has been signed with DCLG that ties them 
into the funding for the project and building.  If funding is withdrawn 
the company will receive at least 12 months’ notice and be able to 
pursue alternative arrangements.  This therefore mitigates the risk in 
this area. 

NWFRS unable to agree a 
level of convergence and 
common ways of working 

OPERATIONAL Remains in from OBC 
CFOs have already stated their intent to rationalise and converge 
elements of work.  Impact is low, as modern systems are able to 
allow differing PDAs and mobilising requirements to separate FRS 
even in a shared control.  
 
FBC Update. (Risk Reducing from OBC) 
Procurement effort has led the project board to have confidence that 
the new system will have the flexibility desired and will allow different 
ways of working if needed.  NW CFOA Ops Group and Project 
Transition Managers are making good progress on delivery of 
convergence items, albeit still a major piece of work. 

Risk to FRS reputation if 
the project is unable to 
deliver  

REPUTATION Remains in from OBC. 
Current project planning has had detailed scrutiny from FRS experts 
and the HLAS / Project Plan is predicated on prudent planning 
assumptions. Simple and clear project lines of reporting with FRS 
CFOs supporting project board decisions will aid delivery.  
Appropriate resourcing to deliver project activity is required. 
External independent scrutiny is recommended as high priority to 
provide additional confidence. CFOs are supporting the project and 
DCLG has provided funding to resource a full time project team 
(minimum of 10 pers) as well as additional funds available for 
specialist advice. 

FBC Update (Risk reducing since OBC) 

Project remains on track with procurement work providing significant 
re-assurance to project board and CFOs that the ‘proven technology’ 
and modern system offered by supplier is very capable and fit for 
purpose.  External consultants (MASON) have been appointed to 
assist in project assurance and additional resource has been placed 
into the project team (i.e.: Project Delivery Manager) to drive project 
forward. 
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Remains in from OBC DATA MANAGEMENT / 
MIGRATION There is significant work required to migrate the existing data into a 

new standard corporate gazetteer and to scrutinise and check the 
accuracy of the data sets.  The quantity of work, resources and time 
required to complete this remains a key risk to the timetable.  This 
risk can be mitigated by the early allocation of resources to work on 
the Data requirements. 
 
FBC Update (Risk remains since OBC) 
The lessons learned from the Cheshire / Cumbria control project are 
shaping the way this work will be progressed.  As a specific 
recommendation from the Cheshire lessons, a dedicated project 
officer is to be appointed to coordinate all Data Management and 
Migration activity which will help in reducing the risk of this activity 
causing delays/problems. 
 

 
 

 
SUMMARY OF FINDINGS 

49. The benefits and savings that were described in the OBC have been reviewed during 
the Due Diligence under taken following the procurement evaluation and the production of 
the updated Financial Case.  The stated benefits and financial savings outlined in the OBC 
remain extant and they will be monitored as part of the Benefits Realisation work (a project 
requirement) following Go Live to ensure that the predicted benefits are fully realised and 
reported to FRAs. 
 
50. The Project Board has reviewed the output from the evaluation of the tenders and is 
confident that the technology meets the project requirements and will be delivered on time.  
The Financial Case has been robustly reviewed by each of the FRS Finance Lead Officers 
and clearly demonstrates the Financial Benefits.  The Project Board has also carefully 
reviewed the project delivery requirements and appropriate resources have been put in place 
to deliver the solution.  CFOs have also reinforced their strong commitment to the project to 
ensure appropriate FRS support is provided to the project when needed.  
 
51. As stated in the OBC, the delivery of a collaborative solution, bringing together a 
number of FRAs onto a single platform is a complex project.  However, lessons have been 
learned from the Cheshire / Cumbria collaboration; the tenders received are of an excellent 
standard; there is proven technology available and this has given great confidence to the 
Project Board that this project can be delivered to time, cost and quality.    
 
52. Any queries regarding the information contained within this Final Business Case 
should be referred to either of the following contacts: 
 

• NW Fire Control Ltd Executive Director - Dominic Whelan  
(07817384491/ wheland@manchesterfire.gov.uk) 

• Project Support - Adele Forster  
(07846 956491 / forstera@manchesterfire.gov.uk) 

 
 

 

 

 

 

 

 

mailto:wheland@manchesterfire.gov.uk�
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