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1 INTRODUCTION AND EXECUTIVE
SUMMARY

The Policing and Crime Bill introduces measures which will place a statutory
obligation on emergency services to collaborate and also enable Police and Crime
Commissioners (PCCs) to take on responsibilities for fire and rescue services in their
area. In setting out the measures the then Home Secretary said that she believed
“that it is now time to extend the benefits of the Police and Crime Commissioner
model of governance to the fire service when it would be in the interests of economy,
efficiency and effectiveness, or public safety to do so”. The nature of that change
would be “bottom up, so that local areas will determine what suits them in their local
area’”.

The PCC set out his commitment for joint governance and closer collaboration
between Essex Police (EP) and Essex County Fire and Rescue Service (ECFRS) in
his election manifesto, which was endorsed by the people of Essex.

This initial Local Business Case (LBC) assesses the scale of opportunity for closer
working between police and fire (and potentially wider collaboration, such as with the
ambulance service), and how future joint governance options for the police and fire
and rescue services in Essex could best enable the achievement of these benefits.

This Executive Summary brings together the main analysis and findings, which are
explored in more detail in the rest of the document using the "five case model"
structure stipulated by HM Treasury.

1.1 The case for change in Essex

There are three key drivers for changing governance of fire and rescue:

1.1.1 Driving operational benefits which will keep the public safer

Operationally, increased collaboration will allow for both organisations to coordinate a genuinely
integrated approach to contact with the public, sharing information and making better operational
decisions based on richer information. It will have a direct impact on vulnerable individuals, young
people, and offenders. It will help to maximise engagement with the public, for example through
shared technology, and will use valuable volunteer resources better. It will allow both organisations to
respond more effectively to the changing nature of demand which they both face.

This will help to improve public safety in Essex, while keeping the identities and roles of Police
Constable and Fire separate and distinct. Both organisations recognise the value that better working
together and sharing resources will help to deliver for the public, and are committed, under the PCC's
governance, to delivering an ongoing programme of operational collaboration which will continue to
deliver enhanced public safety outcomes. A number of the operational initiatives have been trialled
successfully elsewhere in the country where they have delivered significant public safety benefits;
other proposed initiatives build on the already strong local links within Essex, maximising effective use
of resources to make communities safer.
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1.1.2 Improved management for fire and rescue

ECFRS has faced considerable challenges which make the need to implement reform more pressing.

The Irene Lucas review (September 20151) highlighted some major issues in organisational

effectiveness and found that culturally ECFRS was ‘a failing organisation...in urgent need of a radical
overhaul to ensure it is held to account and is adaptable to the needs of the 21st century’; that ‘the
organisational culture was 'toxic’; and ‘governance of the organisation needs to be strengthened’.

The recommendations, which have been accepted by Essex Fire Authority (EFA), included

improvements to governance, leadership and management practices. An update in September 2016
on progress in delivering the Lucas review concluded that, while there has been significant activity,
there remains much to do to deliver a modern and flexible fire and rescue service in Essex. "There is

still some way to go to embed change throughout the authority and service."

1.1.3 Financial benefits through more economic and efficient provision of

services

We have identified a wide range of financial and non-financial opportunities and benefits for Essex
Fire and Essex Police from closer collaboration, which are set out in Table 1 below and explored in

more detail in section 2.5.

Table 1: Summary of collaboration benefits

Area of business Short- Medium- Long- Non-financial benefits 10 year Net
benefit term term term Present
Value (NPV)
PY Public safety, such as through reducing £4.3m
B Ki offending, or helping the vulnerable to feel
etter wor !ng safer in their homes)
together to improve Hecti h h o i
public safety E gctlveness tl roug jOl_ned-up service
delivery between police, fire and other
partners, and improved public access online
Sharing of estates £10.1m
e OPCC move to °
Kelvedon Park
e HQ functions ®
« Operational Greater effectiveness in collaborative
emergency services L4 working and an enabler of wider collaboration
centre
e Better use of stations /
front desk ¢ ¢
e Facilities management °
Enabling shared PY £5.9m
business services
providing key support Joined up systems enable further
functions (eg HR, collaboration and economies of scale.
Finance, IT) Taking the best from both organisations
means that supporting services are more
* Shared ERP platform 4 effective, benefiting operational activities
o Fleet management ()

! http://www.essex-fire.gov.uk/_img/pics/pdf_1441197562.pdf
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Joint procurement ° L4 Enables wider collaboration S
initiatives
Further operational PY PY Further public safety improvements £9.0m
collaboration Effectiveness, such as quicker responses to
emergency calls that require multi-agency
e Control Room [ response
Total NPV: £30.8m’

Where services are shared between Kent & Essex Police, full consultation with the Kent Police &
Crime Commissioner and Chief Constable will be required and agreed with them prior to any business
case relating to those shared services progressing. This includes both operational and strategic
functions.

1.2 A step-change in governance is required to deliver this
service transformation

While a number of future collaboration opportunities could be delivered through existing governance
arrangements, collaboration between police and fire to date in Essex has not yet developed in a
significant way. Research consistently shows fragmented governance acts as a barrier to effective
collaboration. Delivering this ambitious programme for Essex would require a step-change in
governance to enable greater accountability, accelerate collaboration, and enable an integrated
approach to community safety and maximising the use of assets.

To improve emergency services and facilitate collaboration, the Bill proposes three alternative options
to the status quo (the “do nothing” option). These are:

e the “representation model”’, whereby PCCs would join the local Fire and Rescue Authority (FRA) as
a member with full voting rights

e the “governance model”, whereby PCCs would take over the role of the FRA but would maintain
separate organisations of Fire and Rescue and Police

e the “single employer model”, which would go a step further by combining the Police and Fire and
Rescue services under the leadership of a single Chief Officer.

Where the PCC wishes to change governance arrangements, the Bill requires an assessment of why
(i) itis in the interests of economy, efficiency and effectiveness, or (ii) it is in the interests of public
safety for this to happen.

This local business case recommends that the PCC should take over the role of the Fire and Rescue
Authority, and would be accountable to the people of Essex for effective service delivery of both Police
and Fire and Rescue. This option is most capable of delivering improved public safety outcomes, as
well as greater organisational effectiveness and better value for money for the people of Essex. It
offers the majority of the benefits of the more radical single employer model (which would combine the
Police and Fire and Rescue services under a single Chief Officer), but at lower cost and risk to
implement.

1.3 What would the future look like?

Under this governance model, the PCC would take responsibility for:
e A total budget of £338m (£268m Police and £70m Fire and Rescue)
¢ A total workforce of over 6,800 officers and staff

— Police: 4797 FTEs: 2839 officers®; 1958 staff; 320 specials

2 The total NPV includes a cost of £0.9m for programme management
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Fire and Rescue: 1015 FTEs: 752 whole-time firefighters and officers; 480 on-call firefighters; 263 staff

e A significant estates portfolio of around 130 properties
e Other assets such as fleet, IT, and specialist equipment.

Although Fire and Rescue and Police would remain as separate services, these valuable resources
can work more effectively together to protect the public and secure best value for money. This will
result in:

e Joined-up public prevention work and media engagement
e Greater co-responding to incidents by both services

e Better use of the estate in both organisations to provide effective response and community
engagement

e Integrated support services providing economies of scale

e A shared contact centre (with an opportunity to consider inclusion of Fire in the Essex and Kent
Police joint Contact Management Review Programme).

e A strong platform for even greater levels of collaboration (including with the ambulance service or
other criminal justice or local government agencies).

1.4 How the change will be delivered

The LBC assumes that the changes will take effect on 1 October 2017, but this is dependent upon a
range of activities being achieved before then. If there is delay, the next likely date of transfer would
be 1 April 2018.

The implementation of the governance changes will be led by the PCC, with support from the OPCC.
Where required the OPCC will commission specialist professional advice and support in areas such as
programme management, HR, estates and legal services.

This initial case will be developed further between now and early 2017 in consultation with Essex Fire
Authority, existing governance structures and programme boards. If then agreed by relevant parties,
and following formal consultation in Essex, it will be used as the basis for the LBC submission to the
Home Secretary for endorsement of the preferred option.

1.5 Conclusion

Enhanced, transparent and effective governance under an elected PCC will be the catalyst for
delivering significant and tangible benefits for the people of Essex. The changes will improve public
safety through more effective co-working, and a more joined-up approach to responding effectively to
the most vulnerable groups and individuals. The new governance model will accelerate collaboration
and set a clear strategic direction, allowing for medium-term operational and financial gains through
managed integration of supporting services and making the best use of assets such as estates and
fleet. It will provide a secure platform for further wider emergency services collaboration in the future.

3 Police officers report to the Chief Constable
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2 THE CONTEXT AND CASE FOR CHANGE
(STRATEGIC CASE)

The Strategic Case sets out the legislative and strategic context for police and fire
collaboration and governance, summarises the case for change and sets out the
constraints, dependencies and strategic risks. This provides the context, and
change objectives, for appraising the options.

This section identifies a wide range of opportunities and benefits that increased
collaboration between fire and police would deliver. It represents a step-change in
the level of collaboration, and of the public safety benefits and organisational
effectiveness for the people of Essex. It will allow both organisations to respond
more effectively to the changing nature of demand which they face. It will allow for
both organisations to coordinate a genuinely integrated approach to contact with
the public, sharing information and making better operational decisions based on
richer information. It also has the potential to deliver significant financial savings
through making the best use of resources and achieving economies of scale.

External reviews have highlighted the significant challenge that remains if Essex is
to benefit from a modern and flexible fire and rescue service. Implementing the
recommendations of the Lucas review will require strong sustained leadership, and
there are attractions to fresh governance and supervision. In preparing this LBC,
there was a positive initial endorsement by key stakeholders for changing the
governance of ECFRS and bringing police and fire closer together. They
recognised that this would help to embed operational collaboration and also realise
financial benefits.

2.1 The current position

2.1.1 Key organisational information and governance

Essex Police and Essex Fire and Rescue Service operate across Essex and share co-terminous
boundaries.

Current key organisational information is set out in the table below:
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Essex Police ECFRS

Annual spend £268m £70m
(2015/16)

Staff 4,951 FTEs®, plus 372 special constables 1,015 FTEs, plus 480 on-call firefighters

...of which 2,839 FTEs are police officers ...of which 720 are whole-time and 32 in
the control room

Coverage Three upper-tier local authorities: Essex County, Southend and Thurrock
Population: 1.8m (ONS mid-2015 estimate)
Area: 3,670kmz2, 72% of which is rural

Governance

Essex County
Council

Southend Thurrock
Council Council

Essex Fire
Authority

N
RS
Police and o
pcc — O s®
Crime Panel &

Office of the
PCC

Chief

Constable Chief Fire

Officer

. Essex County
Essex Police Fire & Rescue

Service

The PCC sets the Police and Crime Plan and  Essex Fire Authority sets budgets and

is responsible for appointing the Chief resources for ECFRS. It is made up of 25
Constable, holding him to account and elected members from across the three
setting the council tax precept for policing. first tier councils and usually meets five

The Police and Crime Panel is made up of times a year.
members from Essex County Council,

Southend and Thurrock unitary authorities

and each district council. There are two

independent members.

2.1.2 Current governance arrangements

Essex Fire Authority

Essex County Fire and Rescue Service (ECFRS) is directly responsible to EFA. The Fire Authority
was formed on 1 April 1998 by virtue of the Essex Fire Services (Combination Scheme) Order 1997 SI
2699/1997.

The 25 members of the Authority are elected members nominated by the three constituent first tier
councils in Essex. Twenty members are nominated by Essex County Council, three by Southend-on-
Sea Borough Council and two by Thurrock Council.

The Authority is the formal employer of fire staff. It prepares and approves an annual Strategic Plan
and Integrated Risk Management Plan, and a council tax contribution to fire and rescue services
through a precept. It approves the Annual Statement of Accounts, the Annual Budget and Medium
Term Financial Plan, including the Capital Programme.5

* https://www.gov.uk/government/statistics/police-workforce-open-data-tables

® http://www.transparency.essex-fire.gov.uk/_img/pics/pdf 1433169818.pdf
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Under a partnership agreement between the Fire Authority and Essex County Council the county's
emergency planning responsibilities are carried out by the Authority with the Chief Fire Officer acting
as the Head of Paid Service for the function. The partnership agreement runs until 31 March 2018.

The EFA meets five times a year and has three committees: the Policy and Strategy Committee, the
Audit, Governance and Review Committee and the Principal Officers Human Resources Committee.

Essex Police and Crime Commissioner

The PCC is elected to hold the Chief Constable of Essex to account for the delivery of policing in
Essex. He has a wider duty to bring together community safety partners to reduce crime and support
victims across Essex. He sets and updates a four year Police and Crime Plan, sets the force budget
and council tax contribution to policing through a precept, and has responsibility for appointing and
dismissing the Chief Constable. He holds monthly performance meetings with the Chief Constable
and chairs the Force Strategic Transformation Board, which meets quarterly.

A PCC has wider responsibilities in their area for: delivery of community safety and crime reduction;
bringing together Community Safety Partnerships; making crime and disorder reduction grants;
ensuring that all collaboration agreements deliver better value for money or enhance the effectiveness
of policing capabilities and resilience; and enhancing delivery of criminal justice. The Essex PCC
chairs the Essex Criminal Justice Board and the Essex Reducing Re-Offending Board, working with
many of the same organisations that ECFRS collaborate with.

The Essex PCC and Kent PCC jointly chair the Kent and Essex Police Collaboration Board which is
the governance for the Kent and Essex collaboration programme including enabling services.

Since October 2014, PCCs have had responsibility for deciding how to provide services to victims of
crime in their area in line with the Victims Code and from April 2015 PCCs have had wider
responsibility to provide for referral and assessment services for all victims of crime.

PCCs engage regularly and directly with the public and communities.

Essex Police and Crime Panel

The Police and Crime Commissioner is scrutinised by the Police and Crime Panel (PCP). Their role
includes reviewing the police and crime plan, annual report and both scrutinising and supporting the
activities of the PCC in holding the Chief Constable to account. This includes: the power to veto, by
two-thirds majority, the proposed precept and the proposed candidate for Chief Constable; reviewing
the draft Police and Crime Plan, and making recommendations to which the PCC must have regard;
reviewing the PCC'‘s Annual Report, and making reports and recommendations at a public meeting
that the PCC must attend; asking Her Majesty’s Inspectors of Constabulary (HMIC) for a professional
view when the PCC intends to dismiss a Chief Constable; and holding confirmation hearings for the
PCC’s proposed chief executive, chief finance officer and Deputy Police and Crime Commissioner
appointments.

The Panel, which is currently chaired by Councillor John Jowers from Essex County Council, is made
up of members from Essex County Council, Southend and Thurrock unitary authorities and each
district council. Two independent members have also been appointed. There is a power to have a co-
opted member, but the Panel does not now have one.

2.2 The context for change

There are policy, financial and operational trends at both national level and in Essex that are driving
the need for change both in how Essex police and ECFRS work together and how they are governed.

2.2.1 Statutory requirements and opportunities

In its manifesto, the government committed to deliver greater joint working between the police and fire
service. As part of implementing this commitment, the Home Office took over ministerial responsibility
for fire and rescue policy from the Department for Communities and Local Government in January
2016.
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In February 2016, the Policing and Crime Bill was introduced to the House of Commons. This Bill will
place a high level duty to collaborate upon all three emergency services (including the ambulance
service) in order to improve efficiency or effectiveness.

The Bill, once enacted, will also enable PCCs to form part of the governance of their local fire and
rescue authority(/ies), either through sitting on the fire and rescue authority, or taking overall
responsibility for fire and rescue services. This is subject to tests to ensure that changes will deliver
improvements in economy, efficiency and effectiveness; or public safety. These tests form the heart
of the assessment of options in this Local Business Case.

In setting out the measures the then Home Secretary said that she believed “that it is now time to
extend the benefits of the Police and Crime Commissioner (PCC) model of governance to the fire
service when it would be in the interests of economy, efficiency and effectiveness, or public safety to
do s06”. The nature of that change would be “bottom up, so that local areas will determine what suits
them in their local area7”. The PCC set out his commitment for joint governance and closer
collaboration between Essex Police (EP) and Essex County Fire and Rescue Service (ECFRS) in his
election manifesto, which was endorsed by the people of Essex.

This case explores the opportunities that these new provisions could enable in Essex.

2.2.2 Fire reform: the Knight review of efficiency in fire and rescue and the
Lucas review of Essex FRS

In December 2012 the then Government commissioned Sir Ken Knight, the outgoing Chief Fire and
Rescue Advisor (2007 to 2013), to conduct an independent review of efficiency in the provision of fire
and rescue in England. His report ‘Facing the future: findings from the review of efficiencies and
operations in fire and rescue authorities in England’e, published May 2013, noted that: "Efficiency and
quality can be driven through collaboration outside the fire sector, particularly with other blue-light
services" and recommended that: "National level changes to enable greater collaboration with other
blue-light services, including through shared governance, co-working and co-location, would unlock
further savings.g"

He noted that £17 million could be saved if authorities adopted the leanest structure in their
governance types, and that Authority Members needed “greater support and knowledge to be able to
provide the strong leadership necessary to drive efficiency. Scrutiny of authorities and services varies
considerably, some more robust than others.'®

On governance in particular, he observed that “elected Police and Crime Commissioners were
introduced because former Police Authorities (which were established on similar levels to existing
single purpose fire and rescue authorities) were not seen as providing enough scrutiny and
accountability to the public. A similar model for fire could clarify accountability arrangements and
ensure more direct visibility to the electorate.”* He added that, if PCCs were to take the role, the
benefits would need to be set out clearly both in financial terms and in increased accountability and
scrutiny for the public.

ECFRS has faced particular challenges which make the need to implement reform more pressing.
The Irene Lucas review (September 201512) highlighted some major issues in organisational
effectiveness in ECFRS and made a number of recommendations to transform the organisational

® http://www.publications.parliament.uk/pa/cm201516/cmhansrd/cm160307/debtext/160307-0001.htm

" http://www.publications.parliament.uk/pa/cm201516/cmhansrd/cm160307/debtext/160307-0001.htm

8 hitps://www.gov.uk/government/uploads/system/uploads/attachment_data/file/200092/FINAL_Facing_the_Future__3_md.pdf
° Ibid

% bid

! bid

2 hitp://www.essex-fire.gov.uk/_img/pics/pdf_1441197562.pdf
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culture. This followed a number of serious incidents, including the suicides of two serving firefighters.
The review found that culturally the ECFRS was ‘a failing organisation...in urgent need of a radical
overhaul to ensure it is held to account and is adaptable to the needs of the 21st century’. It said that
‘the organisational culture of ECFRS is toxic’ and ‘governance of the organisation needs to be
strengthened’.

The recommendations, which have been accepted by the EFA, included improvements to governance,
leadership and management practices. An update on progress in delivering the Lucas review
recommendations has been provided by Sir Ken Knight in September 2016. It concludes that, while
there has been significant activity, there remains much to do to deliver a modern and flexible fire and
rescue service in Essex. "There is still some way to go to embed change throughout the authority and
service."

Sir Ken Knight made an additional 19 recommendations for change in his recent review of Essex,
including strengthening the assurance and scrutiny role of the Authority members, exploring the use of
fire stations as community hubs for a wide range of public services, greater flexibility and diversity of
workforce, and improvements to performance assessments.

He recognised the history of longstanding and challenging industrial relations in Essex in his update
on progress,le’ as well as the progress which had taken place since September 2015, given the
landscape of change and transformation.

2.2.3 Operational drivers for change

There are strong operational drivers for closer collaboration between fire and police. Crime, as
measured by the independent Crime Survey for England and Wales, has fallen by more than a quarter
since June 2010™. However, a College of Policing analysis of demands on policing™ found evidence
to suggest that an increasing amount of police time is now directed towards public protection work,
such as managing high-risk offenders and protecting vulnerable victims. Such cases often require
considerable police resource and close working with other statutory agencies. HMIC highlighted that
Essex Police’s response is often poor and routinely fails to meet the needs of victims in their PEEL
inspection in December 2015, Specialist units were overworked and there was a backlog of
incidents in the Force Control Room.

Incidents attended by fire and rescue services in England have been on a long-term downward trend,
falling by 42% over the ten year period from 2004/5 to 2014/15 to just over 496,000 incidents."’ Fire-
related deaths and casualties have also been on a long-term downward trend; deaths and injuries
from fires in Essex are low, averaging nine deaths and 100 injuries a year over the past 5 yearslB. In
Essex, capacity for response is greater than demand. In line with the trend across the country, ECFRS
has experienced a 45% reduction in the number of incidents it responds to in the last decade™.

This is attributed to a range of factors including fire prevention work, public awareness campaigns,
standards to reduce flammability such as furniture regulations, and the growing prevalence of smoke
alarm ownership in homes (88% of Essex homes now have them?®). The fire and rescue service also

* Ibid

4 Crime Survey for England and Wales, year ending December 2015

' http://www.college.police.uk/Documents/Demand_Report_21_1_15.pdf

'8 http://www.essex.pcc. police.uk/wp-content/uploads/2015/11/police-effectiveness-vulnerability-2015-essex.pdf
" Fire Statistics Monitor: England, April to September 2015, DCLG

'8 http://www.essex-fire.gov.uk/_img/pics/pdf_1454325688.pdf

* Ibid

2 http://www.essex-fire.gov.uk/_img/pics/pdf_1434377614.pdf

1
CONFIDENTIAL BETWEEN ESSEX PCC AND ESSEX FIRE AUTHORITY



has resilience responsibilities as defined in the National Framework®* which means they have to
provide minimum levels of community resilience and safety.

Nationally, there was a 22% increase in the number of non-fire (also known as Special Service)
incidents attended by FRSs from 125,200 in 2014/15 to 152,500 in 2015/16. This trend was mirrored
in Essex: 26% of incidents attended by ECFRS in 2014/15 were non-fire?”, the highest proportion
since non-fire incidents were first recorded in 1999/2000.

The most common type of non-fire incident was attending a road traffic collision which has seen a
14% increase in Essex between 2010-11 and 2014-15.° There was also a marked increase in co-
responder medical incidents (where, as part of a national pilot, the FRS has a formal agreement in
place (until February 2017) with the ambulance service to respond to medical incidents), which
increased nationally by 83% from 14,200 in 2014/15 to 25,900 in 2015/16.24

As with the police, Fire and Rescue Services are targeting prevention resources at people, property
and locations most at risk. There are a range of interventions which specifically target groups of
people, such as Fire Cadet places for young people who are considered ‘at risk’ of gang recruitment,
and diversionary places on the Firebreak programme for young offenders, together with the Home Fire
Safety Visits. Both Essex Police and ECFRS recognise that there is a significant overlap in those with
whom they seek to engage. Data sharing could be significantly improved in this area to provide a
sound evidence-based approach to integrated service delivery. Ultimately there should be a genuinely
integrated approach to risk management.

This operational context is necessary to underpin the Local Business Case in order to ensure that any
proposed governance model helps to ensure effective integrated service delivery and public safety
outcomes across both agencies.

2.2.4 Financial drivers for change

There are financial pressures for change. On top of approximately £50 million of savings that Essex
Police has made since 2010-11, the Force still faces additional cost pressures of around £17.3 million
in 2016-17. This means that it will still need to make significant efficiency savings while absorbing an
increase of around £2.5 million of operational improvements in Public Protection, £2.5 million in
essential capital and other provisions as well as £7.5 million in National Insurance payments and pay
inflation.

Funding for fire and rescue authorities has also fallen significantly between 2010-11 and 2015-16.
Funding for stand-alone authorities fell on average by 28%. Once council tax and other income is
taken into account, stand-alone authorities received an average reduction in total income (‘spending
power’) of 17% in real terms®. In Essex, central government funding is being reduced, with the
annual government grant being cut by £8m by 2019/20, necessitating reductions in spend.

This is important for the Local Business Case as there is a duty to ensure value for money in service
provision. Collaboration, enabled through effective governance, is a key enabler of financial savings
while protecting the quality of service delivery to the public.

2.3 There are reform programmes underway in Essex

Both organisations have major change programmes underway to address the challenges described
above. These require significant leadership attention and programme and change management

2 www.gov.uk/government/uploads/system/uploads/attachment_data/file/5904/nationalframework.pdf

% http://www.essex-fire.gov.uk/_img/pics/pdf_1454325688.pdf
2 http://www.essex-fire.gov.uk/_img/pics/pdf_1454325688.pdf

2 https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/545927 ffire-statistics-monitor-1516-
hosb0916.pdf

% https://www.nao.org.uk/wp-content/uploads/2015/11/Impact-of-funding-reductions-on-fire-and-rescue-services-A. pdf
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resource. Any additional initiatives have to demonstrate how they can add further value and be
achievable. Any changes to governance also need to support and ideally accelerate the delivery of
such programmes.

2.3.1 Essex Police and the “Transform” programme

Essex Police is currently delivering an ambitious Transformation Programme to ensure that policing in
the county is as effective as it can be within the resources available. The PCC chairs the Strategic
Transformation Board. The Transform Programme was initiated by Essex Police and the Office of the
Police and Crime Commissioner (OPCC) for Essex to deliver the force transformation required to meet
the challenges of 2020 and beyond; addressing the challenges of changing demands and reducing
resources.

Essex Police has the following key drivers for change:

e Aligning the Force operating model better with demand in order to keep pace with emerging and
increasing crime types

¢ Making the Essex Police estate fit for purpose — addressing poorly designed and maintained
buildings in places that do not serve operational need

e Improving public contact — making it easier for people to contact Essex police and report crime

e Improving efficiency and effectiveness, notably through embracing emerging technology to
transform ways of working — in a context where 83% of the overall policing budget is spent on
salaries of police officers, PCSOs and police staff

Kent and Essex Police have a well-established partnership which was nationally recognised in 2011
as having proceeded “the furthest with collaboration”®®. This has resulted in greater operational
resilience and savings of £31.5m between 2010-11 and 2016-17. The joint Essex and Kent Support
Services Directorate has provided improved service quality while delivering cost-effective shared
services, increased resilience and financial savings. The Forces also share a Serious Crime
Directorate. .

Essex Police is also part of a seven-force initiative, led by DCC Julia Wortley, across the Eastern
Region and Kent to explore and develop proposals for future collaborative working between the seven
forces, helping to drive out inefficiencies and secure better collaborative workin927.

2.3.2 Essex Fire Authority and ECFRS - the 2020 Programme

The 2020 programme is ECFRS’s programme of change designed to deliver the Fire Authority’s
Strategy for the Service. It is designed to deal with the operational and financial trends faced in
Essex, as well as respond to the recommendations of the Lucas review.

Following a two stage consultation process, Essex Fire Authority approved in June 2016 the
programme to save £6.4m from ECFRS’s operational response budget and invest an extra £3m in
prevention and protection. The programme will include changes to the number and crewing system of
fire engines (reducing some of the over-capacity), cultural change and additional prevention
interventions.

2.3.3 Existing Police and Fire collaboration

ECFRS and Essex Police already work together successfully in a number of areas, focusing mainly
around operational response such as: road traffic collisions; “collapsed behind closed doors”, with
ECFRS supporting the Ambulance Service and/or police to gain access to a property in order to get to
a vulnerable person; or supporting the police in searches for high-risk missing persons. Additional
areas include:

%8 http://www.publications.parliament.uk/pa/cm201012/cmselect/cmhaff/939/93909.htm

7 hitp://lemergencyservicestimes.com/essex-police-lead-seven-forces-looking-to-maximise-joint-working/
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e Joint Emergency Services Interoperability Programme (JESIP) — a national initiative that developed
a framework for co-ordinating multi-agency response to major incidents, with joint training across
agencies

e Community Safety Hubs providing co-location of several agencies to respond to local priority
issues

e The ECFRS “Firebreak” programme which delivers courses for young people, which can be used
to target those at risk of offending.

However, there has been limited progress to date in deeper levels of operational collaboration, sharing
of resources and assets and support services.

An Emergency Services Collaboration Programme has been recently established to explore further
opportunities for collaboration. A Strategic Governance Board has been set up consisting of the PCC,
EFA chair and chiefs of fire, police and ambulance. This is supported by an Emergency Services
Collaboration Programme Board (ESCPB).

2.4  Critical Success Factors for further collaboration and
governance changes

In light of these drivers for change, the ESCPB agreed four Critical Success Factors (CSFs) against
which collaboration and the future governance options could be assessed. These are:

e Public safety

o Effectiveness

e Economy and efficiency
e Ease of delivery

These echo the provisions of the Policing and Crime Bill.

Most importantly, the changes will improve public safety through more effective co-working, and a
more joined-up approach to responding effectively to the most vulnerable groups and individuals. The
PCC and both organisations recognise that accelerated and deeper collaboration will deliver tangible
public safety benefits, and are committed to a long-term programme of closer working and joined-up
operational decision-making. The ‘effectiveness’ CSF is focused on organisational effectiveness, as
well as criteria which make governance effective (such as transparency, accountability, visibility, and
consistency of decision-making) and is therefore treated separately from economy and efficiency. The
changes will realise a significant financial prize, which will allow for targeted reinvestment to ensure
that services will continue to provide the best possible outcomes for the people of Essex. The fourth
‘ease of delivery’ CSF allows the option assessment stage (the Economic Case) to differentiate
between the four governance options and the ability of each to deliver the prize of effective
collaboration, as well as other potential benefits.

A comprehensive set of success measures for the delivery of the business case is being developed
separately and will be appended to the business case once completed.

2.5 There are significant opportunities for further collaboration

There are short, medium and long-term opportunities for deeper collaboration between Essex police
and fire. These give an estimated Net Present Value of £30.8m over 10 years, as well as the potential
to deliver performance benefits to the people of Essex. These options for collaboration have also been
assessed against a further set of design factors which recognise the existing change programmes set
out above and collaborative partnerships, as well as the potential for delivery and return on
investment. These factors are included at Appendix A.

The benefits separate into five main categories. The first category includes a programme of
operational collaboration which have been agreed and for which detailed planning is underway. The
other categories are at early stages of development and will require significantly more work on their
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feasibility and potential to be fully confident of their achievability. Further work would also be required
to assess the impact of these changes on the enabling services required to support them, to ensure
they would not lead to a diminution of services provided to Kent Police through the shared services

centre.

Notwithstanding this, they demonstrate the potential ambition and scale of benefits that could be
achieved through deeper and more significant collaboration. A summary table is included below, with
more detailed descriptions in sections 2.5.1 — 2.5.5:

Area of business Short- Medium- Non-financial benefits 10 year Net Present
benefit term term Value (NPV)
PY Public safety, such as through £4.3m
reducing offending, or helping the
Better working vulnerable to feel safer in their
together to homes)
improve public Effectiveness through joined-up
safety service delivery between police,
fire and other partners, and
improved public access online
Sharing of estates £10.1m
e OPCC move to °
Kelvedon Park
e HQ functions ()
o Operational ° Greater effectiveness in
emergency collaborative working and an
services centre enabler of wider collaboration
o Better use of
stations / front ¢ ¢
desk
o Facilities °
management
Enabling shared ° £5.9m
business services Joined up systems enable further
providing key collaboration and economies of
support functions scale.
f_?_? nl33 [LETTE, Taking the best from both
organisations means that
e Shared ERP ° supporting services are more
platform effective, benefiting operational
o Fleet o activities
management
:Jo_lpt !orocurement ® ® Enables wider collaboration 221
initiatives
Further ° PY Further public safety £9.0m
operational improvements
collaboration Effectiveness, such as quicker
| - responses to emergency calls that
- el A require multi-agency response
Total NPV: £30.8m”

% The total NPV includes a cost of £0.9m for programme management
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Where services are shared between Kent & Essex Police, full consultation with the Kent Police &
Crime Commissioner and Chief Constable will be required and agreed with them prior to any business
case relating to those shared services progressing. This includes both operational and strategic
functions.

The total potential costs and benefits of these opportunities is summarised in the table below.

£m, 16/17 prices 16/17 17118 1819 19/20 20/21 21/22 22/23 23/24 25/26 Total

Costs (1.2) (14 (15 (05) - (07) (05) - - - (58 (5.4)
Benefits 0.1 8.6 1.3 4.8 4.2 43 4.7 4.9 4.9 49 427 362
Net benefit / (cost) (1.1) 73 (0.3) 43 4.2 3.5 4.2 4.9 4.9 49 369 308

2.5.1 Better working together to improve public safety

There is a first wave of operational initiatives which will enhance public safety and operational
effectiveness. An initial programme of ten workstreams (a further ongoing programme is outlined at
section 2.5.5 below) has been identified which can either be delivered, or a proof of concept and
business case established, by April 2017, in order to deliver more integrated service delivery to the
people of Essex. The operational initiatives will deliver:

An expansion of Parish Safety Volunteers and integrated volunteer management

There will be a step change in Parish Safety Volunteer scheme to recruit more volunteers and expand
their role to provide integrated Home Safety Visits and the provision of fire safety and crime prevention
advice to the public. There will be increasingly integrated recruitment, management, coordination and
training of Police Community Speed Watch volunteers.

An Integrated Multi-Agency Prevention Programme: Essex Risk Intervention Service
(ERIS)

Development of a robust business case and benefit realisation schedule for a single multi-agency
service providing holistic risk reduction advice regarding fire, falls, crime and general detrition in
health. This will be a commissioned service for those identified as being most at risk in the
community. The project will support the development and delivery of a business case, negotiation
with Clinical Commissioning Groups (CCGs) and an early pilot delivery by April 2017 in one CCG. A
full evaluation strategy will be developed working with Anglia Ruskin University.

Development of a Community Portal and Community Messaging facility

Work will progress to design and deliver a multi-agency Community portal to provide an effective
public safety signposting service for citizens to access services online. This will allow for more
effective demand reduction and management. Work will also take place to establish a web-based
model to deliver multi-agency safety messages to communities within Essex.

An innovative intervention programme for perpetrators

The proposal will extend the established Firebreak programme as an intervention tool to deal with
perpetrators. Two five day courses would be delivered inside Chelmsford Prison — the first time that a
fire service has engaged on this level with police priorities in the UK. A scalable model will be
evaluated and developed for roll-out of the Firebreak programme across a wider number of forces.

Other workstreams will deliver: an enhanced integrated Schools Education Team to increase
coverage and develop crime prevention and public safety material; joint rural patrols with police / FRS
to address rural concerns such as ASB and arson; established procedures for cross-emergency
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working where people are collapsed behind closed doors and ECFRS are the best placed first
responder; joint trunk road patrols to explore use of ECFRS staff in response vehicles with a particular
focus on clearing congestion effectively after accidents; and an accredited DofE programme for Police
Cadets based on ECFRS’ national model.

Essex Police and ECFRS have recently committed to this programme of work. These workstreams
are estimated to cost £1.24m over the next 12 months and, in addition to the significant operational
benefits, will deliver savings of £6.6m over 10 years. Where successful, the proof of concept model
and business case will be mainstreamed into police and fire budgets, and those of other participating
agencies. Delivery is monitored by the Emergency Services Collaboration Programme Board chaired
by T/ACC Carl O’'Malley.

This will help to improve public safety in Essex. Both organisations recognise the value that better
working together and sharing resources will help to deliver for the public, and are committed, under
the PCC's governance, to delivering an ongoing programme of operational collaboration which will
continue to deliver enhanced public safety outcomes. A number of the operational initiatives have
been trialled successfully elsewhere in the country where they have delivered significant public safety
benefits; other proposed initiatives build on the already strong local links within Essex, maximising
effective use of resources to make communities safer.

The remaining four areas offer benefits that would be achievable in the medium to longer-term. A
notional benefit has been allocated to each, together with the rationale for the benefit.

2.5.2 Sharing of estates

There will be financial savings and operational synergies resulting from a more aligned estates
strategy across both organisations, recognising existing partnerships such as the Kent and Essex
Serious Crime Directorate. There are opportunities to focus including on the increased use of the
Kelvedon Park site (ECFRS Headquarters):

¢ It would be possible to co-locate the Office of the PCC to Kelvedon Park. This would incur one-off
costs of £200,000 (and an ongoing agreement on reasonable rent) but would release an estate
asset valued at £1.5m for disposal or repurposing, and save £70,000 annual maintenance on the
OPCC site.

e Kelvedon Park would also, subject to an ongoing feasibility study, provide scope for co-location of
the Police HQ functions currently located at Chelmsford. As Essex Police already plan to move to
a new site, this collaboration would not incur any additional costs and has the potential to reduce
the costs of the new site by £6.6m.

e There is also an opportunity to make the planned operational emergency services centre, including
fleet maintenance facilities, more joined up. A fully integrated solution could reduce the forecast
costs in Essex of approximately £8.5m by 20%, equating to a one-off benefit of £1.7m. As well as
helping to release assets that are currently not fit for purpose in ECFRS, this will facilitate further
collaboration in fleet management (captured under enabling shared business functions).

e Areas of the operational estate within Essex may be shared. There may be sites where, rather than
implementing current plans to refurbish existing police stations, it may be possible to use space in
fire stations. This will reduce the total cost of refurbishment, as well as releasing the existing estate
for sale. These benefits have not been included in the estimates to date.

Planning and delivery will be overseen by the Estates Strategy Board.

2.5.3 Enabling shared business service functions

In the medium-term it would be possible to achieve savings in the area of enabling services. This is
possible provided that ECFRS can be on-boarded effectively to the existing Kent / Essex Support

17
CONFIDENTIAL BETWEEN ESSEX PCC AND ESSEX FIRE AUTHORITY



Services Directorate. This has won a national Improvement and Efficiency Award for its major shared
services programme to converge support functions in both Essex Police and Kent Police®

It is unlikely that benefits would be realised before Year 4 and there will be an investment cost
(estimated at £1m over 2 years) to make this happen. Experience of implementing shared services
organisations indicates that a benefit of between 10-15% is normally achieved through system
efficiencies and enhanced business processes. ECFRS currently spend £8.8m on enabling services
per annum and so we have attributed £1m of net benefit (c12%).

Once established, a shared ERP would provide an enabling platform for broader collaboration, which
would enhance operational outcomes, and allow for more effective resource management and
transparency of management information within ECFRS.

Some prior investment by ECFRS would be necessary, particularly around the standardisation of
business processes and the move from rank to role. Both of these are necessary foundation stones to
underpin effective use of an ERP. There is additional current feasibility work, commissioned recently
by the Programme Board, to assess the effectiveness of SAP within ECFRS which may additionally
help to secure better value from its contract and provide a higher quality service to ECFRS. On-
boarding a new client to the Support Services Directorate would require early discussions to explore
the commercial options; once these had been settled, it is estimated that on-boarding preparations
would take about 2 years, depending on the agreed scope of functions to be provided.

As well as the integration of teams, future savings may be achieved through the joined up
management of fleet. This will be supported by the integration of fleet maintenance sites.

2.5.4 Joint procurement initiatives

Joint procurement will realise economies of scale and help to increase alignment between both
organisations. The Minster for Policing and the Fire Service recently drew attention to the savings
which could be made through collaborated procurement,30 particularly highlighting the publication of
police procurement data as a driver for further integration. In ECFRS, £3.9m is spent on procurement
for IT systems alone and in Essex Police the similar figure is £3.3m.

We have allocated a conservative figure of 10% from the ECFRS procurement spend, which would be
realisable from year 4. The savings are predicated on realising economies of scale from partnership
with a larger agency. This timing would allow existing contracts to run down, and aligned specification
and open contracts to be drawn up for future procurements (which could also be in other areas such
as facilities management). This gives a benefit of £2.8m over 10 years.

It may be possible to realise some savings earlier. Both IT Heads identified a short-term opportunity
around network infrastructure which would be geographically based, and would not therefore disrupt
the established shared business services partnership between Essex and Kent Police.

2.5.5 Further medium and long-term operational collaboration

Integrated control rooms are a further area of potential collaboration which could yield significant
benefits in the medium term. There are various possible levels of collaboration which would achieve
varying levels of benefit. Co-location (as is the case in Kent Police and Fire Control Room) would
realise savings on estate, but would not reap the more substantial benefits that deeper collaboration
around IT systems and managed service delivery might yield to ECFRS, given the comparatively low
levels of call volumes.

Although the benefits are in the medium-term, Essex and Kent Police are currently considering future
options for their contact management model, and are now considering strategic opportunities as a

% http://www.essex.pcc. police.uk/news/top-improvement-and-efficiency-award-for-essex-police-and-kent-police/

% https:/vww.gov.uk/government/speeches/policing-minister-speaks-at-2016-psaew-conference

18
CONFIDENTIAL BETWEEN ESSEX PCC AND ESSEX FIRE AUTHORITY



business case is developed. We assume a deeper level of collaboration including ECFRS and have
allocated a notional saving of £1m per annum within Essex from Year 5.

The LBC has made provision for a second and third wave of collaboration projects which would deliver
tangible service delivery in future waves of collaboration. These are primarily operationally driven and
so financial benefits have not yet been considered in detail, but we have assumed similar levels of
benefits may be possible to the first wave of operational collaboration (section 2.5.1). They include:

e A proposal by the Safer Essex Roads Partnership for a full relocation of all aspects of the
partnership into one location using ECFRS premises to locate the operational policing arm

e Placement of ECFRS Community Safety Officers into Essex Police’s 10 Community Safety Hubs
within each of their districts. This would also allow for more effective collaboration with other
statutory partners

e To co-locate and potentially merge the Resilience Teams (including Contingency Planning) from
both services

e To collate data across both services on resourcing, availability, incidents and CS data to produce a
‘heat map’ of the county against which available resources could be deployed to cover the ‘hot
spots’ of vulnerability

e There are additional measures, such as ECFRS access to senior training for Women Leaders and
a shared senior leaders’ Academy which would also help to address a number of the
recommendations in the Lucas review (see 2.3.2 above)

There will be an ongoing programme of further collaboration and cross-agency work to identify further
opportunities to include ambulance service and other agencies which can provide a still more effective
joined-up service to the people of Essex.

2.6 The case for change in governance

Collaboration could deliver significant benefits to the people of Essex whatever governance model is
preferred. Collaboration has been possible under existing governance, but has not happened to date
in Essex in a significant way. A change in governance which delivers deeper collaboration will keep
the public of Essex safer.
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Research into the effectiveness of fire and police across the country has identified a number of
governance barriers to achieving sustainable collaboration on this scale. It is therefore important for
this Local Business Case to identify and evidence the governance model most capable of delivering
as much as possible of the collaboration and service delivery prize for Essex. This will not be
successful if centrally driven; the work of the Emergency Services Working Group concluded that
“local drivers and ownership are essential”®*. There are also potentially other benefits from a change
in governance not directly linked to increased collaboration. These include increased visibility and a
stronger single point of accountability.

The role both police and fire services play in public protection is important to the safety of their
communities. The Fire Safety (Regulatory Reform) Order sets out the obligations of the fire service,
and provides Essex with future opportunities for joined up thinking between police enforcement activity
and fire service work.

In preparing this Local Business Case, there was a positive initial endorsement by key stakeholders
for changing the governance of ECFRS and bringing police and fire closer together. They recognised
that this would help to embed operational collaboration and also realise financial benefits. It was also
recognised that implementing the recommendations of the Lucas review would require strong
sustained leadership, and that there were significant attractions to fresh governance and supervision.

2.6.1 The importance of effective governance in successful collaboration

While it is challenging to demonstrate a clear link between changes in governance and improved
public safety outcomes, there is a strong body of evidence that effective governance is a necessary
enabler of service improvement.

The Home Office has underlined the importance that it attaches to good governance by PCCs in
'Applying and demonstrating strong governance'. This states that: “Good governance will support
PCCs in providing quality policing by being open in their decision-making and making sure their chief
constables answer for their decisions and actions. Good governance allows a PCC to pursue their
vision effectively as well as provide ways of controlling and managing risk.”

The National Audit Office reviewed police accountability in 2014. In reviewing the PCC governance
model they found that “A single person may be able to make decisions faster than a committee and
could be more transparent about the reasons for those decisions”®. In addition to speed and
transparency of decision-making, they outlined further potential benefits around the “scope to
innovate, to respond better to local priorities and achieve value for money”34. They also noted the
significant increase in public engagement which police and crime commissioners have delivered,
compared with police authorities (over 7,000 pieces of correspondence are received by PCCs per
month, and there are 85,000 website hits).

In Essex, the PCC has taken an active role in joining up service provision and tackling cross-
organisational issues. This provides a useful indication of how clear accountable governance can be
made more straightforward when vested in an individual rather than a committee. The PCC now
chairs both the Reducing Reoffending Board and the Criminal Justice Board, drawing partners
together to improve outcomes across the criminal justice system.

The PCC supports a Reducing Reoffending partnerships co-ordinator, a post funded by and based in
the OPCC. This role supports the partnership in the development and delivery of the Essex wide

%! http://publicservicetransformation.org/images/articles/news/EmergencyServicesCollabResearch.pdf

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/511412/2016_Candidate_Guidance__Applying_
strong_governance__ v2.pdf

% https://www.nao.org.uk/wp-content/uploads/2014/01/Police-accountability-Landscape-review. pdf
34 H
Ibid
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Reducing Reoffending strategy, which brings a wide range of partners together to develop a strategy
and delivery plan; and give strong oversight to the Integrated Offender Management programme.

The PCC also chairs the Essex Criminal Justice Board, and the OPCC chairs and co-ordinates the
programmes of work around victims, domestic abuse and youth justice across partners. Work is being
scoped with Eastern Region partners to develop a stronger regional approach to criminal justice
improvements, including development of video enabled justice. Essex is one of the Ministry of Justice
pilot sites for health and justice devolution.

As a result of proactive partnership working and leadership by the previous and current PCCs, an
ambitious programme of work and commissioning strategy has been started around domestic abuse,
supported by the wider partnership including health, local authorities, and social care.

2.6.2 National developments

There are examples elsewhere nationally where savings have been made as a result of collaboration
where a “robust governance architecture” has been a strong enabler of collaboration. This recognises
that “Large-scale collaborations and the related investment and change programmes are usually
complex and often challenging. It was seen as essential that time needed to be spent at the outset
designing, testing and embedding a governance infrastructure in order to ensure this complexity and

potential challenge could be managed as work progressed"35.

The report acknowledged that another strong enabler of collaboration was the importance of retained
brand identity: “All three blue light services have easily recognisable identities in the public, and
media perception is that, although they may suffer ups and downs, the services are generally strong
and respected. Retaining the best features of these identities whilst working towards closer
collaboration and shared resources was seen as important.*®”

The evidence from research suggests that governance structures, be they local or national, can serve
to facilitate or frustrate collaboration in equal measure. Almost universally, across all project areas,
interviewees, time and time again, raised the issue of governance — reflecting on it being an enabler
and/or a barrier. It is essential that collaboration is underpinned by a greater alignment of governance
structures to ensure the success of any further and future joint working.

In a report in November 2014 on ‘Collaboration: The current picture’, the Emergency Services
Collaboration Working Group identified the following characteristics which featured regularly in
successful collaboration projects®’:

e ‘We can pick up the phone’: strong, open and honest relationships between the services’ chief
officers.

e 'Clarity together from the outset’: agreement of a strategic vision that aligns tightly with all the
collaborating services’ strategic goals.

e ‘We've got our best person’: highly skilled and motivated programme managers from each service,
with a balance of skills relevant to change management across the working group.

e ‘Tell them how it is’: open, consistent communication and consultation with staff from the very
earliest opportunity.

e ‘Fail fast’: willingness to abandon opportunities if politics or operational interests do not align, to
avoid losing momentum or jeopardising relationships.

e ‘Give not take’: an agreement that all parties will not seek to profit from one another; every service
cannot benefit in every instance; if collaborative relationships are strong and improved public
service remains the priority, savings will follow.

* http://publicservicetransformation.org/images/articles/news/EmergencyServicesCollabResearch.pdf
36 B
Ibid

% http://publicservicetransformation.org/images/Emergency_Services_Collaboration_2014.pdf
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While these do not explicitly reference effective governance (the report was also written before the
proposed legislation), the characteristics of trusted, open relationships that focus on service delivery
above all else and are prepared to take bold decisions are tests that need to apply to the different
governance options in the Economic Case.

2.6.3 International good practice

There is international good practice and some evidence about the benefits of integrated governance
between police and fire in achieving improvements in service delivery.

Gerald T. Gabris et al's 2014 book™® explored various models of service consolidation in local
government and found that the speed of decision-making / transparency / visibility / accountability of
an elected official has brought a dividend to the depth and breadth of collaboration, with improvements
in public service and public confidence / visibility.

Wilson and Weiss also found in their 2009 study of consolidations in the US* that the control through
a single governance structure was highlighted by many of those involved as a key driver in achieving
coherent consolidation.

In other cases, the evidence is less conclusive: a 2015 Wilson and Grammich study reported that "in
recent years, a growing number of communities have consolidated their police and fire agencies into a
single “public-service” agency. Consolidation has appealed to communities seeking to achieve
efficiency and cost-effectiveness”. However they also found that "Some communities have even
begun to abandon the model. Exploring the reasons for disbanding can help cities considering the
public-safety model determine whether it is right for them".** One reason is preserving ‘brand identity’
— the ICFA noted that “the fire/EMS service typically enjoys a position of trust in the community that
transcends fear of authority or reprisal. Law enforcement’s mission to prevent crime from different
threats creates varied public opinion and re-action, including being perceived as a threat.” **

The research clearly evidences the need for a Local Business Case to determine the most appropriate
way forward, rather than a mandate which is centrally driven and will work in all circumstances. It also
highlights the importance of ensuring a continuing separation of brand identity between core
operational fire and law enforcement activities.

2.7  Strategic risks

There are a number of strategic risks to major changes to collaboration or governance that options
need to be assessed against. The most significant of these are:

e That, as the smaller organisation, Essex Fire and Rescue Service get less focus and attention than
police in an integrated governance model

e That changes to governance divert leadership focus away from delivery of major transformational
change in both organisations

e That industrial relations issues in ECFRS are exacerbated by changes at this sensitive time

% Alternative Service Delivery: Readiness Check: Gerald T. Gabris, Heidi O. Koenig, Kurt Thurmaier, Craig S. Maher, Kimberly
L. Nelson , Katherine A. Piker, Alicia Schatteman, Dawn S. Peters, Craig Rapp 2015

¥ public Safety Consolidation: What Is It? How Does It Work? Jeremy M. Wilson, Alexander Weiss et al: Be on the Lookout: A
continuing publication highlighting COPS Office community policing development projects 2 August 2012

“° Deconsolidation of Public-Safety Agencies Providing Police and Fire Services: J. Wilson & Clifford A. Grammich;
International Criminal Justice Review 2015, Vol. 25(4) 361-378 2015

“* Ibid
“2 |nternational Association of Fire Chiefs Position: Consolidation of Fire/Emergency and Law Enforcement Departments and the
Creation of Public Safety Officers ADOPTED BY: IAFC Board of Directors on January 23, 2009
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e That changes to public perception of the independence of Fire and Rescue Service from law
enforcement affects the willingness of the public to engage.

These are considered further in the options appraisal in the economic case.

2.8 Constraints and dependencies

There are also a number of constraints and dependencies that affect the options under review:
Constraints:

e Under any of the governance models, funding will remain separate between police and fire, with a
requirement for separate financial reporting.

e The PCC has made a commitment to keep the identities and roles of Police Constable and Fire
Fighter separate and distinct

e Consultation on governance changes cannot commence until the legislation is in place. This is
expected to be early in 2017.

Dependencies:

e The options in this business case depend on the Policing and Crime Bill gaining Royal Assent in
broadly its current form and timing.

e Changes will require local approval and from the Home Secretary, or, if local approval is not
forthcoming, further independent scrutiny, before they can come into effect.

2.9 Conclusion

This section has set out a range of powerful local and national drivers for change. They demonstrate
that there will be continuing pressure to change and reform to meet shifts in operational demand, deal
with vulnerability and public protection issues more effectively, and continue to make financial savings.
Locally, there are tangible opportunities for collaboration to realise operational and financial benefits
which will improve public safety and organisational effectiveness, as well as deliver solid financial
benefits.

National and international best practice recognises that effective governance is a key enabler of
collaboration and of greater organisational effectiveness. In particular, the experience of the move to
PCCs to replace police authorities has demonstrated marked improvements in the quality and depth of
scrutiny, visibility, transparency, speed of decision-making, and accountability. The capability of each
of the different governance options to deliver these improvements in governance are considered in
Section 3 below.
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3 THE OPTIONS ASSESSMENT
(ECONOMIC CASE)

Following Royal Assent of the Policing and Crime Bill, there are four potential
options open to the PCC for Essex in relation to governance:

¢ Do nothing — the PCC could choose not to take any action to change the formal
governance arrangements for ECFRS

¢ Representation — the PCC could apply to Essex Fire Authority to take a place
on the Fire Authority with full voting rights

e Governance — the PCC could go out to consultation in order to take over the
role of Essex Fire Authority

¢ Single employer — the PCC could go out to consultation to take over the role of
Essex Fire Authority and appoint a single chief to become the employer of
police and fire personnel.

The preferred option is the governance model. The representation model offers
very little benefit over and above do nothing. Both the governance and single
employer options have the potential for substantial benefits. However, the single
employer model requires a substantial change to make it happen, which means it
will take longer to realise and carries substantial risks, in particular around
potential for industrial action. The governance model offers the majority of the
benefits of the single employer model, but at lower cost and risk to implement. It
fulfils the commitment made by the PCC in his election manifesto.

This options assessment considers how each of the options meets the critical success factors for
governance set out in the strategic case and will support delivery of the collaboration opportunities.

The following sections describe each option in turn and set out:

e A description of the option

e The scale of benefits, including an assessment of the likely scale of collaboration benefits that will
be achieved, and assessment against the benefits of public safety, effectiveness, economy and
efficiency

e The ease of delivery — covering the impact of the governance option on legal, HR, commercial,
financial management, other programmes and collaboration, and other risks.

3.1 Do nothing option
3.1.1 Description

Doing nothing would retain the current governance arrangements, with the PCC providing strategic
leadership of Essex Police, and Essex Fire Authority providing strategic leadership of ECFRS. The
two organisations would still be under the statutory duty to collaborate as set out in the Policing and
Crime Bill, which would be exercised through the Emergency Services Collaboration Strategic
Governance Board and supporting Programme Board.

There would be no implementation implications, as it involves no change.
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Figure 1 Do nothing option
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3.1.2 Scale of benefits

This governance model reflects the current governance arrangements, and so will deliver no direct
additional benefits.

As shown in the strategic case, it is theoretically possible to deliver significant police and fire
collaboration without statutory changes in governance, but evidence also shows the barriers and
complexities that separate governance structures create. Research into emergency services
collaboration® found that “Differing governance structures can mean that projects are delayed
because of the different ways organisations deal with the approval process.” This can include different
priorities, and slower decision-making. It can also hinder the development of integrated
commissioning strategies.

In Essex, work on collaboration opportunities has been underway for approximately 18 months, but
the ideas generated have not progressed substantially to date. The new Strategic Governance Board
has begun to push collaboration forward, with delivery being monitored by the Emergency Services
Collaboration Delivery Group. However, the Board does not have complete control to make the
changes and relies on shared prioritisation by each organisation. A step-change in governance would
be required to deliver the depth and pace of the potential collaboration identified in the strategic case.
Therefore, we expect the likelihood of achieving the full scale of potential collaboration benefits (set
out in Section 2) to be low without any governance change, delivering less than 25% of the potential
full benefit.

In addition, this option would deliver no benefits relating to improved visibility or a single point of
accountability. Initial discussions with key stakeholders indicate little support for retaining the status
quo.

Public safety

Public safety benefits from the collaboration opportunities identified in the strategic case are possible
without changes to governance, but for reasons listed above, are likely to prove harder and slower to
realise.

Effectiveness

As described in the strategic case, there are potentially significant benefits to organisational
effectiveness from aligning fire and police strategic priorities in a number of key areas in order to

“® http://www.apccs. police.uk/wp-content/uploads/2013/11/Emergency-Services-Collaboration-2014. pdf
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tackle shared challenges and deliver shared outcomes. Without integrated governance, this would be
more challenging. Only a small proportion of the effectiveness benefits set out in the potential
collaboration programme are therefore likely to be achieved.

In addition, the Lucas Review identified organisational effectiveness challenges within ECFRS that the
ECFRS leadership team and Fire Authority are seeking to address. There may be some
improvements if the recommendations from the Lucas Review are implemented. Work on this has
started, but the issues that the Lucas Review identified have been in place for a number of years, and
resolution has been a slow process. As described in the strategic case, a recent review on progress
by Sir Ken Knight recommended that, whilst the Fire Authority is to be commended for initiating the
Review and accepting its recommendations, more action was needed to strengthen Fire Authority
members’ assurance and scrutiny roles and he concluded that there was still much to do to deliver a
modern and flexible fire and rescue service in Essex. No change to the governance arrangements is
unlikely to accelerate improvements.

Economy and efficiency

There would be no costs to implement this option as there is no change, and the direct governance
costs continue at current levels, totalling £1.67m per annum (actual costs for 2015/16). This consists
of:

e Police and Crime Panel: £70,000 (including members’ expenses)

o Office of the Police and Crime Commissioner: £1,210,000 (which includes governance and
commissioning functions)

e Essex Fire Authority: £400,000 (including members’ expenses)

With a low likelihood of delivering the full scale of the collaboration programme, additional financial
(economy and efficiency) benefits will be limited to less than £8m (NPV) over ten years.

This option therefore would makes little or no change to current levels of economy and efficiency.

3.1.3 Ease of delivery

With no change to make, there will be no implementation impact. The following table sets out how this
option will impact different areas of the business.

Legal No direct impact; existing legal structures continue.
HR No direct impact; there are no changes to roles or resources as a direct

consequence of the governance arrangements.

There remains a risk of strike action in ECFRS related to the existing dispute,
but the likelihood of this does not change from the current position.

Commercial No direct impact

Financial management No direct impact

(s151)

Other change No impact on Transform Programme or 2020 Programme.

programmes and No/low impact on Kent-Essex Police collaboration and Seven Forces

collaboration initiatives collaboration.

Other risks The perception of a reversal of direction risks a detrimental impact on existing
police-fire collaboration, although there will still be a statutory duty to
collaborate.

The continuing issues in Essex FRS and Essex Fire Authority highlighted by the
Lucas Review may not be adequately addressed.
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3.2 Representation option

This option uses the powers set out in the Bill to allow the PCC to request that Essex Fire Authority
allows him to sit on the Fire Authority or any of its committees with full voting rights. This could go to
the extent of the PCC becoming chair of the Authority, if the other members of the Authority were to
elect him to the post.

It will require agreement from Essex Fire Authority and a review of the existing members of the
authority to ensure that the political balance remains. It will also require a change to the “Essex Fire

Services (Combination Scheme) Order 1997"*.

This option could be delivered relatively quickly following Royal Assent of the Bill, pending the
standstill period before local elections in May 2017.

Figure 2 Representation model
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Office of the
PCC
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Service

3.2.1 Scale of benefits

This option makes a limited change to the current governance arrangements, and so will deliver
limited additional direct benefits.

While PCC representation on Essex Fire Authority will provide a formal mechanism for ensuring police
and fire plans and strategies are considered together, the PCC’s influence as one among a committee
of 26 (dependent on the reviewed composition) will be limited. The option also imposes additional
obligations and workload on the PCC without an opportunity to streamline or integrate governance
options.

Our expectation is that the same drivers apply to the representation model as to the do nothing option,
and the PCC'’s limited influence will only have a marginal impact on achieving additional collaboration
benefits. The two distinct organisations and approvals processes continue. Therefore, this option also
only has a low likelihood of realising the full scale of the potential collaboration benefits (around 25%
of the potential benefit). There is little interest in Essex for this option amongst the PCC, many
members of Essex Fire Authority and the constituent local authority membership of the Authority.

Public safety

The presence of the PCC on the Fire Authority and the formal opportunity this provides to approve the
Integrated Risk Management Plan and other strategic and financial plans will increase the likelihood of
alignment of strategic priorities and some additional public safety benefits. However, delivery of the
full scale of potential collaboration benefits are likely to prove harder and slower to realise.

4 http://www.legislation.gov.uk/uksi/1997/2699/schedule/made
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Effectiveness

There are potentially significant benefits to organisational effectiveness from aligning fire and police
strategic priorities in a number of key areas in order to tackle shared challenges and deliver shared
outcomes. The presence of the PCC in determining fire priorities will assist, but without integrated
governance, this will remain challenging. Only a small proportion of the effectiveness benefits set out
in the potential collaboration programme are therefore likely to be achieved.

This option also introduces a risk of the PCC'’s role on Essex Fire Authority consuming more of the
PCC’s time without providing direct influence or control to be able to consolidate some of the activity.

Economy and efficiency

Implementation costs of this option are limited to the costs of making the necessary legislative
changes, estimated to be up to £10k, incurred in 2016/17. Running costs for governance may increase
slightly to cover the PCC’s additional expenses, but this will be marginal. There will be no governance
savings from this option.

The total spend on governance will remain at £1.67m per annum, composed of:

e Police and Crime Panel: £70,000 (including members’ expenses)
e Office of the Police and Crime Commissioner: £1,210,000
e Essex Fire Authority: £400,000 (including members’ expenses)

e Direct costs and benefits of the change are shown below. There would be a direct cost of £10k
and we have also assumed that the current OPCC staffing could absorb the PCC’s new
commitments. If not, costs could increase if additional staff need to be recruited.

£000, 16/17 prices 16/17 17/18 1819 19/20 20/21 21/22 22/23 23/24 24/25 25/26 Total

Implementation costs (10) - - - - - - - - - (10 (20

Change in direct - - - = - = - - - - - -
governance costs

Net benefit / (cost) (20) - - - - - - - - - (20) (20)

We have assumed that these costs would be offset by the limited financial collaboration benefits of the
order of £8m (NPV) over ten years.

3.2.2 Ease of delivery
This option requires very limited change and is unlikely to cause any disruption to day to day activity.

The following table sets out how this option will impact different business areas.

Impact on...

Legal Following consultation and agreement of Essex Fire authority, this option will
require a change to “Essex Fire Services (Combination Scheme) Order 1997”.
No other direct impact.

HR No direct impact; there are no changes to roles or resources as a direct
consequence of the governance arrangements, except for additional
responsibilities for the PCC. There may be a need to recruit additional staff to
the OPCC to help the PCC with his new commitments.

There remains a risk of strike action in ECFRS related to the existing dispute,
but the likelihood of this does not change from the current position.

Commercial No direct impact
Financial management No direct impact. Separate reporting continues for the PCC, Police Force (Chief
(s151) Constable) and ECFRS.
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Other change No/low impact on Transform Programme and 2020 Programme.

programmes and No/low impact on Kent-Essex Police collaboration and Seven Forces
collaboration initiatives collaboration.
Other risks If there is not time to complete the changes following Royal Assent of the

Policing and Crime Bill and before the pre-election period, there is a risk of
further delay as new members of Essex Fire Authority get up to speed before
being able to approve this change (assume a further 3 months until the
September 2017 Essex Fire Authority meeting)

3.3 Governance option

This option uses the powers set out in the Bill to allow the PCC to take over the role of Essex Fire
Authority.

Under this option, Essex Police and ECFRS will remain two distinct organisations. The option would
create a separate corporation sole for the new Fire Authority, rather than transferring fire and rescue
functions to the PCC. This also has the effect of ensuring that existing references in legislation to
PCCs do not apply in relation to their fire functions. In his role as Essex Fire Authority, the PCC
becomes the Police Fire and Crime Commissioner (PFCC). He becomes the employer of all fire and
rescue staff, and holder of assets and contracts, but the Chief Fire Officer continues to have
operational responsibility. The PFCC also continues to be responsible for setting priorities through the
Police and Crime plan, with responsibility for controlling police assets; the Chief Constable of Essex
Police continues to employ Essex Police officers and staff.

The Office of the PFCC will need to be expanded and restructured to take on the role of scrutiny of
ECFRS and enhanced collaboration. The Police and Crime Panel will continue to provide oversight of
the PCC including with his additional remit, but without substantial change to its operation.

This option requires consultation (following finalisation of the Bill), then scrutiny of a business case (by
the Home Office) before approval by the Home Secretary and secondary legislation to enact the
change. The degree of scrutiny will depend upon the level of local support there is for change.

Following hand-over, the members of Essex Fire Authority will step down from their role and support
arrangements will transfer to the Office of the PFCC. There will need to be a transfer process of staff,
commercial contracts, assets and liabilities from the old Fire Authority to the new entity.

We expect the timeframe for final approval will be between April and June 2017. The actual date for
official transfer of the role of Essex Fire Authority is yet to be determined, but may be 1 October 2017
to align with the mid-point of the financial year. However, this creates some dependencies and risks
(see below) which would need to be managed.

sole

Offlce of the
PCC

¢—— PFCC ——
Police and
Crime Panel EFA
Essex PCC corporation

Essex County
Essex Police Fire & Rescue
Service
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3.3.1 Scale of benefits

One of the enablers of change highlighted in the Emergency Services Collaboration Research is “a
clear and shared vision of the objectives of the collaboration”. Under this governance option, the
PFCC will be setting that shared vision across both police and fire, with an integrated commissioning
strategy. In his role as chair of the Local Criminal Justice Board and Reducing Re-Offending Board,
there is also the opportunity to bring these strategies and FRS strategies closer together in the types
of areas identified in the strategic case. He will also have direct control over the strategies and
budgets for police and fire and so can be more strategic about investment where wider public benefit
can be achieved (albeit within the constraint of ensuring continual separation of fire and police
budgets).

Unlike other parts of England and Wales, Essex benefits from a relatively simple structure of Fire and
Rescue services. Police and FRS boundaries are co-terminous, and there is a stand-alone, legally

separate Fire Authority. Our engagement with stakeholders from Essex Fire Authority, the Police and
Crime Panel, Essex Police and ECFRS have not raised any initial objection in principle to this option.
The potential governance options set out in the Bill were raised at an Essex Fire Authority meeting on
17 February 2016 when the previous PCC (Nick Alston) attended. In response to the possibility of the
PCC taking over the governance responsibilities for Fire and Rescue services, “...many (though not

all) considered it to be a positive development™.

There are limitations to this model, which can be managed:

¢ [t does not automatically align the operational delivery, so it will be down to the PFCC, with the
support of the OPCC, to work with the two chiefs to align operational priorities and closer working
together, where appropriate. He has the levers to do this: through the setting of and monitoring
against the strategy and budgets and he will be the holder of assets and contracts

e The risk of loss of brand identity — a concern highlighted by stakeholders in ECFRS - the likelihood
of this is limited by the fact that fire and police will remain as two distinct organisations

e That staff are employed by different organisations can limit the flexibility to make changes that
involve closer or integrated working, although there is scope to progress collaboration - for example
by agreement where staff remain on different terms.

Overall, therefore, we estimate that this option could achieve between 50 and 75% of the potential
collaboration benefits identified in the strategic case.

Public safety

Public safety benefits from the collaboration opportunities identified in the strategic case are likely to
be more achievable through a single governance model for the reasons presented above.

In addition to the potential benefits of collaboration initiatives, the PFCC provides a single point of
accountability to the public for both police and fire. As a direct and visible point of contact, he is well-
placed to react to the needs of the people of Essex, provide transparency and be held to account.

5 Minutes — Essex Fire Authority: 17 February 2016
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A risk has been raised that the important links between fire and rescue and local authorities’
responsibilities in relation to safer communities and resilience may be diminished by the change in
governance and with less day-to-day involvement of members of local authorities. The Police and
Crime Panel represents all councils and there is therefore no reduction in links to local authority
partners, or risk to public safety from the winding-up of the Fire Authority. In addition, FRS officer
leadership and engagement in local engagement will continue, and the PFCC can develop links
through the Office of the PFCC (OPFCC) to ensure their needs are understood and fed into strategic
planning.

It was flagged in the strategic case that there is a risk that changes to public perception of the
independence of Fire and Rescue Service from law enforcement will affect the willingness of the
public to engage. Whilst this model would see shared governance, fire and police operations would
retain their distinct identify and so this is not considered to be a significant risk for this option.

Effectiveness

As described in the representation option, there are potentially significant benefits to organisational
effectiveness from aligning fire and police strategic priorities in a number of key areas in order to
tackle shared challenges and deliver shared outcomes. A single governance structure for police and
fire will play a major role in enabling this and contributing towards improving the effectiveness of the
two organisations. A single governance model can accelerate delivery of operational collaboration
opportunities, shared estate and fleet maintenance, and for ECFRS to benefit from the well-
established shared service arrangements in place between Essex and Kent Police.

With a complete change in the structure of Essex Fire Authority, this option should also improve the
effectiveness of decision-making because:

e The PCC model has demonstrated improved levels of public visibility as evidenced by the NAO
report

e A single decision maker can be more easily engaged than a committee, with additional dedicated
support through the OPFCC. Essex Fire Authority currently meets five times a year (with additional
meetings as required) and its four sub-committees each meet four or five times per year. The PCC
would expect to increase the regularity of formal scrutiny; he currently carries out monthly
performance reviews of the police and would extend this to ECFRS, with other regular reviews and
groups as required

e Leadership is more stable, with the PFCC in post for four years, and so able to commit to longer-
term projects

e Depending upon the timing of transfer, the PFCC will need to assume responsibility for delivering
the outstanding recommendations of the Lucas Review. A more focussed accountability and
assurance regime that the PCC model provides could more effectively deal with recommendations
made Sir Ken’s Knight in his recent progress review relating to the role of governance, although
there is also a risk that a change in governance during this period may disrupt progress

e Sir Ken Knight's recent progress report highlighted disappointment that many employment
practices considered the norm in UK Fire and Rescue Services still do not exist in Essex. The
scope for any change has not been assessed as part of this business case and would need
detailed discussion with the ECFRS leadership team given the difficult industrial relations position
in Essex. It would also affect the complexity and risk of the staff transfer process.

Economy & efficiency

There would be direct and enabling benefits from adopting this option.

31
CONFIDENTIAL BETWEEN ESSEX PCC AND ESSEX FIRE AUTHORITY



The most significant benefit would be to enable and accelerate the collaboration opportunities
identified in the strategic case. Our estimate is that the collaboration programme would add around
£15-23m NPV of additional financial benefit under this option.

The direct implementation costs to make this happen include: the costs of consultation (estimated at
£60Kk); legal implementation costs (estimated at £75k) and other delivery costs, including project
management and staff consultation (estimated at £150k).

There will be ongoing savings from the discontinuation of the current Essex Fire Authority committee
arrangements and the creation of a single Monitoring Officer role. These will be partially offset by the
uplift in costs for the OPFCC. The OPFCC plans to deliver increased scrutiny for half of the current
cost of Essex Fire Authority. Once in place, the direct governance running costs for this option are
expected to be £1.5m per annum, made up of:

e Office of the Police and Crime Commissioner: £1,410,000 — an increase of £200,000 to cover the
additional responsibilities

e Essex Fire Authority — no other costs.
e Police and Crime Panel: £70,000 (including members’ expenses) — feedback from the Chair of the
Police and Crime Panel indicates that they do not forecast substantial changes in their workload.

Their remit is oversight of the PCC, and they do not have a remit over operational matters. They
are also constrained by time to fit in additional meetings.

This provides for £200,000 saving per annum in direct governance costs. There may also be scope
for additional savings from consolidation of the S151 finance responsibilities, which are currently
performed by three post holders.

£000, 16/17 prices 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26 Total NPV
Implementation costs a73) (113) - - - - - - - - (285) (281)
Change in direct - 100 200 200 200 200 200 200 200 200 1,700 1,425
governance costs

Risks - (15) (15) - - - - - - - (30) (28)
Net benefit / (cost) (173) (28) 185 200 200 200 200 200 200 200 1,385 1,115

3.3.2 Ease of delivery

The change required under this option relates to the change in governance support arrangements and
the transfer of staff, assets, contracts and liabilities to the new Fire Authority entity. The complexity
and length of the staff transfer process will depend in part upon the extent to which any changes in
terms and conditions are considered likely - we have assumed a relatively straightforward process.
There will also need to be a review of existing contracts and assets prior to transfer, which may
uncover some complexities. At this stage, we have assumed a straightforward transfer process. The
table below provides a summary of the business impacts of the change to this governance model.

Impact on...

Legal The PCC will need to carry out a detailed review of the contracts, assets,
liabilities, etc. of Essex Fire Authority prior to transfer.

Secondary legislation is required to allow the PCC to assume governance of
ECFRS. There is an intention to move as quickly as possible with 1 October
2017 looking like the nearest feasible date. If this is not possible, then
implementation will most likely move to 1 April 2018 (although this would delay
benefit realisation).

HR The only direct impact on roles and responsibilities from this change in
governance is to the PCC, OPCC and administrative support for EFA. The EFA
clerk & monitoring officer is purchased on a consumption basis from Essex
County Council and so we have assumed that there will be no HR complexities
in these roles being taken on by the OPCC. There may also be an impact on
the s151 officers (see below).
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For ECFRS staff, there will need to be a staff consultation process relating to
the transfer of their employment, which we assume will take place following
Cabinet Office Statement of Practice (COSOP) procedures. This could be
relatively quick if guarantees are given of no changes in terms and conditions
but this may delay benefit realisation later on.

There remains a risk of strike action in ECFRS related to the existing dispute.
The likelihood of this risk may increase slightly: the Fire Brigades Union has
publicised their opposition to the PCC taking over fire and rescue services, but
this model does not in itself change any roles, responsibilities, or terms and
conditions.

Commercial There will need to be a transfer of contracts, assets and liabilities to the new
Essex Fire Authority entity. Whilst this should be relatively straightforward,
contracts will need to be examined for any novation or change control terms that
could delay implementation or create complexity.

Financial management Separate reporting is still required, although it could be delivered by one officer.

(s151) Allocations of costs for shared resources will need to be agreed. There may be
opportunities to consolidate s151 roles across OPCC, police and fire, which are
currently performed by three post-holders.

There is a risk that there is a perceived lack of separation and therefore lack of
challenge between police and fire, particularly when it comes to allocation of
cost. The PCC will need to put robust controls and independent scrutiny of the
cost allocations in place.

Other change There is a risk of distraction affecting the existing change programmes and
programmes and collaboration activity. This risk is being reduced by:

collaboration initiatives e The PCC has recently joined the Fire Authority as an observer with a view to

smoothing the transition in governance

e The Strategic Governance Board and Programme Board are already in place,
bringing the PCC / OPCC together with senior staff from police and fire. The
programme board considers the potential impacts on Transform and 2020 as
standing agenda items, and includes representation from both programmes

e The PCC has committed that police-fire collaboration in Essex will not
diminish the existing Essex-Kent Police shared services collaboration.

3.4 Single employer option

Under this option, the PCC takes over the role of the Essex Fire Authority and creates a single
employer for both police and fire personnel under a single chief officer. He becomes the Police Fire
and Crime Commissioner (PFCC). The chief officer should appoint a senior fire officer to lead fire
operations and a deputy chief constable to lead police operations, under their command. There remain
separate funding streams and financial reporting, meaning that all costs still need to be allocated
between police and fire.

The OPFCC will be expanded and restructured to take on the role of scrutiny of ECFRS and the work
to merge the organisations. The Police and Crime Panel will continue to provide oversight of the
PFCC including with his additional remit, but without substantial change to its operation.

As with the governance option, this option requires consultation (following finalisation of the Bill), then
scrutiny of a business case by the Home Office before approval by the Home Secretary and
secondary legislation to enact the change. The degree of scrutiny will depend upon the level of local
support there is for change.

Following hand-over, the members of Essex Fire Authority will step down from their role and support
arrangements will transfer to the OPFCC. There will need to be a transfer process of staff to the chief
officer and an option to also transfer contracts, assets and liabilities from the old Fire Authority to the
chief officer or to the new Fire Authority entity. We have assumed the latter for this business case to
match the current position between Essex Police and the PFCC.

Once approval for this option is given, the PFCC could take on the role of the fire authority and
establish a single employer as one step, or two separate steps (to be determined following further
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planning work). We estimate that delivery of this option will take at least six months and potentially
twelve months longer than the governance option due to the potential impact on staff making
consultation more complex, appointment of the single chief and deputies and any other required
organisational restructuring to enable the single employer model to take effect. If the PCC does not
implement the single employer model to begin with, it could be introduced subsequently, although this
would require additional consultation and a further local business case, as well as enabling secondary
legislation.

—— PFCC _—

Police and EFA
Crime Panel Essex PCC corporation
Office of the
PCC

sole
Chief officer
1

Essex County
Fire & Rescue
Service

Essex Police

3.4.1 Scale of benefits

In addition to the benefits for the governance model, the introduction of a single chief would drive
organisational integration further into the day-to-day operations of police and fire, while still retaining
separate front-line operational identities. This would further support the enabler for collaboration of “a
clear and shared vision of the objectives of the collaboration”, and increase the likelihood of delivering
greater collaboration, especially relating to operational and business support services. The need for
contracts between fire and police for shared services would be reduced, simplifying the speed with
which some changes could be made.

We assume that this option could realise at least 75% of the potential collaboration benefits, but that
there would be a delay to realising them due to the complexity and risks around implementing this
option.

Public safety

Public safety benefits from the collaboration opportunities identified in the strategic case are likely to
be more achievable through a single employer model for the reasons presented above.

In addition to the potential benefits of collaboration initiatives, the PFCC and chief will between them
provide single elected and operational points of accountability to the public for both police and fire.
This could raise confidence and organisational outcomes although risk has also been expressed that
too close association with the law enforcement responsibilities of police could affect the public’s
willingness to engage with Fire and Rescue Services. The evidence for this is inconclusive and so
would remain a greater risk under this model than the governance model.
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Effectiveness

As described in the governance model, there are potentially significant benefits to organisational
effectiveness from aligning fire and police strategic priorities in a number of key areas in order to
tackle shared challenges and deliver shared outcomes. In addition to the benefits from the single
governance structure for police and fire, organisational effectiveness could be enhanced further
through:

e A single point of operational accountability and consistency across both police and fire at strategic
and operational leadership levels, and the capability of a single chief officer to drive performance

e Opportunities to restructure shared capabilities — this could relate particularly to business and
operational support services and strategic / performance functions to ensure alignment of priorities,
more effective resource tasking, and use of data held by both organisations to understand common
drivers of demand

e Sustainable decisions, with the PFCC in post for four years, and chief officer changes limited to the
changeover of only one role (not two as under the governance model), and so able to commit to
and see through longer-term projects.

However, the single employer model would also create risks that could affect organisational
effectiveness:

e The breadth of operational responsibilities for a single police and fire chief would be significant and
new in this country

e The scope for delivering greater benefits from deeper operational integration (but not merger)
would depend in part upon making changes to terms and conditions. While shared services have
been delivered without such changes in the past, there would be equal pay and other industrial
relations issues if this persisted for a long time within the same employer. This would be a
significant undertaking

e Further consideration would be needed on how separate professional standards functions would
operate. It is assumed that a single approach to managing complaints and professional standards
would need to be adopted as fire and police would come under the remit of the new Office for
Police Conduct. While this could streamline the two functions, significant re-design work would be
needed to develop a single approach as this has not been undertaken before. This would need
further consideration.

Economy & efficiency

As with the governance model, there would be direct costs and benefits in delivering this option as
well as enabling benefits.

We estimate that the additional benefits of the collaboration enabled under this option would amount
to of the order of a further £23m NPV of financial benefit. This could be greater if savings can be
realised from changes to terms and conditions and a restructured approach to managing complaints
and professional standards, but these have not been assessed at this stage.

In addition, the direct implementation costs to make this happen include the costs of consultation
(estimated at £60,000), legal implementation costs (£100Kk), other delivery costs, including project
management and HR specialist advice (£250k) and recruitment costs for the new chief officer
(estimated at £20k).

In addition to the moderate saving that can be realised under the governance model, the change in
structure of the chief officer group should provide a further direct saving. We estimate that this saving
will be approximately £100,000 per annum, equating to half of the annual salary (with on-costs) of a
chief officer. The direct cost of governance is estimated as £1.5m per annum, made up of:

e Office of the Police Fire and Crime Commissioner: £1,410,000 — an increase of £200,000 to cover
the additional responsibilities

e Essex Fire Authority — no other costs
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e Police and Crime Panel: £70,000 (including members’ expenses) — based on the feedback from the
Chair of the Police and Crime Panel indicating that they do not forecast substantial changes in their
workload.

With the saving in salary for one chief officer, this would give an annual saving of £300,000 per
annum. This is shown below.

£'000, 16/17 prices 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26 Total
Implementation costs (183) (123) (123) - - - - - - - (430) (418)
Change in direct - - 150 300 300 300 300 300 300 300 2,250 1,852
governance costs

Risks - (75) (150) (137) - - - - - - (362) (336)
Net benefit / (cost) (113) (198) (123) 163 300 300 300 300 300 300 1,458 1,099

3.4.2 Ease of delivery

This is the most challenging of the options to deliver as it involves substantial changes to staffing
arrangements and will require significant union engagement. The fire unions, in particular the FBU,
have highlighted in public documents that they do not agree with the single employer model. This is
likely to be the most contentious of the options.

The following table considers the business impacts of the single employer option.

Impact on...

Legal There would be a statutory staff transfer scheme to a single employer which will
intend to mirror the requirements of the Cabinet Office Statement of Practice
and follow the best practice for TUPE. Terms and conditions nationally
negotiated and/or incorporated in collective agreements can be expected to be
preserved after the transfer to the new employer.

However, it will require staff consultation and there may be a need to harmonise
terms and conditions (note ‘other risk’ below). For the purpose of this analysis,
we assume that terms and conditions will remain as they are at transfer; this will
need to be investigated further as part of the planning for this option.

Transfer of staff to the single chief and assets and other liabilities to the new fire
authority is considered to be legally complex.

HR The Fire Brigades Union has indicated that it does not agree with the single
employer model. Under this model, the PCC will need to decide if they intend to
make changes to terms and conditions, which are likely to be required in order
to gain the full benefits of the single employer model and also mitigate against
risks of equal pay claims. Any complexity will lead to a longer and more risky
staff transfer process than under the governance model, which could delay
delivery of benefits. The risk of industrial action is high. This would lead to wider
disruption, including a risk to public safety, delays to other changes and
increases in costs.

Further work would also be needed on how complaints and professional
standards would be managed under a single employer. Current arrangements
differ significantly between police and fire. There is likely to be high interest
from staff and unions on how this will operate.

Commercial There are no immediate additional commercial changes required by the transfer
to a single employer model unless the PCC decides to transfer assets to the
single chief. Otherwise, the same transfer process as for the governance model
would apply.

As enabling services are merged, a full commercial review will be required to
ensure, for example, that software licences cover all users appropriately. Some
of these changes will take longer to implement and will be part of a wider
collaboration programme rather than being delivered as part of the governance
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changes.

Financial management
(s151)

Separate reporting is still required. Allocations between police and fire will need
to be agreed for each area that shares resources, which will be more complex
under a single employer model and increasing number of shared functions. As

with the governance model, there are opportunities for consolidating the s151
responsibilities.

Other change

programmes and
collaboration initiatives o

There is a risk of distraction affecting the existing change programmes and
collaboration activity. This risk is being reduced by:

possible, smoothing the transition in governance

¢ As stated under the Governance option, the Strategic Governance Board and
Programme Board are already in place, bringing the PCC / OPCC together
with senior staff from police and fire. The programme board considers the
potential impacts on Transform and 2020 as standing agenda items, and
includes representation from both programmes. However, as the Single
Employer option creates one employer (but separate budgets) the
programmes are likely to need to be drawn together, so there is likely to be an
impact as they are re-planned.

e The PCC has committed that police-fire collaboration in Essex will not
diminish the existing Essex-Kent Police shared services collaboration

The PCC is aiming to join the Fire Authority as an observer as soon as

Other risks

There is a risk of challenge from enabling services staff if not moved onto the
same terms and conditions. Equal pay claim issues could also occur in the
longer term if standardisation of terms and conditions is not achieved. This

would be a significant undertaking.

There is a risk of dispute with fire service unions raising challenge associated
with the change to employment of members.

3.5 Options appraisal

3.5.1

Appraisal methodology

Based on the analysis above, the options have been assessed against the CSFs described in the
Strategic Case using the summary scoring regime shown in Table 1.

Table 1: Scoring regime

CSF

Public safety

The option has a
detrimental impact
on public safety

2

The option will have
little or no impact on
public safety

The option will make
the public safer

4

The option will make
the public safer and
save lives

Effectiveness

The option has a
detrimental impact
on the effectiveness
of police and/or fire,
such as increasing

response times

The option does not
change the
effectiveness of the
two organisations

The option will
improve the
effectiveness of one
organisation, or in
one area

The option will
improve the
effectiveness of
both police and fire
in a number of areas

Economy & The option The option has This option delivers The option delivers
efficiency increases costs marginal impact on some savings significant savings
costs
Ease of The option will be The option is The option is The option is
delivery difficult to deliver challenging to straight forward to straight forward to
and cause deliver, but deliver and deliver and will
significant disruption achievable. It will disruption can be cause no disruption
to business as usual cause some managed.

disruption to
business as usual.
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The following sections outline the findings against each CSF for each option.

3.6  Preferred option

Based on the assessment in sections 3.1 to 3.4, the summary impact of the options is shown in the
table below.

Table 2: Summary of options appraisal

Option 1: Option 2: Option 3: Option 4:

Do nothing Representation Governance Single employer

Public safety

Effectiveness

Economy and efficiency

Ease of delivery

The do nothing and representation options are straightforward to implement in that they represent very
minor change. Both these options would, however, do very little to capture the significant operational
and financial benefits that have been identified. Both the governance and single employer options
have the potential for substantial enabling benefits and improving public safety and are therefore
marked highly for economy, efficiency and effectiveness as well as public safety.

The key differentiator between the governance and single employer options is in the relative ease of
delivery of either option. The single employer model requires substantial change to make it happen
which means it will take longer to realise and carries substantial risks, in particular around potential for
industrial action. The governance model offers the majority of the enabling benefits of the single
employer model and higher direct benefits, and at lower cost and risk to implement.

In addition, a summary of the direct and estimated enabling NPVs over ten years of each option is
shown below.

Option 1: Option 2: Option 3: Option 4:
Do nothing Representation Governance Single employer
Enabling NPV <£8m ~£8m £15-23m ~£23m
Direct NPV £0 £(0.01)m £1.1m £1.1m

The preferred option is the governance model. The representation model offers very little benefit over
and above do nothing, although it would be straight forward to implement.

In the following sections, we consider the commercial, financial and management cases for the
preferred option of the governance model.

38
CONFIDENTIAL BETWEEN ESSEX PCC AND ESSEX FIRE AUTHORITY



4 COMMERCIAL CASE

The main commercial implications from adopting the Governance model for Essex
Fire Authority are relatively straightforward and focus on the transfer of contracts,
assets and liabilities from the old FRA to the new FRA, led by the PCC. This
transfer will take place through a statutory transfer scheme.

In addition, the disbanding of the committee structure of Essex Fire Authority will
result in the termination of the current annual contractual arrangements with Essex
County Council. The Office of the PCC will take on these responsibilities, using in-
house staff with external support as required.

The Governance model requires ECFRS staff to transfer from the existing FRA as
their employer, to the new FRA, led by the PCC, under Cabinet Office Statement
of Practice (COSoP).

4.1 Commercial implications

Contracts that support delivery of policing in Essex are held by the PCC, and contracts associated
with delivery of Fire and Rescue Services are held by Essex Fire Authority.

There will be no change to policing contracts. Existing Fire Authority contracts will need to be
transferred to the new PCC-style FRA.

To give effect to the Governance model the Policing and Crime Bill gives the Secretary of State the
power to make an order which makes the PCC the FRA for the area covered by the order. The order
will also provide for the creation of a corporation sole as the FRA. This arrangement is intended to
"preserve the distinct legal identify of the fire and rescue service by creating the PCC-style FRA as a

separate corporation sole, rather than transferring the fire and rescue functions to the pPCC"®.

If the Secretary of State makes an order which makes the PCC the FRA for the area covered by the
order, she may also make schemes transferring property, rights and liabilities from an existing FRA to
the new PCC-style FRA (section 4C(2) of the Fire and Rescue Services Act 2004, as proposed to be
inserted by paragraph 5 of Schedule 1 to the Bill).

Things that can be transferred under a transfer scheme include:

e property and rights and liabilities which could not otherwise be transferred

e property acquired, and right and liabilities arising, after the making of the scheme
e criminal liabilities.

References to “property” above include the grant of a lease.

There will be a need for further examination of all existing assets, liabilities and contracts held by
Essex Fire Authority to understand if there are complexities created by the transfer to the new PCC-
style FRA, such as restrictions on novation or change control. This may increase the timescales and
costs of transfer.

“ paragraph 307 of the Explanatory Notes to the Policing and Crime Bill
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As the PFCC takes over the role of Essex Fire Authority, this will mean disbanding the current
committee and sub-committees. The additional scrutiny responsibilities of the PCC will be supported
by the OPFCC. Essex Fire Authority currently purchases support services from Essex County Council.
This includes the role of Monitoring Officer, which is discharged by the County Solicitor and Director
for Essex Legal Services under an annual contractual arrangement. This contract will need to be
ended.

The OPFCC will conduct a full review of its structure in order to meet its future requirements. The
current expectation is that this will continue to be delivered in-house, with external support (such as
legal services) purchased as and when required.

In the longer term, as enabling services are brought together through collaboration arrangements,
some of the supporting contracts will also change. For Essex Police, much of their enabling services
are already closely interlinked with Kent Police as shared services. As this arrangement is already
nationally recognised as operating successfully and has already delivered significant economies of
scale, we do not expect to break these up, but potentially add ECFRS into these arrangements to
achieve further benefits. Further work will be needed on the best commercial mechanism for
“onboarding” FRS support services into the Essex and Kent shared service arrangements. There will
also be commercial and contractual implications of making better use of the joint estate that will need
to be understood and implemented depending upon the approach taken.

4.2 Human resources implications

Under the Governance model, all fire and rescue staff will transfer from the current Essex Fire
Authority to the new FRA, led by the PFCC. The transfer would take place via the same transfer
scheme described in section 4.1 above (because references to ‘rights and liabilities’ includes rights
and liabilities under an employment contract). The transfer would be governed by the Cabinet Office
Statement of Practice (COSoP), protecting the terms and conditions of staff.

It will be for the PFCC and the Strategic Governance Board to consider, as part of the Collaboration
Programme, whether any specific collaboration projects may require changes to standardise terms
and conditions - to improve public safety, effectiveness or efficiency - or whether the same result can
be achieved by a collaboration agreement between the new FRA and Police with staff working
together on different terms and conditions. Any additional changes would be subject to appropriate
consultation.

Without standardisation, where staff are doing the same job there could potentially be claims for
breach of trust and confidence or equal pay. Initial legal advice suggests that such claims would be
unlikely to succeed under the governance model, but could cause unrest.

If standardisation is pursued, in relation to roles that are not reserved to either a warranted constable
or a firefighter, the trade unions may wish to support this but they will seek to drive standardisation at
the higher terms.

These issues will need to be considered as part of the wider Collaboration programme, but under the
requirements to consult during the transfer process, it is likely that unions will seek assurances on
terms and conditions.
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5 FINANCIAL CASE

We estimate that the direct costs of implementing the governance model will be
approximately £340k. These costs will be funded through the PFCC’s earmarked
reserve. We forecast a small saving in operational costs as a direct result of a
change to the governance model of c. £200,000 per annum, shared across Essex
Fire Authority and Essex PFCC.

In addition, the governance model will enable further potentially significant benefits
through increased collaboration of more than £20m, including ongoing cashable
benefits of £3m pa. The change in governance arrangements will require transfers
of assets and liabilities and agreement on how shared costs and benefits will be
apportioned.

This financial case considers the financial implications in two sections:

e Direct impact of the governance changes
e Potential impact from collaboration opportunities.

5.1 Direct impact of the governance changes

This section outlines:

e the direct costs and cashable benefits as a direct result of the change to the governance model
¢ the accounting implications of the change in governance.

5.1.1 Direct costs and cashable benefits

The direct costs of implementing the governance model will be funded by the PFCC from the
earmarked reserves. The funding requirement totals £236k over 2016/17 and 2017/18 as shown in
Table 3 below.

Table 3 Implementation costs (funded by PFCC from earmarked reserves)

Consultation 60.0 - - - - - - - - -
Legal costs 375 38.2 - - - - - - - -
Other delivery costs 75.0 76.4 - - - - - - - R
VAT 34.5 229 - - - - - - - -
Total implementation costs 207.0 137.4 - - - - - - - R

Following the switch to the new governance model, there will be an ongoing reduction in running costs
for governance (a cashable saving). This benefit of £200k per annum will be shared across Essex
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PFCC and Essex Fire Authority*’. The savings and impact on the two organisations is shown in Table
4,

Table 4 Reduction in running costs (and impact on the bottom line)

£000, including inflation 16/17 17/18 18/19 19/20 20/21 21/22  22/23 23/24  24/25  25/26

Total cost saving - 101.8 207.9 211.8 216.1 220.4 224.8 229.3 233.9 238.5
Saving to EFA - 61.1 124.7 127.1 129.6 132.2 134.9 137.6 140.3 143.1
Saving to Essex PFCC - 40.7 83.2 84.7 86.4 88.2 89.9 91.7 93.5 95.4

Savings could be reinvested or passed onto the public through a reduction in the requirement for
precept increases. However, these savings equate to less than 1% of the precept for each
organisation and so in itself the latter would have limited tangible impact.

5.1.2 Accounting implications
The same three sets of financial reporting are required as today:

e PFCC - including the OPFCC which holds the assets for the police

e Chief Constable — separate accounts are maintained and these are also incorporated into the PCC
group accounts

e Essex Fire Authority — which covers all of the costs, assets and liabilities for ECFRS.

All of these accounts are currently prepared in line with the Code of Practice on Local Authority
Accounting.

Where services or assets are shared in delivery of police and fire duties (such as the Office of the
PFCC), the costs will need to be apportioned fairly between the accounts. This will be determined on a
case by case basis in accordance with HM Treasury guidance, Managing Public Money, and
scrutinised through the regular audit of accounts.

We do not expect any changes to treatment of VAT due to the change in governance.

The PFCC will be taking over the role of Essex Fire Authority and as such taking responsibility for the
assets and liabilities. Further work will be required before the transfer in order to build a detailed
understanding of the assets and liabilities held. Further information is provided below on the current
status of Essex Fire Authority’s assets and liabilities.

As at 31 March 2016, Essex Fire Authority holds long term assets worth £109m, the majority of which
are property assets (£95m), or vehicles (£13m). The Authority also has long term borrowing of £28m*.

In his current role, the PCC already controls £91m of long term assets (as at 31 March 2016) and £4m
of long term liabilities. With control of fire assets and liabilities as well, the PFCC will control a total of
£200m long term assets and £32m long term liabilities. As shown below, there may be significant
opportunities over time to manage these assets more efficiently and effectively as a result of the
governance model.

ECFRS staff pensions are provided through three schemes:

e The Local Government Pension Scheme which is administered by Essex County Council and is a
funded defined benefits scheme.

o Firefighters’ pension schemes — unfunded, defined benefit schemes, with Government grant
payable for any shortfall on the pension fund account

" For this business case, we have assumed a split of OPCC costs of 80% to Police and 20% to Fire, reflecting the balance of
budgets (78/22) and FTEs (83/17). Actual allocations will need to be agreed, taking into account balance of workload.

8 Essex Fire Authority 2015/16 Accounts, unaudited
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¢ Retained firefighters’ pension scheme — a defined contribution scheme that is externally managed,
with no financial implications for EFA.

Essex Fire Authority also has a contingent liability associated with a potential change to pension
contributions that may be retrospectively applied. The impact of this is yet to be determined.

5.2 Potential impact from collaboration opportunities

Our high level assessment gives estimated cashable savings from collaboration enabled under the
governance model of the order of £20m, including ongoing cashable savings of £3m per annum. To
achieve this level of savings, Essex Police and ECFRS will need to build on existing initiatives (such
as work underway under Transform and 2020), and provide additional up-front investment of the order
of £3m over four years from 2016/17.

There may be significant benefits to both the revenue budgets and to the balance sheet from
collaboration opportunities enabled by the governance option. With assets under control of the PFCC,
more innovative use of the combined estates and other assets held by police and fire are more likely.
This can include better use of existing buildings at no additional cost to ensure that the public can
access police and fire services, through to realising financial savings from rationalisation and
consolidation of the estate.

Savings could be reinvested in frontline services or passed onto the public through a reduction in the
requirement for precept increases. Table 5 and Table 6 give the estimated revenue and capital
impacts of the change enabled by the governance option. This is based on the mid-point of the 50-
75% of the potential opportunities for collaboration that the economic case estimated would be
achievable under the governance model. The underlying costs and benefits are based on the
assumptions set out in appendix 6.6.1B.2, with inflation applied. These figures are indicative only; they
are rounded to the nearest £10k and have not been uplifted for VAT because of the uncertainty over
the estimates and how the initiatives will be delivered, do not make any provision for redundancy and,
where we cannot assess costs with confidence at this stage, we have assumed a net benefit figure.

Further work is being commissioned to scope these opportunities in more detail and they will then be
subject to separate business cases. Where services are shared between Kent & Essex Police, full
consultation with the Kent Police & Crime Commissioner and Chief Constable will be required and
agreed with them prior to any business case relating to those shared services progressing. This
includes both operational and strategic functions.

Table 5 Indicative revenue costs and savings for potential collaboration programme

£'000, including inflation 16/17  17/18 18/19  19/20 20/21 21/22  22/23  23/24  24/25  25/26

Revenue costs (650) (830) (1,000) (330) - (510) (350) - - -
Revenue savings - 180 440 1,610 2,310 2,430 2,580 2,630 2,690 2,740

Net revenue (cost)/saving (650) (650) (560) 1,280 2,310 1,920 2,230 2,630 2,690 2,740

Table 6 Indicative capital costs and savings for potential collaboration programme

£°000, including inflation 16/17 17/18 18/19  19/20 20/21 21/22  22/23 24/25  25/26
Capital costs (90) (30) - - - - - - - -
Capital savings - 5,150 220 1,240 - - - - - -

Net revenue (cost)/saving (90) 5,120 220 1,240 - - - - - -
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5.2.1 Accounting implications

As highlighted in section 5.1 above, all costs and benefits of collaboration must be apportioned
between the separate accounts that continue to be required. Apportionment of shared costs will be
determined on a case by case basis, based on appropriate measures. Where assets are shared, it
may be that one party owns the relevant asset and the other party pays for its use.

These issues will need to be considered as part of the business case for each initiative.

5.3 Consolidated future budgets for police and fire services

As highlighted in Sections 5.1 and 5.2, there are direct and potential impacts as a result of
collaboration between police and fire. This section shows a consolidated picture of the future budgets
for fire and police, taking into account the savings from this business case and the planned budgets
for Essex police and fire services after their own transformation programmes. There will continue to
be separate accounts for both organisations; this shows the total budgets for which the PCC will have
responsibility.

The table below shows the consolidated view of the police and fire five year budget baseline (with
each services' own transformation programmes having been incorporated), after indirect savings from
collaboration activity and direct savings from a new governance model. The consolidated savings
from the chosen governance model have been separated into a different line item:

15/16 16/17 17/18 18/19 19/20
Fire baseline spend 71,827 73,264 69,414 69,942 70,090
Police baseline spend 262,511 266,279 265,300 265,400 265,500
Total budget 334,338 339,543 334,714 335,342 335,590
Plus cost of implementing - 207 137 - -
governance option
Less direct savings from - - (102) (208) (212)
governance change
Less indirect costs/(savings) 0 650 650 560 (1,280)
from governance change
Net consolidated budgets 334,338 340,400 335,399 335,694 334,098
position

In addition to the indirect revenue savings of collaboration activity, there will be £6,450,000 worth of
indirect capital savings in the five years to 2019/2020.
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6 MANAGEMENT CASE

The Management Case describes the proposed arrangements and plan for
managing implementation of the proposed Governance model successfully.

We expect that the necessary activity to implement the governance changes can
be completed in time to make the new arrangements effective on 1 October 2017,
but potentially earlier.

6.1 Governance and programme management arrangements

The implementation of the governance changes will be led by the PFCC, with support from the
OPFCC. Where required the OPFCC will commission specialist professional advice and support in
areas such as programme management, HR and legal.

The OPCC has already appointed Sharpe Prichard as specialist legal advisors to support the
consideration of these changes.

The governance changes form part of the Emergency Services Collaboration Programme, which is
designed to maximise the effectiveness and efficiency of police and fire services. The programme is
overseen by the Emergency Services Collaboration Strategic Governance Board (the “Strategic
Governance Board”), which sets the strategic direction for collaboration. Stage 1 of the programme is
focusing specifically on Police and Fire collaboration with wider emergency service collaboration to be
considered in stage 2.

The Strategic Governance Board has the following membership:
e PCC, Roger Hirst (Chair)

e OPCC Chief Executive, Susannah Hancock

e Chief Constable, Stephen Kavanagh

e Chief Fire Officer, Adam Eckley

e Essex Fire Authority Chairman, Clir Tony Hedley

The Strategic Governance Board is supported by the Emergency Services Collaboration Programme
Board (the “Programme Board”), jointly chaired by Assistant Chief Constable, Carl O’Malley and
Deputy Chief Fire Officer, Dave Bill. The role of the Programme Board is to ensure the delivery of the
programme plan, including alignment with other transformation activity. Membership of the
Programme Board includes representation from the Transform Programme and 2020 Programme to
ensure clarity of scope, impact and benefits.

There may be scope for further streamlining of programme governance arrangements once the way
forward on governance in general has been agreed.
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Implementation Plan

6.2

A high level implementation plan for the governance changes is shown below.
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Feedback from the Home Office suggests that it is feasible to implement governance changes by 1

October 2017 but we are waiting for further detail on the timetable for required Home Office activities

before confirming this.
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This plan is based on the following assumptions and dependencies:

e The PCC will engage with Essex Fire Authority through the last quarter of 2016 on the emerging
proposals alongside the further development of proposals and plan, including consultation
documents, in order to be ready for formal consultation at the earliest opportunity.

e Formal consultation will not take place until after Royal Assent for the Policing and Crime Bill, to
avoid the risk of further changes to the legislative provisions, and a realistic assumption is that
Royal Assent will be achieved is January 2017 (although this could be later, subject to the progress
of the Bill through Parliament).

e After Royal Assent the PCC will go out to consultation, with the local authorities, other stakeholders
and members of the public across Essex. The consultation period will be twelve weeks.

e Consultation will need to conclude before the ‘purdah’ period in the run-up to the local election for
Essex County Council which is scheduled for 4 May 2017. We have assumed six weeks for
purdah.

e Following the completion of the consultation period and appropriate consideration of the feedback
received, a revised business case will be submitted to the Home Office for Home Secretary
approval. Advice from the Home Office suggests that we should allow approximately eight weeks
for this although early engagement by sharing the draft business case will potentially accelerate
this. We have assumed for this plan that there will be local agreement to the proposed governance
arrangements; if there is not, a further 2-3 months may be required for the Home Office to gain the
necessary independent scrutiny.

e Implementation of the Governance model will require the creation of a new Fire and Rescue
Authority by statutory instrument. The Policing and Crime Bill gives the Secretary of State the
power to make an order which makes the PCC the FRA for the area covered by the order. The
order will also provide "for the creation of a corporation sole" as the FRA for the area specified in
the order (see new section 4A of the Fire and Rescue Services Act 2004, as proposed to be
inserted by paragraph 5 of Schedule 1 to the Bill). Finalisation of the Order may take two to three
months.

e A statutory transfer scheme will be required to move staff, contracts and assets to the new FRA.
We have assumed a staff consultation process of four months is available, but it could be done
more quickly if uncontentious.

e For clarity of accounting, implementation of the governance changes should take place either at the
start of the financial year (April) or the half year point (October). The former would be easier but the
latter is feasible.

e Based on current assumptions the realistic target implementation date for the new governance
arrangements is therefore 1 October 2017. A slippage in these assumptions could mean that the
implementation date would need to be pushed back to the next appropriate implementation date,
which would be 1 April 2018.

e Further analysis is required of the arrangements that will be required to secure a smooth transition
of financial management arrangements at the half-year point.

6.3 Stakeholder engagement

The development of proposals for governance and collaboration has already benefitted from
constructive initial engagement with key stakeholders including:

e The three upper tier local authorities

e The chair of the Police and Crime Panel

e The chair of the Essex Fire Authority.

For this proposal to move forward it will require further engagement with and approval of:

e Essex Fire Authority — the PCC will share and discuss proposals with Essex Fire Authority at a
workshop in October. More generally, the Chair of Essex Fire Authority is a member of the
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Strategic Governance Board and, subject to approval, the PCC will join the Fire Authority in an
observer capacity from the December meeting. Through this engagement, the proposals will be
informed by the views of the FA.

e Upper tier local authorities — Essex County Council and the unitary authorities of Thurrock and
Southend-on-Sea will have an opportunity to respond to the proposed change via the formal
consultation.

e Home Secretary — following scrutiny of the local business case by the Home Office, it will be for the
Home Secretary to approve the proposed change and the associated Statutory Instrument to give
effect to the change.

e In addition, the development of more detailed proposals will benefit from the input from a wider
range of stakeholder input from public and partners during the public consultation exercise.

e This will include Kent PCC and Kent Police in relation to discussions around enabling services and
contact management.

e Implementation of the changes will also rely on ongoing engagement with stakeholders, staff and
trade unions.

6.4 Risk management

Proactive risk management will form part of the transition to the Governance model, building on
existing risk management arrangements adopted by the OPCC for current transformation activity in
Essex Police.

This means:

e Establishing and maintaining a risk log
e Ensuring that each risk is owned by a named individual
e Carrying out regular risk reviews and setting target dates for mitigations

e Providing strategic oversight of risks and mitigations by appropriate governance bodies based on
clear thresholds for escalation.

The following table summarises an initial view of the risks associated with the implementation of the
Governance model and proposals for mitigation.

Risk Owner Mitigation

Changes to the Policing and Crime Proposals will only be finalised (and wider

Bil c_iurlng its passage through OPCC C.h'ef consultation initiated) once Royal Assent is
Parliament alter the recommended Executive !
option achieved.

Part of the responsibility for the governance bodies
OPCC and chiefs  will be to monitor the progress of implementation
and balance demands against other priorities.

Senior management distraction
during the implementation of changes

The PCC will take on responsibility for
implementing the response to the Lucas Review
and will need to consider the appropriate
arrangements for securing prompt implementation.

Progress on the response to the
Lucas Review will be affected by
changes in the governance of

ECFRS PCC and CFO R : , _
This is likely to include the continued involvement
of the Expert Advisory Panel through the period of
transition, providing advice to the Chief Fire Officer,
and further scrutiny from Sir Ken Knight.
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Risk Owner Mitigation
Early and ongoing engagement with staff and trade
unions.
Requirement to transfer Fire staff Clear messaging that terms and conditions will be
employment to new Fire and Rescue protected in the transfer, while recognising that
o PCC and CFO = - .
AUthOflt)/ via a statutory transfer work is in progress on terms and conditions in
causes industrial relations problems response to the Lucas Review and consideration of
future changes cannot be ruled out where it
improves public safety, effectiveness or efficiency.
Clear view is taken in advance about the extent to
. which collaboration initiatives may have
Trade unions seek assurances about Lo I -
rotecting terms and conditions in the implications on terms and conditions in the future,
P : PCC and CFO ensuring that initial consultation with staff can be
future in exchange for a smooth . . :
transition framed appropriately with the right balance
between short-term protection and possible future
changes.
PCC inherits plan.s for I.ECFRS part PCC is seeking observer status on Essex Fire
way through the financial year that L
o PCC Authority in advance of the changes to ensure
have the wrong priorities or are visibility of planning processes
unaffordable yorp gp '
Oversight of Fire performance is .
overshadowed by the requirements OPCC CEO Design of OPCC arr_angements to extend robust
. . oversight to ECFRS
of police oversight
Work is already underway to identify the changes
that would be required to the remit of the Essex
Insufficient public scrutiny of the Police and Crime Panel, including discussions with
PCC’s performance in respect of Fire PCP the Chair of the Panel, to ensure robust scrutiny of

by the Police and Crime Panel

the PCC in relation to Fire.

Membership of the Essex PCP includes the current
chair of the ECFRA.

A more detailed risk register for the delivery of the business case is being developed separately and
will be appended to the business case once completed.

6.5 Benefits management

Implementation of the changes will also be underpinned by proactive benefits management
arrangements to ensure that the identified benefits are realised. These arrangements will be overseen
by the Emergency Services Collaboration Strategic Governance Board which will have regard to the
two types of benefit, detailed in the Economic Case above, i.e.:

e Governance benefits (i.e. those benefits directly associated with improvements in the governance

of the Fire and Rescue Service)

e Collaboration benefits (i.e. those benefits that flow from collaboration between the two services,
which are enabled and more likely to be realised as a result of the governance changes).

The approach to benefits realisation includes:

o Establishing a benefits register

e Identifying clear owners with responsibility for benefits realisation

e Developing common benefits realisation plans

e Regular review processes.
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6.6 Impact assessment
6.6.1 Equality

The Equality Impact Assessment is concerned with anticipating and identifying the equality
consequences of a particular policy / service initiative and ensuring that as far as possible any
negative consequences for a particular group or sector of the community are eliminated, minimised or
counterbalanced by other measures.

Our initial view is that the proposed governance changes will not affect any particular group or sector
of the community differentially. The intention is to increase the level of public visibility and
accountability in the governance of the Fire and Rescue Service through the new governance
arrangements including the revised operation of the Essex Police and Crime Panel and the forms of
public accountability that are associated with the office of PCC.

However, we will test this point through the public consultation and use this feedback as evidence to
input to an EIA as part of the updated local business case that will be submitted to the Home Office for
final approval.

It will be for the PCC and Strategic Governance Board to consider whether this EIA should be carried
out at the level of the wider collaboration programme, to assess the impact of the full set of
collaboration initiatives on staff and members of the public.
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A DESIGN PRINCIPLES

The following 12 design principles were agreed by the Emergency Services Collaboration Programme
Board in July 2016 to underpin the approach to select the priority areas for collaboration between
ECFRS and Essex Police. They are grouped as those that assess benefit and those that assess the
ease of implementation.

Benefit:

e Has a positive impact on public safety
¢ Delivers measurable benefits to the public of Essex

e Makes a significant contribution to improved economy, efficiency or effectiveness in both
organisations

e Provides a strong return on investment
Ease of implementation:

e Can be funded from operating budgets, reserves or other available funding
e Can be delivered by capable and existing resources
e Is consistent with the design and implementation roadmap of the 2020 Programme in Essex FRS

e Is consistent with the design and implementation roadmap of the Transform Programme in Essex
Police

e Does not duplicate collaboration objectives or initiatives with other FRS services or police forces or
national initiatives

e Does not diminish the effectiveness or efficiency of the Essex/Kent police support service
collaboration

¢ |s capable of being delivered within the next two years

e Commands support from both organisations, partner organisations, staff organisations and the
public.
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B ASSUMPTIONS LOG

The assumptions are grouped into three sections:

e Cost assumptions for the direct costs and benefits of governance changes
e Cost and benefits assumptions for potential collaboration opportunities
e Planning assumptions

These are set out below.

B.1 Cost assumptions for the direct costs of governance

changes
Ref Area Value Description
G-01  Current cost of Police 70,000 The cost of the Police and Crime Panel is £70k per annum,
& Crime Panel based on £53,300 support and administration costs and £920

in expenses per member for 18 members)

G-02 Current cost of Essex 1,200,000 The cost of Essex OPCC is £1.2m per annum, based on
OPCC reported actuals for 2014/15 and 2015/16. It includes
governance and commissioning functions

G-03  Current cost of Essex 400,000  Estimated costs of Essex Fire Authority is £400k per annum,
Fire Authority based on £148k costs including expenses (2015/16 spend
provided by Mike Clayton, 06Jul) and £252k on Essex County
Legal Services.

G-04  Governance & Single 200,000 For the Governance and Single Employer models, the OPCC

Employer; uplift in will spend an additional £200k per annum, replacing all of the
OPCC costs current costs of Essex Fire Authority
G-05 Single Employer - 100,000 For the Single Employer model, we assume that there will be
saving in Chief Officer a saving equivalent to half of the salary cost of one chief
pay officer, based on reported salaries and on-costs for Chief
Constable in 2015/16 and Chief Fire Officer in 2015/16.
G-06  Implementation costs 10,000 The costs of implementing the representation model are
for Representation expected to be low; we have allowed for £10k in legal fees.
model Costs will be incurred in 2016/17
G-07  Implementation costs 285,000 The estimated costs of implementing the governance model
for Governance are:
model Consultation: £60k, based on 6 month salary for

communications specialist of £12-15k, plus on-costs (this
assumes that no media advertising is required)

Legal advice: £75k, based on low end of estimate from legal
advisors

Specialist HR advice & delivery support for staff transfer -
£50k

Other delivery costs, including management of consultation:
£100Kk - high level estimate assumes project management-
type support for six months

Consultation costs will all be incurred in 2016/17; other costs
will be spread equally across 2016/17 and 2017/18

G-08 Implementation costs 430,000 The estimated costs of implementing the single employer
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Ref Area Value Description

for Single Employer model are:

model Consultation: £60k, based on 6 month salary for
communications specialist of £12-15k, plus on-costs
Recruitment costs of chief officer - £20k (this assumes that no
media advertising is required)
Legal advice: £100k, based on high end of estimate from legal
advisors
Specialist HR advice & delivery support for staff transfer -
£150k
Other delivery costs, including management of consultation:
£100Kk - high level estimate assumes project management-
type support for six months
The total implementation costs will be spread eqaully across
three years: 2016/17, 2017/18 and 2018/19

G-09  Financial assumption 20% We assume that VAT will be incurred on implementation costs
- VAT at the current rate of 20%

G-10  Financial assumption NA We assume inflation in line with the July 2016 GDP deflator
- inflation forecast from National Statistics.

2017/18: 1.8%; 2018/19: 2.1%; 2019/20: 1.9%; 2020/21: 2.0%

G-11  Governance model - (30,000) Under the governance model, there is a low risk of a
risk of equalising challenge to equalise existing terms and conditions. If this risk
terms and conditions occurs, there will be additional costs for specialist HR advice

and delivery support in 2017/18 and 2018/19.

G-12  Single employer (150,000)  Under the single employer model, there is a medium risk of a
model - risk of challenge to equalise terms and conditions. If this risk occurs,
equalising terms and there will be additional costs for specialist HR advice and
conditions delivery support in 2017/18 and 2018/19.

G-13  Single employer (212,000) Under the single employer model, there is a medium risk of
model - risk of industrial action. If this risk occurs, it will delay realisation of
industrial action direct benefits by a year and incur another year's worth of

implementation costs.

B.2 Cost and benefits assumptions for potential collaboration
opportunities

The following table provides a summary of the net benefits of each area of collaboration opportunities.
The detailed assumptions that sit behind these numbers are in the following table.

£m, 16/17 prices 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26 NPV

Better working together (0.6) - 0.8 0.8 0.8 0.8 0.8 0.8 0.8 0.8 4.3

to improve public safety

Sharing of estates (0.2) 8.1 0.4 1.9 0.1 0.1 0.1 0.1 0.1 0.1 10.1

Enabling shared (0.5) (0.5) 1.2 1.2 1.2 1.2 1.2 1.2 1.2 1.2 5.9

business service

functions

Joint procurement - - - 0.4 0.4 0.4 0.4 0.4 0.4 0.4 2.3

initiatives

Further medium and - - (0.6) - 1.8 1.8 1.8 1.8 1.8 1.8 9.0

long-term operational

collaboration

Programme management (0.3) (0.3) (0.3) - - - - - - - (0.9)

Net benefit / (cost) (1.1) 7.3 (0.3) 4.3 4.2 35 4.2 4.9 4.9 4.9 30.8
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Ref Area Value Description

CP-01 Management of the (900,000) We have estimated costs of £300k in 2016/17, 2017/18 and
collaboration 2018/19 across Essex Police and Fire to manage this
programme potential programme

CP-02 First wave of (1,240,000) In line with the estimates included in the Police
operational initiatives Transformation Fund bid, the ten initiatives that form the
- implementation first wave of operational initiatives will cost £740k to
costs implement in 2016/17 and £500k in 2017/18.

CP-03 First wave of 500,000 The initiatives will realise £500k cashable benefits to Essex
operational initiatives Police and Fire per year when fully mobilised, starting with
- cashable benefits £250k in 2017/18 and then £500k per annum thereafter

CP-04 First wave of 250,000 The initiatives will realise £100k of financial, non-cashable
operational initiatives benefits in 2016/17 to Essex Police and Fire, then £250k
- non-cashable per annum thereafter.
benefits

CP-05 Estates - move of (200,000) The costs of fitting out the space in Kelvedon Park for the
OPCC to Kelvedon OPCC to occupy are estimated as £200k; £150k in 2016/17
Park - costs and £50k in 2017/18. We assume that this will be

capitalised.
We assume this figure covers the cost of moving.

CP-06 Estates - move of 1,500,000 The asset value of the OPCC's current site (Hoffman's

OPCC to Kelvedon Way) is £1.5m. We assume that the property could be sold

Park - one off

for this in 2017/18

cashable benefit

CP-07 Estates - move of 70,000 Current running costs are £70k per annum (provided by
OPCC to Kelvedon Charles Garbett) and we assume that these would be
Park - ongoing saved from mid-2017/18 onwards
cashable benefit There will be some change in running costs for Kelvedon
Park due to the increased occupation, but we assume that
these are marginal. Some of the total running costs will be
recharged to the OPCC.
CP-08 Estates - new police 6,600,000 Essex Police already have plans in place to build a new
HQ built at Kelvedon headquarters site. The main HQ functions and control room
Park - costs / savings could be built at Kelvedon Park (Fire HQ site).

This will reduce the capital expenditure (eg by reducing the
amount of land needed to be purchased). The saving is
estimated as 20% of the forecast cost of £33,000,000
(source: Kier).

We estimate that this saving would be realised in 2017/18.

CP-09 Estates - one off 1,700,000 ECFRS and Essex Police are considering options for a new
savings of building a operational emergency services centre site that will include
joint operational fleet management workshops and operational training.
emergency services Making this fully integrated could reduce the space
centre requirement by 20% and so reduce the estimated cost for

Essex Police and Fire of c£8.5m by the same amount
(based on mid-point estimate for both workshops and
potential saving from Kier)

We estimate that this saving would be realised in 2019/20.

CP-10 Estates - better use of 500,000 There are some opportunities for combining operational
other estate - one off sites for Essex police and fire. Three of the police sites
saving from reduction currently planned for refurbishment could be transferred to

in cost of
refurbishment

local fire stations. This would require fit out of the fire
stations, but this is expected to be £0.5m cheaper than the
avoided costs of refurbishing the existing sites (currently
estimated as £1-2m). Estimate provided by Kier.

We assume that the saving would be realised as the sites
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Ref Area Value Description
are released, estimated as two in 2018/19 and one in

2019/20.

CP-11 Enabling services - 1,000,000 Sharing enabling services should realise savings in the
potential annual range of 10-15% of ECFRS's current spend of £8.8m on
saving in ECFRS staff staff (2016/17 budget). We have attributed £1m per annum
costs from this budget as the potential benefit. We expect this

could be achieved from 2019/20 onwards.

CP-12 Enabling services - (1,000,000) We assume that ECFRS would be on-boarded to the
investment costs to existing Kent/Essex Police Support Services Directorate.
on-board ECFRS into We assume the changes would be made over two years
Kent/Essex Police 2017/18 and 2018/19 at a total cost to Essex Police and

Fire of approximately £1m (a year's worth of benefit), with
benefit then realised from 2019/20 onwards. Where
services are shared between Kent and Essex Police, full
consultation with the Kent PCC and Chief Constable will be
required and agreed with them prior to any business case
relating to those shared services progressing. This includes
both operational and strategic functions.

CP-13  Joint procurement 399,700 In ECFRS, £3.9m is spent on IT systems procurement and
initiatives - potential in Essex Police the figure is £3.3m.
annual saving in IT We have allocated a conservative figure of 10% from the
systems spend ECFRS procurement spend, which would be realisable in

Years 4 and 5. The savings are predicated on realising
economies of scale from partnership with a larger agency,
although they will be offset by more stringent security
requirements if fire needs to align its IT standards with
police. This timing would allow existing contracts to run
down, and aligned specification and open contracts to be
drawn up for future procurements (which could be in other
areas such as facilities management.

CP-14 Other collaboration - 1,000,000 Control room collaboration between police and fire (and
potential annual regionally) could deliver an estimated saving within Essex
saving in control of £1m from 2020/21. This relies on planning for this being
rooms spend incorporated within the work Essex Police is already

carrying out to consider future options for their contact
management model

CP-15 Other collaboration - [Cf CP-02, The potential costs and savings for wave 2 of operational
wave 2 operational CP-03, CP-  collaboration assume at least the same costs and benefits
collaboration 04] of wave 1 collaboration and begin two years later, in

2018/19.

We assume that the greater benefits (E500k p.a.) will be
non-cashable, with a lower level of cashable benefits

(E250k p.a.)
CP-16 Other collaboration - [Cf CP-18] We assume that a further wave (3) of operational
wave 3 operational collaboration will be achievable at the same level as wave
collaboration 2. This will start three years later in 2021/22 (after the
general election in 2020/21).
CP-17  Treatment of NA Savings in building, or income from sale of buildings in
collaboration costs Essex is counted as capital savings.
and benefits for the We assume the costs of fit out (for OPCC move to
financial case. Kelvedon Park) can be capitalised.

We assume all other costs and benefits will be revenue.
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B.3 Planning assumptions

Description

The PCC will engage with Essex Fire Authority through the last quarter of 2016 on the emerging proposals
alongside the further development of proposals and plan, including consultation documents, in order to be
ready for formal consultation at the earliest opportunity.

Formal consultation will not take place until after Royal Assent for the Policing and Crime Bill, to avoid the risk
of further changes to the legislative provisions, and a realistic assumption is that Royal Assent will be achieved
is January 2017 (although this could be later, subject to the progress of the Bill through Parliament).

After Royal Assent the PCC will go out to consultation, with the local authorities, other stakeholders and
members of the public across Essex. The consultation period will be twelve weeks.

Consultation will need to conclude before the ‘purdah’ period in the run-up to the local election for Essex
County Council which is scheduled for 4 May 2017. We have assumed six weeks for purdah.

Following the completion of the consultation period and appropriate consideration of the feedback received, a
revised business case will be submitted to the Home Office for Home Secretary approval. Advice from the
Home Office suggests that we should allow approximately eight weeks for this although early engagement by
sharing the draft business case will potentially accelerate this. We have assumed for this plan that there will be
local agreement to the proposed governance arrangements; if there is not, a further 2-3 months may be
required for the Home Office to gain the necessary independent scrutiny.

Implementation of the Governance model will require the creation of a new Fire and Rescue Authority by
statutory instrument. The Policing and Crime Bill gives the Secretary of State the power to make an order
which makes the PCC the FRA for the area covered by the order. The order will also provide "for the creation
of a corporation sole" as the FRA for the area specified in the order (see new section 4A of the Fire and
Rescue Services Act 2004, as proposed to be inserted by paragraph 5 of Schedule 1 to the Bill). Finalisation
of the Order may take two to three months.

A statutory transfer scheme will be required to move staff, contracts and assets to the new FRA.

For clarity of accounting, implementation of the governance changes should take place either at the start of
the financial year (April) or the half year point (October). The former would be easier but the latter is feasible.

Based on current assumptions the realistic target implementation date for the new governance arrangements
is therefore 1 October 2017.

Further analysis is required of the arrangements that will be required to secure a smooth transition of financial
management arrangements at the half-year point.
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