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Introduction

The Policing and Crime Act 2017 introduced measures that place a statutory
obligation on all emergency services to explore opportunities for further
collaboration between organisations. This legislation also made amendments to
the Fire and Rescue Services Act 2004 to enable Police and Crime
Commissioners to take on responsibility (or the governance) for fire and rescue
services in their area.

The legislation provided for three different options (or Models) through which the
Police and Crime Commissioner could have a greater role in the governance of
the fire and rescue service, these being the:

1 Representation Model: A Police and Crime Commissioner has a seat and
voting rights on the Fire Authority thus becoming the 18™ member of the Fire
Authority

1 GovernanceModel( ref erred -sbyhe BRABCWNodel ) :

Crime Commissioner takes on the functions of the Fire Authority and
becomes a Police, Fire and Crime Commissioner

1 Single Employer Model: There is a single Chief Officer for police and fire
personnel under the governance of a Police, Fire and Crime Commissioner

Where a Police and Crime Commissioner is interested in taking on the
responsibility for a fire and rescue service, they have to work with their local Fire
Authority to prepare a Local Business Case as to why their proposal is in the
interests of economy, efficiency and effectiveness and has no
detrimental/adverse effect on public safety.

The Police and Crime Commissioner for Cambridgeshire and the
Cambridgeshire and Peterborough Fire Authority jointly commissioned
independent consultants to assess the police and fire governance options in
Cambridgeshire.

The Local Business Case for Cambridgeshire considered the three Models
above, and a Na ChangedModel, this being where a police force and fire and
rescue service continue to have governance arrangements that are independent
of each other. The Local Business Case recommended that the PCC-style FRA
Governance Model offered the greatest benefit.
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1.6 Before submitting a proposal to the Secretary of State for her consideration and
decision as to whether a Commissioner should become responsible for the
governance of a fire and rescue service, a Police and Crime Commissioner is
legally required to undertake a consultation on their proposal. In doing so, a
Commissioner is required to consult the following on the governance proposal:

1 Each of the upper tier local authorities (county and unitary);

1 People in the police area;

1 Representatives of employees who the Commissioner considers may be
affected by the proposal;

1 Representatives of members of a police force who may be affected.

1.7 The legislation also requires a Commissioner to publish their response to the
representations made or views expressed in response to the consultation.

18 This document sets out the Cambridgeshire
responses to the consultation.

1.9 A detailed response to the points raised by the upper tier authorities can be found
in a separate document fiReport on response
and Peterborough City Council 0.

1.10 This document, along with other documents relating to the proposal and the
business case, are published on the Cambridgeshire Police and Crime
Commi ssioner 6s intte: Bwsviv. tambridgesitire-pcc.gov.uk/get-
involved/fire-governance-consultation/
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2.1

2.2

2.3

2.4

Outlineof the consultation

The public consultation undertaken by the Cambridgeshire Office of the Police
and Crime Commissioner (OPCC), on behalf of the Cambridgeshire Police and
Crime Commissioner, set out to be proportionate and accessible. Staff within
the OPCC had the knowledge, skills and experience to carry out the consultation
within Cambridgeshire and Peterborough.

The consultation sought views from statutory consultees, a range of stakeholders
and the public on the Commi s si oner.6 3$he proposplothad vas
assessed and recommended in the business case, was that the Commissioner
takes on the PCC-style FRA Governance Model, that being:

fthe Police and Crime Commissioner becomes the Police, Fire and Crime
Commissioner (PFCC) and has overall responsibility for the governance of both
Cambridgeshire Fire and Rescue Service and Cambridgeshire Constabulary. 0

The public consultation ran for nine weeks from Monday 3" July 2017 to Monday
4 September 2017. All documents were available on the website:

http://www.cambridgeshire-pcc.qgov.uk/get-involved/fire-governance-
consultation/

People were asked to complete a short online survey. Printed documents were
also available to ensure information was accessible, could be returned through
the post and people were able to phone the OPCC with their comments. In
addition to the Local Business Case, the consultation documents, which can be
found in Appendix 1 comprised of:

1 Two page briefing

1 Executive summary

1 Frequently asked questions
1 Plain English briefing

1 Easy read briefing

1 Consultation survey
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Summary of the consultation activity

3.1 Although the consultation officially launched on 3™ July 2017, pre-consultation
engagement took place between 12" June (following the General Election) and
2" July 2017. During this time statutory consultees, stakeholders, officers, staff
and volunteers of Cambridgeshire Constabulary and Cambridgeshire Fire and
Rescue Service and the public were advised that the consultation would be
happening. The pre-engagement set out the options available and invited people
to comment.

3.2

Following the three week pre-consultation there was an official nine week
consultation period. A wide range of communication engagement activities took
place and a log outlining all activity can be found in Appendix 2. A summary of
activity is as follows:

M

The consultation was launched and communicated to the public via the
website, public meetings, digital communications including the
Neighbourhood Alert System with more than 16,500 subscribers and social
media, notably Facebook and Twitter.

The consultation was also communicated through the media which secured
coverage on TV, radio and print.

Statutory consultees (upper tier local authorities) Peterborough City Council
and Cambridgeshire County Council, and other key stakeholders including
MPs, Council Leaders and Council Chief Executives were communicated
with via letters, telephone calls, face to face meetings, presentations and
formal decision making processes.

Representative bodies (unions and staff associations) of employees and
members of both Cambridgeshire Fire and Rescue Service and
Cambridgeshire Constabulary who may be affected by the proposal were
invited to discuss the consultation and meetings were arranged where
requested.

Officers, staff and volunteers of Cambridgeshire Constabulary and
Cambridgeshire Fire and Rescue Service were engaged throughout the
process and given the opportunity to comment.

The Police and Crime Commissioner engaged directly with the public at a
number of events attended over the consultation period. The contact points
and public meetings gave the Commissioner an opportunity to engage with
members of the public face to face.
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4.1

5.1

5.2

Summary of consultation responses

A total of 2,427 people and organisations responded during the consultation.
The source of the responses was as follows:

1 Online public survey 2,391
1 Public comments through other channels 15
1 Upper tier authorities 2
1 Representative bodies of affected personnel 3
1 MPs 4
1 Stakeholders 11

Total 2,426

Analysis of the online public survey responses

The main way that people responded was through on online survey. A total of
2,391 responses were received to the online survey. The majority of responses
were completed directly online by individuals (2,114.) 277 responses were
added by the office after people either completed a paper copy of the survey at
one of 11 events (260 responses), posted a paper response (one response) or
after they were completed over the telephone (16 responses).

The public were asked the following question:

The proposal is that the Police and Crime Commissioner becomes the
Police, Fire and Crime Commissioner and has overall responsibility for
the governance of both Cambridgeshire Fire and Rescue Service and
Cambridgeshire Constabulary. How much do you agree or disagree
with this proposal?

Strongly agree 530 responses (22.2%)
Agree 746 responses (31.2%)
Neither agree or disagree 184 responses (7.7%)
Disagree 236 responses (9.9%)
Strongly disagree 695 responses (29.1%)
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Responses to the proposal

Unsupportive
39%

5.3 Demography of respondents

Demographic data collected, and presented below, demonstrates a range of
people participated and engaged in the consultation.

Responding asé .

An
individual
b 2,050
g}em ?ﬁe (86%) Response by respondent
public 100%
Alocal 144 90%
councillor  (6%) 80%
A 70%
n
0,
employee 60%
or -9 50%
volunteer 40%
3%
of Itlhe (3%) 30%
police
service 20%
- 0 -
An 0%
employee 67 Alocal  An employee oAn employee or An individual No response
or Councillor  volunteer of thevolunteer of themember of the
V?Ll;nt(:er (3%) fire service police service  public
of the fire
service B Supportive = Neutral = Unsupportive
Did not 51

respond (2%)
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As can be seen from the above, the proportion of people in favour or against was
consistent across all groups, with the exception of an employee or volunteer of
the fire service who were generally unsupportive.

Male: 56.5% Female: 36.9% Prefer not to say: 5.9% Describe in some other way: 0.6%

Under 18: 5% | 18-25: 2% 26-39: 12% 40-64: 42% | 65+: 33% | Prefer not to say: 7%

White British 80%
Prefer not to say / blank 10%
Asian/Asian British 3.3%
White other 3.1%
Other 2.5%
Mixed/Multiple ethnic group 0.8%
Black/African/Caribbean/Black British 0.5%
LocationbyPoliceDistriet
Huntingdonshire 30.4% Cambridge City 9.5%
South Cambridgeshire 19.0% East Cambridgeshire 9.5%
Peterborough 15.9% Outside 2.6%
Fenlands 11.0% Prefer not to say / blank | 2.1%
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5.4 Public comments from online survey

t was i mportant that the OPCC understood
behind their response. Therefore respondents were asked to make any
comments that they had about the proposal. 839 people provided additional
comments.

A copy of all comments received can be viewed in Appendix 3. Every comment
received has been individually considered, however a number of recurring
themes have been identified with examples of comments and our corresponding
response detailed below.

A detailed response to the points raised by the upper tier authorities can be found
in a separate document mbRdggsbire CournyrCouncd s ponse
and Peterborough City Council 0.

Sensible and rational g

Having read +tahdenotaithauu me r
misgivings at policies which require endless cost-
cutting - | feel this is the best cour s e . 0

A
A

AEmMi nently sensible ides
» services. 0
Generally positive . , q | i
comments nDon't nee t o consu_t <
sense. Just get on with
i think that overal/l CcC
communi cation and effici
Al t 1 s | ogedamergehcy $ewvicesta bel t

integrated for both speed of delivery and monetary
reasons. 0

Response: We wel ¢ o me stpbsgive pamiménis.cTide general theme
of the positive comments is that #fi

Al feel the role would
Alt'"s to [sic] big a jo
Two heads are better th
Ve live in a democratic society. This proposal
gives one person far too much power over such
important services.o

Concern that there is
too much work for one
person to oversee
and/or control is too
great for one individual

() I o il e

Response: The OPCC supports the Commissioner to discharge his full range
of functions effectively and with independence. These staff have a wide range
of skills and experience and would therefore have the capacity and capability
to support the Commissioner. They would be able to draw on experience of
providing effective independent scrutiny and challenge to decision-making with
the Constabulary and an extensive range of partners across a wide range of
agendas. The Commissioner will be able to build on skills already at the
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disposal of the Fire Authority and the OPCC, utilising existing support to the
Fire Authority for example, democratic services, scrutiny officer, and support
from the Cambridgeshire Fire and Rescue Service.

AThe Police and Cri me Cg
and unnecessary politicised position, including Fire
and Rescue in the remit will just make it a bigger,
more unwieldy [sic] role, which will still be pointless
and unnecessary.o

fiThe PCC role is farcical and should never have
been createdo

Al already don't agree with PCC's but certainly do
not want them increasing their powerso

Don't agree with PCC
role in general or
concerns over how
politics would affect
the fire service

Response: This is not relevant to the consultation question.

AThe RmudlFireSearvices are two totally different
entities and should r eme
Belief that they should |ADi f fer ent services n
remain separate i ndependence. 0
organisations AShould definitely be ke
think that this will save a lot of money and create
more joinedupthi nki ng, as | dor

Response: The fire and police services would still exist as individual
organisations. Their names and branding would not be affected. Operational
responsibility for the fire service would clearly sit with the Chief Fire Officer, in
the same manner in which the Chief Constable is operationally responsible for
the Constabulary.

The current
emocratico
Current gasrangements rare enore than
adequateo

AServices
operating

arrangeme:H

Supports the status
quo / believes it
currently works well

1 B @ Milhen 14

provided by t
effectively.

Response: This has been considered in more detail in the response to upper
tier authorities AReport on respons
Peterborough City Council o.

Believe there is not
enough evidence in
the Local Business

firhere are too many unspecified costs and ill defined
benefits in the business case.0

fNo business case for this.o
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Case or that the case | A don't believe there is enough evidence to show this
is weak will improve the Fire Serviceo

Response: This has been considered in more detail in the response to upper
tier aut ho ronrespases td Gampridgeghire County Council and
Peterborough City Council 0.

fnThe PCC has never been
littl e about how the ser

Concern thatthe PCC | A | believe that the service provided by
does not have the Cambridgeshire Fire and Rescue should not be
knowledge about Fire | governed by the Police and Crime Commissioner
and Rescue services because the person responsible should have an in
depth knowledge of the v

AFire needs a speeed ailticst

Response: The Chief Fire Officer would still be responsible for the operational
running of the fire service, in the same way the Chief Constable is for the
police. The Fire Authority has a Monitoring Officer and a Scrutiny and
Assurance Manager, administrative support and support from senior members
of the Fire Service. The OPCC has 14 members of staff (13.3 FTES) providing
support to the Commissioner to discharge his full range of functions effectively
and with independence. These OPCC and Fire Authority staff have a wide
range of skills and experience and would therefore combined have the
capacity and capability to support the Commissioner. The OPCC staff would
be able to draw on experience of providing effective independent scrutiny and
challenge to decision-making with the Constabulary and an extensive range of
partners across a wide range of agendas.

AThe PCC should | eave t|
as | think it's wrong that 1 person makes the decision
as opposed to the many. ¢

ALt will not provide in
Believe it will lead to a | one elected political person. The current 17
reduction in members of the Cambridgeshire & Peterborough
democratic Fire Authority will give a Transparent and
accountability accountability from elected members who are close

to their residents. i

AThe Fire Aut hority h a
representation [sic] of the public. Share facilties [sic]
where possible but not governance.

Response: There are currently 17 local Councillors who sit on the Fire
Authority, who would be replaced by a single directly elected person. Whilst
these Councillors are all elected, they are only elected to represent their wards.
They are not elected to the Fire Authority. Fire Authority members are
nominated by Councils without consulting the public. If these changes go
ahead, our communities will have the chance to directly elect a local Police,
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6.1

Fire and Crime Commissioner. Every voter would have an equal say. This
proposal will increase the democratic responsibility of our fire and rescue
service.

AThis makes absolute se
also (this service needs

AThis proposal does not

The police forces and fire authorities of the counties
of Cambridgeshire, Norfolk, Suffolk and Essex
should be amalgamated into one unified 'East
Anglian' authority. The cost savings for this proposal
would be far greater than the tinkering proposed by

Supports a different
option or supports
wider collaboration
with the ambulance

service this study. Both Northern Ireland and Scotland have
unitary policef or ces, why not E:
Al would also support tH

Response: Changes to the governance of the fire service do not preclude
wider collaboration and partnership working. In fact, the business case
demonstrates that closer governance between police and fire would drive
public service transformation harder and faster. Legislation places a statutory
duty on emergency services to collaborate to improve efficiency or
effectiveness. The OPCC is used to collaboration and partnership working at

local, regional and national levels and this will continue.

Additionalcomments received from the public

In addition to the online survey, we received nine emails, two e-cops messages,
three comments left on the website and one letter concerning the fire
consultation. Five of the comments were positive. 10 were negative. The
contents of these messages can be viewed in Appendix 4.
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7. Representation made by upper tier authorities

7.1 The two upper tier local authority statutory consultees are Cambridgeshire
County Council and Peterborough City Council. The Police and Crime
Commissioner attended a meeting® with both authorities to discuss the business
case and answer questions. A summary of their responses is below, and a copy
of each of their letters can be seen in Appendix 5. As required, the OPCC has
formally responded to their responses, which can be read in more detail in the
document AReport on responses t o Cambr i
Peterborough City Council o.

Cambridgeshire County Council | Do not support the proposal

Peterborough City Council | Do not support the proposal

8. Responses fromepresentative bodies of those personnel who
may be affected by the proposal

8.1 There was engagement with unions and staff representative bodies whose
members could be affected by the future of the change of governance. The
Police and Crime Commissioner consulted with the Fire Brigades Union, Fire
Officers Association, Retained Firefi ght er s 6 Un iamd nthe Pdlagei s on
Federation. Formal responses have been received from three representative
bodies, their responses have been summarised below. Their full submission can
be viewed in Appendix 6 alongside the Co mmi s ssraspoese. 0

FBU provided a neutral response. They asked for
clarification about a number of points, which at this
stage are not relevant to the consultation.

Fire Brigades Union
(FBU)

RFU do not dismiss the idea of a Police and Crime
Ret ai ned FiCommissioner taking responsibility of any fire and
Union (RFU) rescue service and are open minded to discuss the
potential change dependent on local needs.

UNISON does not support the proposal. They believe
that the local business case fails to provide evidence

UNISON that the change in governance is either in the interest of
economy, efficiency and effectiveness, or that it is in the
interests of public safety.

114" July at Cambridgeshire County Council anl 1i8ly Peterborough City Council
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Responsé&om other stakeholders

The Police and Crime Commissioner sought the views from local MPs. Four
submitted written responses. A summary of their response is below, and their
letters can be viewed in Appendix 7.

Stephen Barclay MP Supports the proposal
Jonathan Djanogly MP Supports the proposal
Shailesh Vara MP Supports the proposal
Heidi Allen MP Does not support the proposal

Letters have also been received from a number of local stakeholders, a summary
of which is below, and these can be viewed in Appendix 7:

Cambridgeshire and Peterborough Do not support the proposal
Fire Authority Support representation option
Mayor of Cambridgeshire and Supports the proposal
Peterborough Combined Authority

Cambridgeshire Chamber of Support the proposal
Commerce

Cambridgeshire and Peterborough Support the proposal
Clinical Commissioning Group

Huntingdonshire District Council Support the proposal
Fenland District Council Neutral

St lves Town Council Do not support the proposal
Godmanchester Parish Council Do not support the proposal
Great and Little Gidding Parish Do not support the proposal
Council

Woodwalton Parish Council Do not support the proposal
Warboys Parish Council Do not support the proposal

Cambridgeshire and Peterborough Fire Authority provided a formal written
response which can be viewed in Appendix 7.
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10. Conclusion

10.1 A total of 2,426 people and organisations responded during the nine week
consultation period. Demographic data collected demonstrates a wide range of
people participated and engaged in the consultation.

10.2 53% of respondents to the public survey supported the joint governance proposal
as set out in the Local Business Case. 39% did not support the proposal and
8% were neutral. We have listened to the concerns raised and received many
helpful comments. These have been recorded fully in the appendices. We have
used these comments to inform our approach.

10.3 The Commiss i oner 6 s pr o p-styeedRA Gowermanee MBJEIWill be
submitted to the Secretary of State for consideration. As both of the upper tier
local authorities indicated that theydonots upport t he Commi ssi one
for a PCC-style FRA Governance Model, the Commissioner has to also include
in his submission the following:

1 copies of each representation made by the upper tier local authorities i.e.
Cambridgeshire County Council and Peterborough City Council;

T a summary of the views expressed by th
police area i.e. as contained within this Consultation Report;

1 a summary of the views expressed by those consulted as representative
bodies of those who may be affected by the proposal i.e. as contained
within this Consultation Report;

T the Commi ssionero6s response toiashose r
contained within this Consultation Report and in the separate report -
AReport on r eCamphoidgeskeire Courdy Council and
Peterborough; City Council o

M Local Business Case.

10.4 The Secretary of State must then obtain an independent assessment of the
Commi ssionerds proposal and then have r ¢
making a decision on the proposal.

10.5 If the Secretary of State decides that the proposal would be in the interests of
either economy, efficiency and effectiveness or public safety, then she can
make a legislative Order to create a PCC-style FRA.
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Appendix 1 - consultation documents
Two page briefing

gﬂ?ﬁ.@, Consultation on changes
‘%%PCC to the governance of the
MO  Fire and Rescue Service

* We want your views about changing the goevernance of the fire and rescue service in Cambridgeshire.

 This follows a government legislation to promote greater joint working between emergency service organisations.

* The proposal is that the Police and Crime Commissioner becomes the Police, Fire and Crime Commissioner and has overall responsibility for
the governance of both Cambridgeshire Fire and Rescue Service and Cambridgeshire Constabulary.

This document summarises the options and the r for reco ling the chosen option.
WHAT DO WE HAVE NOW?
In Cambridgeshire and Peterborough, Police and Fire services are currently
governed differently. E

Police - The Police and Crime Commissioner (PCC) provides strategic leadership of Cambridgeshire
Constabulary. The PCCis elected by the public every four years and is supported by a team of 14 staff
in the Office of the Police and Crime Commissioner. Cambridgeshire Constabulary has the operational
responsibility for policing of Cambridgeshire.

Fire - The Cambridgeshire and Peterborough Fire Authority (CPFA) oversees the service delivery of the
fire and rescue service and employs fire staff. The CPFA is made up of 17 elected members, from Cambridgeshire
Cambridgeshire County Council and Peterborough City Council, and usually meets five times a year as Constabulary
a full authority with smaller committees held throughout the year. Members are appointed by the
councils after each local election.

SUMMARY OF THE OPTIONS CONSIDERED

A Local Business Case (LBC) assessing police and fire collaboration governance options in Cambridgeshire has been prepared by independent
consultants, who were commissioned jointly by the Fire Authority and the Office of the Police and Crime Commissioner.

Four different options were considered:ONo change option, o Representation option,o Governance opﬁon.o Single employer option, and
ranked as set out below. The business case recommends that the governance option offers the greatest benefits.

Cambridgeshire

Fire and Rescue
Service

AEEEEREERE R ERE FA bbb A

Model Description Assessment Rank
Governance Model PCC takes over the role of the # Savings through simpler governance processes
CPFA and becomes the Police, # Savings through accelerating the better use of the fire and police estatas L
Fire and Crime Commissioner. # Closer and quicker joint working between fire and police, and their local partners
Tha PFCC would be the empluyer improving public safety
mﬂr\;ﬁc'::'d “EC'-'::-"“”E » Increased accountability through a diractly elected Police, Fire and Crima
o "mh"dgﬂ' Commissioner

* Operational independence of police and fire is maintained
* Requires change in governance arrangements. Transfer of staff, assets, contracts
and liabilities assumed to be relatively straightforward to deliver

Single Employer PCC takes over the role of the # Savings through simpler governance processes
Model CPFA and becomes the Police, # 5avings through accelerating the better use of the fire and police estates 2
Fire and Crime Commissionar * Closer and quicker joint working between fire and police, and their local partners
and appoints a single chief improving public safety
officer and employer for both * Increased accountability through a directly edected Police, Fire and Crime
police and fire personnel Commissionar

= Substantial staffing changes and so challenging and time-consuming to deliver

# Meither detrimental impact or strong likelihood of improved public safety

Representation PCC sits on the local fire * Minor scrutiny benefits 3
Model authority with full vating rights. * Limited economy and efficiency as costs for governance may increase slightly
# | ikelihood of estates consolidation only marginally increases
No change There ane separate governance » Meither detrimental impact or strong likelihood of improving public safety
structuras for police and fire and # | imited economy and efficiency as governance costs continue 4
rescue services. # | ikelihood of estate consolidation not affected

# No delivery impact as no change
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Appendix 1 - consultation documents
Two page summary continued

RECOMMENDATION

The business case recommends that the Gowvernance option offers the greatest benefits.

The proposal Is that the Police and Crime Commissioner becomes the Police, Fire and Crime
Commissloner (PFCC) and has overall responsibility for the governance of both Cambridgeshire Fire
and Rescue Service and Cambridgeshire Constabulary.

WHAT WOULD CHANGE?

= Operational responsibility for fire and pofice would remain with the Chief Fire Officer

and the Chisd Constable.

= The PRCC would continue to be responsible for setting policing priorities through the
Police and Crimie: Plan, and have rosponsibility for controlling polios asseds.

= Jhe PHC would become the holder of fire assats and contracts, as lor the police,

= The PRCC would become the employer of all fire and resoue staff fthe Chief Constable of
Cambridgeshire Constabulary would continue to emggdoy police officers and staff).

= [he PHCC will be responsible for such things as decisions on how the Hie and Rescus
Service spand Uheir buddgel and whether nesw fire service Facilities should be built o

sharad with other emergency services,

WHY IS THIS THE PREFERRED OPTION?

The Governance model was assessed as the best option as it would enable:

1. Savings through simpler governance processes

It is estimated that will be £1.6% million savings over 10 years through
savinigs in Fiee Authority members allowances and the sharing of the
Chief Financial Officer post

2. Savings through better use of the fire and police estates
Better use of police and fire estates will initially require investment but
is eupected to provide financial benefits of £4.34 million over 10 years.

3. Ooser and quicker joint working between fire and police,
and their local partners improving public safety

Having a single decision making person, the PRCC, helps speed up
dedision making and helps ensure that strategies and decisions are
joined up across organisations Lherelome improving public safty.

4, Increased accountability through a directly elected Police,
Fire and Crime Commissioner

You would vote lor a Police, Hie and Crime Commissionar avary four
years as you do for a PCC.

5, Operational independence of police and fire is maintained
The operational responsibility for the Fire and Rescue Service will sit
wilh the Chied Fire Oficer and with the Chief Constable for Police,

Fo the residents of Cambridgeshire and Peterborough this means
thay will continue to be provided with an efficient and offective
public servdoe which delivers value for money. Residents will also be
consulted on both the police and fire funding elements of the coundil
tan (known as the precept), so that they can hold the PROC to account

Tor how their money is spent.

What is governance?

Governance is the process for making and implementing decisions.

Good governance allows people to follow and understand the decislon making process; is answerable for decisions; and uses a process
that makes the best use of the avallable people, resources and time to ensure the best possible results for the community,

TELL U5 WHAT YOU THINK?

To share your views, please complete a short online survey at www.cambridgeshire-poc.gov.uk/fire On the website you will find the
full business case abong with some additional materials that summarise and explain the options considered.

Orwribte to us at: Office of Police and Crime Commissioner, PO Box 688, Huntingdon, Cambridgeshire, PE29 9LA
Or email us at: Cambs-pccicambs.pnn.police.uk
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Appendix 1 - consultation documents
Executive summary

Police and Crime Commissioner
CAMBRIDGESHIRE AND PETERBOROUGH

OFFICE OF THE POLICE AND CRIME
COMMISSIONER FOR CAMBRIDGESHIRE
Local business case for fire and rescue governance

options to improve the effectiveness of emergency
services delivery in Cambridgeshire

Executive Summary
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Appendix 1 - consultation documents
Executive summary continued

INTRODUCTION AND EXECUTIVE
SUMMARY

The Policing and Crime Act 2017 introduced measures that place a statutory
obligation on all emergency services to collaborate and enable Folice and Crime
Commissioners (PCCs) to take on responsibilities for fire and rescue services in their
area’. In describing the measures, Brandon Lewis, the Police and Fire Minister said
that “by overseeing both police and fire services, | am clear that PCCs can drive the
pace of reform, maximise the benefits of collaboration and ensure best practice is
shared.”™

This is the Local Business Case (LBC) assessing police and fire collaboration
governance options in Cambridgeshire, prepared by independent consultants, who
were commissioned by a joint Fire Authority and Office of the Police and Crime
Commissioner Working Group. The development of the LBC was part funded by a
grant from the Home Office.

1.1 Introduction
1.1.1 Status of this document

This document has been prepared for the Office of the Police and Crime Commissioner by
independent external advisers, based on information provided by Cambridgeshire Constabulary (CC),
Cambridgeshire and Peterborough Fire Authority (CPFA), Cambridgeshire Fire and Rescue Service
{CFRS) and information in the public domain. The appointment of the independent external advisors,
PA Consulting, was a joint appointment by the OPCC and the Cambridgeshire Fire and Rescue
Authority, after an open tendering process.

Representatives from the following organisations have been engaged with during the development of
the LBC:

« Cambridgeshire Constabulary

+ Cambridgeshire and Peterborough Fire Authority
= Cambridgeshire Fire and Rescue Service

« Cambridgeshire County Council

+ Peterborough City Council

» East of England Ambulance Service NHS Trust
+» UNISON (CFRS)

» Retained Firefighters’ Union

« Fire Brigades Union

* The Police Federation

' HM Parlisment, Palicing snd Crime Act 2017
# Branden Lewis (2017}, Fire Minister's speech to Reform
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1.1.2 New governance models

To facilitate better collaboration and improve emergency services, the Policing and Crime Act 2017
proposes three alternative options to the status quo (the ‘no change' option} that are now available to
PCCs. These are:

1. Representation model

The PCC is represented on a Fire Authority {or its committees) in their police area with full voting
rights, subject to the consent of the Fire Authority. In Cambridgeshire, that would see the PCC join
CPFA.

2. Governance model

The PCC takes on legal and overarching responsibility for the provision of the fire and rescue
service(s) in their area. Individual services retain their operational independence, their chief fire
officers and their own staff. In Cambridgeshire, this would see the PCC becoming the CPFA.

3. Single employer maodel

The PCC would become the CPFA but, in addition, fire and rescue functions are delegated to a single
chief officer for policing and fire. Within this model, the services remain distinct front line services,
albeit supported by increasingly integrated support services.

This LBC, therefore, assesses the strategic, operational and financial benefits that closer
collaboration could deliver between the police and the fire and rescue service. It also assesses the
current provision of fire and rescue and policing services and governance in Cambridgeshire.

It then considers the governance options available under the Policing and Crime Act 2017 and
assesses whether one of these options could support the improvement of emergency services and
public safety in Cambridgeshire. It also considers whether the potential benefits are sufficient to
warrant such a change, given the cost of change.

1.1.3 Methodology to assessing options

This LBC uses the HM Treasury five case model for business cases. This approved methodology
underpins all major government business decisions and will help to ensure that key, relevant criteria
and options are considered. It also permits criteria such as ease and speed of implementation and
existing collaborative arrangements to be considered and factored in to the option appraisal and
consultation process.

The five cases are:

« Strategic Case - sets out the legislative and strategic context for Cambridgeshire Constabulary
{CC) and Cambridgeshire Fire and Rescue Service (CFRS) collaboration and governance,
summarise the case for change and set out the opportunities, constraints, dependencies and
strategic risks. This provides the context, and critical success factors, for appraising the options.
The Strategic Case does not recommend a particular option.

» Economic Case — appraises the governance options (including the ‘no change’ option), against
the critical success factors that will help the PCC to decide and the Office of Police and Crime
Commissioner (OPCC) to inform the Home Secretary's appraisal of a proposal if and when
submitied. The Economic Case considers overall public value and identifies the 'preferred option

i

The implications of implementing the preferred option is then be set out in the remaining three cases:
» Commercial Case — sets out the commercial, HR and resourcing implications of the preferred
option.

+ Financial Case — sets out the affordability and accounting implications of the preferred opfion. The
Financial Case reflects the benefits and costs fo the organisations.

» Management Case — outlines how the option can be delivered, including more detailed planning,
consultation requirements and communications approach.
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1.1.4 Recommendation

The recommendation of the Local Business Case is for a Police, Fire and Crime Commissioner to
take on the responsibility for the Fire and Rescue Authority by way of adopting the governance model
as described in 1.1.2 above.

How has this conclusion been reached? Table & on page 25 of the business case sets out a list of
seven critical success factors against which all the options are measured and the category of
improvement that will be brought about (Public Safety, Effectiveness, Economy/Efficiency, and
Transparency /Accountability). Each of the four options have then been measured against these and
a scoring given. Table 1 below shows the summary of this scoring, with a higher score being better,
and as can be seen the Governance opfion is the highest score and therefore ranked first.

Table 1: Qualitative evaluation against the four tests

‘No change’ Representation Governance Single employer
Total score 9 10 12 11
Overall rank 4 3 1 2

The key factors that have caused this high ranking are:

» Savings through improved efficiencies in governance processes — there will be revenue savings
over a ten year period of £1.770m as a result in savings in Fire Board members’ allowances and
the sharing the Chief Financial Officer post between the OPCC and Fire and Rescue Service.

« Savings through better use of fire and police estates - after initial investment of £1.3m, tranche 1
of the estates consolidation will release an estimated £2 744m of capital receipts and tranche 2
£2.738m.

» Closer and quicker joint working between fire and police and their local pariners = Through a
single decision making person, in the form of the Commissioner, the speed of decision making will
improve along aside ensure that decisions are joined up and the impact on public safety for both
police and fire is fully taken into account.

« A system of a directly elected Police, Fire and Crime Commissioner — As is currently the position
for the Police, the public of Cambridgeshire will have a single, democratically elected person who
is accountable to them for the Fire Service.

« Maintain operational independence of police and fire — Operational responsibility for the Fire and
Rescue Service will clearly sit with the Chief Fire Officer, as is the case for the Police and the Chief
Caonstable.

All Fire and Rescue Service staff will transfer from the employment of the Fire and Rescue Service to
the Police, Fire and Crime Commissioner, with the transfer being governed by the Cabinet Office
Statement of Practice (COSoP), protecting the terms and conditions of stafi. With regard fo this LBC
the only posts directly impacied are the Deputy Police and Crime Commissioner, the Deputy Chief
Executive of the Fire Service and the Chief Finance Officer and Deputy Chief Executive of the OPCC.
The changes in these positions will be subject to consultation.

1.2 Executive summary of the local business case

The remainder of this executive summary sets out the findings of the five cases for evaluating the
apftions that led to the recommendation.

1.2.1 Strategic Case: the context and case for change

The foundations for the case for change in Cambridgeshire are built on improving efficiency, economy
and effectiveness and at its core, the case for change:
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Facilitates the optimal utilisation of capital assets

A change of governance could ensure the best use of police and fire assets through a single
approach to investment decisions and estates consolidation. Optimisation of estate is perhaps the
area of greatest opportunity for financial benefits from collaboration between the two organisations.

The realisation of these benefits does not solely depend upon a change in governance, however,
simplified more joined up governance would increase the likelihood of success of the estates
consolidation programme and aveid decisions being taken by a single service that may not provide
overall best value for money.

Accelerates pace and effectiveness of police and fire collaboration

The emergency services in Cambridgeshire are some of the UK's most forward-loaking when it comes
to regional single service collaboration, and there is now a growing focus on place-based inter-service
collaboration. Since its inception in August 2016, the Strategic Interoperability Board had identified
and prioritised a number of police and fire collaboration initiatives, but progress to date has been slow
and formal benefits realisation measures lacking.

Collaboration between fire and police is considered to work well at the operational level, but there are
opportunities, through shared governance, to accelerate collaboration initiatives and introduce formal
mechanisms that will ensure benefits are realised.

Stronger shared governance at the strategic and political level would also enable the alignment of
strategic objectives across police and fire which would place greater focus and accountability for
collective community safety rather than individual service outcomes.

Enables a more innovative and effective approach to public service transformation

The new Cambridgeshire and Peterborough Combined Authority will lead the next steps in
fransforming local public services in the county. There is therefore an opportunity, through stroenger
joined up pelice and fire strategic leadership, to develop innovative integrated community safety
intervention work to manage demand upstream and maximise public value.

Since their introduction in 2012, PCCs have already demonsirated an ability to act as a catalyst for
change and drive innovation. More integrated governance between fire and police could therefore
drive a more effective approach to public service transformation and provide a louder, more
concentrated voice of advocacy for both services, when forming agreements with other public sector
partners.

Brings benefits in terms of transparency and accountability

Police Authorities were abolished, in part, due to their lack of visibility and evidence suggesis that the
introduction of elected PCCs has increased transparency and public accountability whilst providing
clarity of leadership in policing. A number of independent national reviews of current fire and rescue
govermnance, have also highlighted inefficiencies with the current committee governance model and
the inadequate provision of effective independent technical scrutiny by fire authorities.

Evidence suggests that single, streamlined governance can accelerate reform and improve public
visibility, accountability, transparency and effective scrutiny. There is therefore an argument that
remaoving the current committee structure of the CPFA would bring benefits in terms of the
fransparency and accountability of fire governance in Cambridgeshire.

1.2.2 Economic Case: the options assessment

Despite being one of the lowest funded police and fire services in the country Cambridgeshire must
identify saving of over £15m from these services over the coming years (see section Error!
Reference source not found.). The business case sets out how a change in governance can release
additional savings and increase operational resilience.

A summary of the economic appraisal for each option is shown below in Table 2.

Page?6 of 210



Appendix 1 - consultation documents
Executive summary continued

Table 2: Summary economic appraizals

‘No change’ Representation Governance Single employer
Savings - 1.04 1.39 4.66 439
NPV (£m)
Payback year 0 ] 2 3

The savings in the above table represent estimated savings generated over a ten year period o
2026/27 and are expressed as a net present value, which represents future year's costs at today’s
prices.

Based on the economic appraisal numbers above alongside the assessment of the options against
the critical success factors and the four tests of public safety, effectiveness, economy and efficiency,
as summarised in Table 1, the preferred option to take forward for further evaluation is the
govermnance model.

1.2.3 Commercial Case

The main commercial implications from adopting the governance model 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. It will also require the
Secretary of State, using powers in the Policing and Crime Act, to make the PCC the FRA for
Cambridgeshire.

1.2.4 Financial Case

The cost of implementing the governance model is affordable within current budgets. We estimate
that the direct costs of implementation will be £80k. We expect these costs will be funded from the
PCC's earmarked reserve. \We forecast a small annual saving in operational costs as a direct result of
a change to the governance model of £182k, and a total saving of £1.6290m over the ten year period.

Short term funding of £1.1m would be required in 2018/19 to enable the estate consolidation
programme to proceed.

1.2.5 Management Case

The Management Case describes the arrangements and plan for managing implementation of the
proposed governance model successfully. The LEC assumes that the changes will take effect on 1
April 2018, 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 October 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.

Formal public consultation will take place in July and August 2017 If then agreed by relevant parties,
following formal consultation, it will be used as the basis for the LBC submission to the Home
Secretary for endorsement of the preferred option.

1.3 Conclusion

Enhanced, transparent and effective governance under an elected Police, Fire and Crime
Commissioner will be the catalyst for delivering significant and tangible benefits for the people of
Cambridgeshire. The changes will improve public safety through a more joined-up and integrated
approach to community safety and broader public service delivery across the county. The new
governance model will set a clear strategic direction and accelerate collaboration, allowing for
financial gains through the consolidation of assets such as estates. It will provide a secure platform for
public service reform in Cambridgeshire.
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FAMEFEEITII A

Fire Governance Consultation

Frequently Asked Questions (FAQ's)

Last update 05 July 2017

Will frontline officers be lost as a result of this?

MNo. If anything, this proposed change of governance would actually help protect frontline
officers. Our police and fire services need to find efficiencies at the moment. Working
together more would help them find those efficiencies in support functions, rather than on the
frontline.

Would this mean a reduced presence or visibility from our police or fire services in
local communities?

No. In the future the proposal supports increase police and fire services sharing more
buildings, allowing them to retain their community presence.

Would these changes mean a loss in local identity for our fire service?
MNo. Fire and Police services would still exist as individual organisations. Their names and
branding would not be affected.

What impact does the change have on fire's work with health and social care?

The business case sets out that the proposed change in governance can speed up decision
making with partners including work to align strategies and create a more joined up
approach on the ground. The business case does not include any plans to change initiatives
with health which are currently in place.

Nationally PCCs are already exploring how they can best link to Health and Wellbeing
Boards, so community safety and health and wellbeing strategies can effectively support
each other. Locally, the change of governance will lead to a more streamlined and strategic
dialogue with health and social care colleagues.

Would | still pay separate council tax contributions for police and fire service? Will they
still have separate budgets?

Yes, because the organisations are not merging and still have their own ring-fenced finances.
You would still pay an amount towards policing and a separate amount towards your fire
service. From a public perspective, nothing significant would change in terms of how services
are paid for via council tax or financed more broadly speaking.

What are the benefits here in terms of finances or efficiencies?

A change in governance would enable a saving of around £1.7m in the cost of governance
over a fen year period. In addition the programme of estates consolidation will save a further
£4 3m over the ten years
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Jepcc

FAMEFEEITII A

Do our police and fire services need to save money? Would this change help with that
or not?

Both the Police service and Fire service have financial pressures due to the on-going
Government policy of seeking to reduce public expenditure. These proposals will contribute
to resaolving these pressures.

Does the PCC have the experience to run fire services?

Much like the Chief Constable runs the Police force, the Chief Fire Officer will be responsible
for the operational running of fire. These proposals are about governance — providing a strong
voice for communities, holding those chief officers to account, ensuring the public get an
effective, efficient service and making sure services respond to community needs. This is a
role the PCC already fulfils for policing and crime and would be expanding to cover the fire
services as well in the best interests of public safety.

Is it less democratic to have a single person in charge of governance of our local fire
services?

There are currently 17 local councilors who sit on the two fire authaorities, who would be
replaced by a single directly elected person if these proposals go ahead. Whilst these
councillors are all elected, they are only elected to represent their wards. They are not
elected to the fire authorities. Fire authority members are nominated by councils without
consulting the public.

If these changes go ahead, in 2020 our communities would have the chance to directly elect
a local Police, Fire and Crime Commissioner. Every voter would have an equal say. This
proposal will increase the democratic accountability of our fire and rescue services..

What are the alternatives to these proposals? Why aren’t they possible?
There are three alternatives options:

1. Maintain the status quo of having a PCC and the Fire authority. This option would
realise limited savings but these will not be to the extent realized through the
preferred option.

2. Representative medel - The PCC is represented on a Fire Authority (or its
committees) in their police area with full voting rights, subject to the consent of the Fire
Authority. This option would realise limited savings but these will not be to the extent
realized through the preferred option.

3. Create a ‘single employer’, The PCC would become the CPFA but, in addition,
fire and rescue functions are delegated to a single chief officer for policing and fire.
Within this model, the services remain distinct front line services, albeit supported
by increasingly integrated support services. This option has the potential to release
a similar level of savings as the governance option but is far more complex and
problematic to implement.

Are the ambulance services involved in this at all?
Mo, the proposal does not affect ambulance services directly, although the simplified
governance will make future conversations with them easier.

Communities have different relationships to their fire services than they do with their

police. How would these changes impact on that?
This is acknowledged and these changes would not necessarily impact on that directly. The
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