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Executive Summary 
 
This Business Case sets out to consider the financial and service delivery benefits of merging the Fire 
Control Teams of Mid and West Wales Fire and Rescue Service (MWWFRS) and South Wales Fire and 
Rescue Service (SWFRS) together with the newly formed team working with South Wales Police 
(SWP) Call Handling team in Bridgend.  This detailed Business Case provides full details of costs and 
options pertaining to service delivery models, ICT solutions and building infrastructure options, all of 
which are viable, but will require an invest to save approach. 
 
MWWFRS and SWFRS jointly handle an average of 60,000 calls per year, whereas SWP provide a 
response to over 800,000.  This Study has provided the opportunity to build on the current services 
provided by the joint Fire Controls and enhanced it to embrace a wider Customer Service Centre 
approach.  Even with the increase in service delivery, this venture could realise a total of £1 m per 
annum.  This Business Case has highlighted the need to consider the appropriate levels of 
negotiations with Trade Unions to discuss matters pertaining to staff Conditions of Service, which 
will inevitably change.  

 
The existing building at Bridgend will not in its current state accommodate a new Fire Control Team.  
Opportunities have been considered to future proof the building infrastructure not just for this 
Project but also to provide flexibility for future initiatives, which may include the Welsh Ambulance 
Service Trust (WAST).  

 
The three Fire and Rescue Services (FRSs) within Wales have operated on the same Command & 
Control system with built in levels of interoperability and resilience within Wales that has been 
sighted nationally as notable practice. 
 
As such this Business Case sets out a number of options but indicates significant benefits of moving 
to one single Command & Control system for Wales Fire, reducing costs and improving 
interoperability.  It should be noted at this stage that all three Welsh FRSs have been planning for a 
systems review as part of the wider National Issues Committee key collaborative area. 

 
In summary, the FRSs jointly have an opportunity to improve their levels of service delivery in 
addition to the significant added value being produced by sharing facilities with SWP and the 
improved operational interoperability that will take place.  

 
This Business Case has concluded that the proposed initiative is viable but will require an estimated 
investment of £3.7 m.  The total savings achievable are estimated across the three Services will be 
£1 m annually (40% savings to MWWFRS, 50% SWFRS and 10% SWP) and can be achievable between 
2016/2018, subject to an agreed arrangement with our workforce. 

 
The content of this Business Case provides full details of the assessment that has been carried out 
that draws to the above conclusions.  
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Project Overview 
 

The three primary Blue Light Services across Wales have evolved a range of collaborative 
arrangements with regards to emergency call handling facilities.  The Joint Emergency 
Services Group (JESG) has been at the forefront of driving a vision of the tri-service model 
for Wales for a number of years, which has taken shape over the years with degrees of 
success.   
 
The achievements to date have been on the backdrop of ever changing political and 
financial challenges, in particular taking account of the fundamental differences with Fire, 
Police and Ambulance in terms of co-terminus boundaries, funding and Welsh/Westminster 
ownership.  

 
This Business Case provides an opportunity to move closer towards the JESG vision and 
explores the opportunities for MWWFRS and SWFRS to bring together their Control Centres 
whilst also taking the opportunity to relocate both teams into the SWP Public Service Centre 
in Bridgend. 

 
Building on the achievements of North Wales Fire and Rescue/North Wales Police model, 
this Business Case has focused on the opportunities and service delivery benefits of having 
the combined Fire and Rescue Team working side by side with SWP. 

 
That said this study has been produced based upon the following business assumptions: 

 

 The Joint Fire and Rescue Team will have its own workforce managed through an 
agreed Fire and Rescue structure; 

 The Fire and Rescue Command & Control Information Communication Technology 
(ICT) systems will operate as a standalone from South Wales Police (SWP), but will be 
fully integrated with North Wales Fire and Rescue Service (NWFRS) to assure FRS 
resilience in Wales; 

 Every opportunity will be explored to share all supporting ICT and 
telecommunication systems across Fire and Police; 

 That FRS will have a standalone budget provision; 

 That both Fire and Police will operate in a shared open environment to maximise 
cross service working. 
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1 Current Service Delivery 

 1.1 Mid and West Wales Fire and Rescue Service 
 

Introduction 
 

MWWFRS Fire Control Centre is located within the shared facility at the Joint 
Communications Centre at Dyfed-Powys Police HQ, Llangunnor, Carmarthen.  The building is 
shared along with the Dyfed-Powys Police Control and the Welsh Ambulance Services Trust 
Central and West Control Centre.  The co-location of the three Emergency Service Control 
Rooms facilitates easier communication and liaison during major and complex emergencies.  
However, this existing arrangement see’s all three services operating in different parts of 
the building. 

 
Fire Control is the first point of contact in an emergency for members of the public who dial 
999/112 and request assistance from the FRS within the Mid and West Wales Service area.  
With the responsibility for the initial risk assessment undertaken by the Service, which 
determines the Service’s immediate response in an emergency, mobilising Crews, appliances 
and specialist equipment from all 58 Stations across the Service area.  The Fire Control deal 
with approximately 24,000 emergency calls each year, covering a wide range of requests for 
assistance from life threating fires, floods and road traffic collisions, to grass, forestry and 
chemical spillages. 

 
Fire Control personnel are highly trained individuals who are required to operate a range of 
sophisticated technologies to support operations.  They must be able to react quickly and 
respond to the changing demands of an emergency Fire Control from offering survival 
guidance to callers trapped by fire or flood, co-ordinating resources and maintaining 
constant communication links with responding Officers and appliances. 

 
In addition to the normative work to support on-going operations and resource 
management, the Fire Control are heavily involved in supporting the support functions 
throughout the Service, including Transport, Risk Reduction, Community Risk and Corporate 
Risk, this work includes the following: 
 

  Transport defects (TMS1), 

  Resource Management (sick / fit returns, injuries), 

  Incident Recording System (IRS) (false alarms), 

  Officers Rota and out of hours changes, 

  Home Fire Safety Checks (HFSCs) and faulty alarms, 

  Rappel, 

  Bank Crewing co-ordination, 

  Police and Criminal Evidence (PACE) notes for Probation Notices, 

  New dimension fault reporting (actioned within Control unlike other services), 

  Crewing of the Command Unit and  support actives, 

  Gold & Silver Command Loggists and support, 

  Gazetteer updates (on Watch), 

  Supporting actions for Airwave, 
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  Production of control training materials, 

  Vulnerable Adults, 

  Lone Worker Management, 

  Information dissemination (Flood warnings, water shuts offs, road closures 
 etc.), 

  Twitter and Press queries 
 
Control Crewing 

 
The MWWFRS Fire Control Centre is staffed 24/7, 365 days a year and operates a variable 
crewing system to meet the changing demand in activity, with a core Watch which works 
day shifts between 08.30 – 18.00 (9.5 hours) and night shifts between 18.00 – 08.30 (14.5 
hours).  The variable crewing supplements the core Watch at peak time between 08.30 – 
10.00 (mornings), 12.00 – 18.00 (afternoons) and 18.00 – midnight (evenings).  

 
Minimum crewing levels range between four and five personnel dependent on time of day 
for example four between midnight and 8.30 and five between midday and midnight.  

 
The Control Watch system is supported by a Management Team who are responsible for day 
to day delivery and operate a Flexible Officer Rota ensuring continuous managerial support 
is available to the Fire Control function and the Services Command Support system. 
 
Total number of staff 34 permanent members, two temporary staff included in this 

 figure  
 
Service Control profile during 2014 

 
Age 

 
18% of staff are between 20 – 35, 
62% of staff are between 35 – 55, 
20% of staff are between 55 – 65 included in this group are 1 Group Manager, 3 Station 
Managers and  
2 Watch Managers (no member of staff is near the retirement age of 65).  
 
Service 

 
41% of staff have between 1 – 15 years service, 
29.5% of staff have between 15 – 25 years service, 
29.5% of staff have between 25 – 40 years service. 

 
Performance 

 
Between 1st September 2012 - 31st Augusts 2013 
 
Emergency calls handled      22,560 
Incidents attended       13,619 
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Calls challenged              34 
Call challenged calls mobilised to           17 
(of which 3 were False Alarm Good Intent, 13 False Alarm Malicious, 1 Fire Data Report3) 

 
Incidents types between 1st September 2012 and 31st August 2013 

 

 

 

 

 

 

 

 

 

 

 

 

 
Key – Incident Types 
 
SSC – Special Service Call 
FAME – False Alarm Mechanical 
FDR3 –Fire Damage Report (non insurance) 
AMB FR – Co-responder 
FDR1 – Fire Damage Report (insurance linked) 
FAGI –False Alarm Good Intent 
CHIMNEY – Chimney Fire/s 
FAMA – False Alarm Malicious 
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Number of Emergency Calls by Time of Day 
 

 

 

 

 

 

 

 

 

 

 

 

 

Quality Assurance 
 

Quality assurance forms part of the incident monitoring routine to ensure the management 
of call handling and related protocols are adhered to.  Watch Managers carry out a 
minimum of one audit per shift cycle per person, in addition to all proactive calls, fatal 
incidents and calls with a handling time of in excess of 120 seconds.  

 
The process enables recognition of best practice, training interventions and information 
procedure and process review.  

 
MWWFRS has seen a year on year reduction in emergency calls, reducing by 30% over the 
previous 5 years from 34,000 in 2007/8 to 22,000 2012/13.  While there is an overall 
reduction across the range of incidents, the actual incident profile varies significantly with 
primary fires reducing by 59%, secondary fires reducing by 74%, while special service calls 
only saw 8% reduction due to the increase in road traffic collisions and a 25% increase in 
chimney fires.  Analysis of trend data suggests that the Service will process between 19,000 
– 23,000 emergency calls per annum by 2018 taking into account normative trend 
fluctuations.  

 

Telephony 
 

Telephone calls handled (approximately)                 154,000 
(Excluding radio, internal extension, Headquarters switchboard out of hours)  

 

Personnel Costs – (per annum) 
 

Pension        £162,521.00 
National Insurance       £  77,322.00 
Flexible Duty       £  30,701.00 
Bank Holidays       £  16,059.00 
Overtime        £  14,989.00 
Pay         £944,226.00 
CPD         £   10,312.00 

 
Total                 £1,256,130.00 
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Premises Charges 
 

Rent and services costs are as follows:- 
 
1st service charge from March 2013    £  7,043.60 
2nd service charge       £35,383.29 
Capital rent       £  6,301.04 
Principal rent       £36,960.00 
 
Total          £85,687.93 

 
In the event that MWWFRS wish to determine the lease of the Fire Control suite at the joint 
communications building at Dyfed Powys Police HQ, break dates apply within the contract at the end 
of the fifth, tenth, fifteenth or twentieth years of the twenty five year term.   
 
The Draft lease states:-  
 
“if this Lease determines for any reason prior to the expiry of the Contractual Term the Tenant will on 
or before such determination pay to the Landlord the sum of £166,796.00 (one hundred and sixty six 
thousand seven hundred and ninety six pounds) less the total sum of Capital Rent paid to the 
Landlord by the Tenant prior to the date of termination”. 

  

Break Dates Year Amount Payable 

Fifth year 2010 £135,263.00 

Tenth year 2015 £103,757.00 

Fifteenth year 2020 £72,251.00 

Twentieth year 2025 £40,745.00 

 
 
 

Fire Control Equipment/Contract Dates and Costs 
 

Full breakdown and running costs are available on request. 
 
Resilience 
 
The Fire Control has a suite of robust contingency plans and forms part of the ‘All Wales Resilience’ 
network for Fire Control Operations supporting a range of scenarios from seasonal emergency 
conditions to catastrophic failure, providing resilient emergency call handling and emergency 
dispatch. 

 

1.2 South Wales Fire and Rescue Service 
 

Performance and Staff 
 

SWFRS Fire Control operates a five Watch system, four traditional Watches and a flexible working 
Watch.  The traditional shifts work 2 x 9hr day shifts 2 x 15hr night shifts and 4 x rota, the flexible 
Watch work 2 x 12hr early shift 10:00-22:00 and 2 x 12hr late shift 13:00-0100 to meet the core 
hours increase in call activity. 
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The minimum crewing levels in the Fire Control allow the following essential tasks to be completed 
at all times, 999 emergency call handling, Airwave operation and management, administrative duties 
which include 16,447 internal non-emergency calls, on-going training for Performance Development 
Reviews, National Vocational Qualifications, Recruit, Development, Promotional and Capability, 
Personal Assessments and to allow for Supervision of all tasks at all times.  All Supervisors have 
completed the Institute of Leadership and Management Courses. 
 
Fire Control staff are responsible for recording and processing the Health and Safety injuries and 
near misses of all staff within SWFRS and for completing Fires of Special Interest Forms, updating 
National Olympic Coordination Centre (NOCC), ISO9001 audit completion, reviewing and validating 
control operational information, tweeting incident and safety information, updating Press Media 
Line with incident and safety information and conducting daily tests of equipment and fault 
identification. 
 
SWFRS Fire Control also engage in Community Safety tasks and initiatives with 30-40 visits made to 
Fire Control or by Fire Control to Universities, Schools, Youth Groups, Specialist Groups, internal 
departments and other Blue Light Services and Agencies.  Control staff promote an annual Hoax Call 
Campaign (such as Blood on your Hands) which involves their participation. 
 
Regular visits are made by Control staff to schools to educate the dangers of making a hoax call, staff 
also take part in youth personal development and mock interview sessions with youth engagement 
organisations. 

 
SWFRS Fire Control routinely challenge Malicious and Good Intent 999 calls. Fire Control staff 
operate survival guidance techniques, which include remaining with the caller until assistance arrives 
on incidents such as, persons trapped in fire, flood water, precarious positions, carbon monoxide 
activations, chemical suicides, collapsed structures and machinery and Road Traffic Collision (RTC) 
entrapments. 

 
The Fire Control Development staff 1 x Watch Manager, 1 x Data Assistant are responsible for 
gazetteer managements, faults and system configuration.  Also pre determined resource response 
review and the auditing and validation of all operational intelligence information such as; site 
specific information, risks and identification of premises information such as fireworks, deaf/hard of 
hearing residents, hoarders, cylinders etc. 
 
They are also responsible for managing the road network, address record updates, configuration to 
match operation requirements, matching predetermined attendance to incident types and trends 
and they provide resilience to control operations when required. 

 
All Control Managers and Watch Managers are trained Loggists and will respond to the Control 
Command or Silver/Gold Commands during active incidents, they are also all trained to operate 
technology at Emergency Coordination Centre Wales (ECCW) for joint emergency responses.  The 
Fire Control Management Team operates a Flexi Duty Response Rota. 
 
Fire Control Managers have all undertaken a Business Management Degree Course and are also 
trained Communication Liaison Officers during New Dimension Convoys and we have one trained 
Airwave Operational Advisor.  
 
Managers are also trained in Health & Safety at work, Discipline and Grievance, Welfare, Personal 
Assessments, Interviewing and Mentoring.  
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There are four Managers within the Fire Control structure, a Group Manager and 3 Station 
Managers; of the Station Managers, one is responsible for Development and Management of 
systems and Control Technology, one responsible for Fire Control future developments Joint 
Emergency Services Croup (JESG), Airwave and also for Control Absence Management and one is 
responsible for the daily management of Fire Control as Deputy to the Group Manager.   

 
There are a total of 46 staff working at Fire Control and the annual costs of salaries is as below. 
 
Personnel Costs – (per annum) 

 
Pension        £ 176,464.00 
National Insurance       £ 109,725.00 
Pay         £1423,096.00 

  
Total         £1,709,285.00 

 
SWFRS Fire Control accepted 38,610 calls from the date range 1st September 2012 to 31st August 
2013, and accepted 33,348 calls in the financial period 1st April 2012 – 31st March 2013. 
 
Full data on number of incidents and types is available on request.  Fire Control record and monitor 
the following local performance indicators:  

 

 Percentage of calls completed in less than 90 seconds, 

 Number of challenged Fire Alarm Malicious (FAM) calls, 

 Percentage of Fire Alarm Malicious (FAM) calls challenged, 

 Number of repeat calls received, 

 Percentage of Emergency Calls Identified as repeat, 

 Number of challenged calls, 

 Percentage of emergency calls challenged. 
I.T Systems and Buildings 

 
SWFRS Fire Control Operates out of a standalone Fire Control building on the site of Pontyclun Fire 
Station and is owned by SWFRS and there are no lease/rental costs associated with the building.  The 
costs to run the Fire Control building are £68,365. 

 
The Fire Control operates on Capita equipment of Vision Mobilising System and an integrated 
Command & Control System for Airwave radio operation and telephony management.  The present 
system is integrated with All Wales Resilience Buddy System of call support and management across 
Wales. 
 
Control Equipment/Contract Dates and Costs 

 
Full breakdown and running costs are available on request. 

1.3 South Wales Police 
 
Overview of functionality 

 
The Public Service Centre (PSC) is located on the middle floor of a three storey building within the 
Police Headquarters site at Bridgend.  The PSC is the first point of contact for all telephone enquiries 
to South Wales Police.  All 999 (emergency) and 101 (non emergency) calls are received at the PSC 
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and all calls are dispatched to the Officers from within the same room.  The current percentage of 
staff who are able to take 999 calls are 83%, and 70% are able to take 101 calls.  The ultimate aim is 
to for all staff to be fully trained in each of the call taking and dispatch disciplines.  

 
The majority of emergency (G1) and priority (G2) response incidents are created on NSPIS command 
and control, and subsequently drop to NICHE for slow time management of crimes and occurrences.  
This results in manual interfacing, task creation and finalisation of each of the occurrences.    

 
In conjunction with call handling, incident management, and dispatching Officers, telephone updates 
are also made from Officers to update and finalise crimes and occurrences on the occurrence 
management system. 
 
The Supervisors and Force Incident Manager (FIM) manage the incidents, performance, staff 
(attendance & welfare) and arrange attendance and call out of specialist resources and 
departments. 
 
An Intelligence Officer is located within the PSC to provide live time intelligence  also 
Communication Data Investigators dealing with the acquisition and interrogation of communication 
data.  Automatic Number Plate Recognition ‘hits’ are also acknowledged and actioned from the 
Intelligence Officer role.  
 
Silver and Gold Commanders perform a 24 / 7 function and are contacted by the FIM when 
circumstances dictate.   
 
Within the PSC there is seating capacity for 98 Call Handlers / Dispatch Operators, designated 
positions for the Force Incident Manager and Team Supervisors, and back office space where the 
Senior Management Team are located.  The Senior Management Team comprise of Chief 
Superintendent, Superintendent and Chief Inspector supported by secretariat.  4 Inspectors who 
provide resilience to the FIM’s and oversee individual areas of responsibility throughout the overall 
departmental portfolio; and three additional supervisors overseeing Quality Assurance, Airwave and 
Training, and Rota Management. 
 
Call Data and Demand 
 
Between September 2012 – September 2013, the total number of 999 calls,101 calls and calls from 
Officers at Stations and scenes totalled 848,616.  Of the total number of calls 243,600 were received 
via 999, and 493,377 via 101. 
 
The maximum number of calls were received during the month of July, and the minimum number of 
calls were received during December.  On a weekly basis, the call demand has been broken down to 
establish that the highest volume of 999 calls are received on a Saturday, and the lowest number of 
999 calls are received on a Wednesday.  On a daily basis; the busiest hour is between 19.00-20.00 
hours and the hour with the least amount of calls received is between 05.00-06.00 hours.  
 
The 101 call demand has been analysed to reveal that the highest volume of calls are received on a 
Monday, and the least amount of calls are received on a Sunday.  The daily figures reveal that the 
peak time when 101 calls are received is between 16.00-17.00 hours and the least amount of calls 
are received between 05.00-06.00 hours. 
 
Trend Figures 
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Call data in relation to 999 calls received has been obtained over a 5 year period.  The amount of 
calls received has gradually declined year on year, whilst the percentage of calls answered within the 
target time has fluctuated around the 90% mark for the same period.  In total the amount of calls 
received has reduced from 253,869 to 195,697 (total reduction of 58,172 calls). 
 
The amount of calls received via 999 during 2008/2009 was 253,869 with 89.6% of those calls being 
answered within the target time.  For the same period 2009/2010 the number of calls received was 
31,910 less than the previous year, resulting in 221,959 calls received and 92.7% of those calls 
answered within the target time.  2010/2011 saw a reduction of 13,073 calls compared to the 
previous year with 208,886 calls being received in total and 91.2% being answered within the target 
time.  In 2011/2012, 203,015 calls were received which was 5871 fewer calls than the previous year.  
During this period, 90.2% of calls were answered within the target time.  Within the last year 
2012/2013 a further reduction of 7318 calls was seen, which resulted in 195,697 calls being received 
and 88.5% of calls being answered within the target time. 
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In relation to non emergency calls, the data is available from January 2012 to date.  The non 
emergency data includes calls received via 101 (English and Welsh option), but also includes calls 
received on the 390 line.  Calls received via the 390 line are calls presented to the switchboard 
where the operators triage the content of the call and determine that a response is necessary (be 
that either G1 or G2).  In essence a member of the public could ring SWP switchboard when in-fact 
they have a 999 emergency need. 
 
This data has only been available since April 2012. 
 
Calls received via this method are included in the ‘non emergency calls received’ as although by 
identifying the 390 line, there is no means (from the call data) of identifying whether the call was an 
emergency or not. 
 

 
 
From January 2012 – date (when non emergency call data is available), the number of non 
emergency calls received have remained reasonably static.  Over this 22 month period, 16 months 
saw the amount of calls ranging between 35,000 – 40,000 calls, 5 months saw the amount of calls 
exceed 40,000 calls (the highest number being 44,082 received in July 2013), and the remaining 1 
month saw the lowest amount of calls received in December 2012 where 33,814 calls were received.  
As indicated in the previous paragraph, non emergency calls include 390 calls with effect from April 
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2012, and at any one time do not account for more than 2904 calls (this being December 2012 when 
call volume was at its lowest point). 
 
Call data response detail (caution to be exercised when evaluating this information) 
 
There is currently no analytical tool available to retrospectively show what response was given to 
the 848,616 calls that were received between 01/09/2012 and 31/08/2013.  The data that can be 
obtained shows the number of niche occurrences and the response grading allocated to that 
occurrence.  The current IT systems do not flow ‘end to end’ to show ‘telephone call – NSPIS – NICHE 
– Conclusion’ as there are numerous points where the chain can be broken.  There are occasions 
where an NSPIS incident will not go to NICHE and vice versa, likewise not every telephone call will 
result in an incident being created (duplicate calls/Officer calls/updates between emergency services 
etc.).  Therefore, the amount of calls received, exceeds by fare the amount of data available to 
illustrate response types.  The below details provides the number of NICHE occurrences for the 
reporting period and the response grade that was given to those occurrences.  
 
 
 

All Occurrences - Grade by Month 

 G1 G2 G3 G4 
No 
Grade 

Grand 
Total 

1st September - 31st August 
2013 

100,504 130,288 112,396 66,788 258 410,234 

 
A full breakdown of the occurrences on a month by month basis, method of reporting, source of 
reporting and response type is available on request. 
 
Performance indicators 

  
There are qualitative and quantitative performance indicators which are measured in respect of call 
handling.  The target set for number of 999 and 101 calls to be answered is 98%, with 90% of 999 
calls to be answered within 10 seconds, and 90% of 101 calls to be answered within 40 seconds.  The 
results are monitored, displayed on a daily dashboard and scrutinised at a monthly performance 
meeting. 
 
The Supervisors on each of the teams conduct individual performance monitoring for selected 
categories of calls for each of their members of staff.  The monitoring ensures compliance with 
National Standards and measures the quality of call taking against a marking critique. 

 
Staff 

 
Organisational Structure  

 
The department is comprised of: 
Chief Superintendent  
Superintendent  
Chief Inspector 
Inspector x 9 
Room Manager x 3 
Sergeant x 2 
Police Staff Supervisor x 20 
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Deputy team leader x 13 
Police Constables x 18 
Police Constables (non-established) x 17 
Secretary x 1 
Police Staff PSC (including Switchboard) 344 

 
Staff Costs 

 

 The average staff cost for a scale 5 member of police staff for the financial year April 2012 / 
2013 was £36,607; 

 The average staff cost for a scale 5 member of Police staff for the financial year 2013/2014 
includes a 1% pay award with effect from September 2013 is £36,867; 

 The total departmental staff costs (not including SMT) for the financial year April 2012 / 
2013 were £12,574,000; 

 The total departmental staff costs for the financial year April 2013 / 2014 are forecast at 
£12,672,000. 

 
Therefore to calculate this on a September to September basis, a calculation has been approximated to 
£12,615,000. 
 
Staff Profile – length of service / retirement age 
  
Establishment data has been obtained which reveals that there are 8 members of staff who are over 60 
years of age; 19 members of staff are aged between 55 and 60, and 60 members of staff are aged between 
50 and 55.  
 
The pensionable service data has been examined and 45 members of staff have between 20 and 25 years 
pensionable service; 34 members of staff have between 25 and 30 years pensionable service; 11 members of 
staff have between 30 and 35 years pensionable service and there are 7 members of staff with more than 35 
years pensionable service. 
 
Shift patterns 
  
The majority of staff work a six on / four off cycle.  The six shifts on comprise 2 x mornings 07.00-15.00, 2 x 
afternoons 14.00- 00.00, and 2 x nights 21.00-07.00.  The cross over allows for staff briefing, handover and 
provision for manoeuvrability of shifts to meet call demand.  There are flexible working agreements in place 
and this offers part time hours for 76 members of staff. 
 
Information Technology Systems 
  
Current Systems utilised in the PSC 
  

Command and Control 
 

 NSPIS (Capita) Command and Control for creation, allocation and monitoring of live time 
incidents. 

 NICHE Record Management System, for crime and occurrence management, and up to date 
intelligence functionality (also utilised for custody records and case file preparation). 

 NSPIS is due to be replaced in the first quarter of 2014 by Control Works and should be 
implemented within 6 months of being installed.  
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 The National Land and Property Gazetteer (NLPG) has been updated and installed on NICHE 
and will be accessible with the Control works system, when implemented.   

Telephony/Call Management 
 

 Siemens Openscape Pro centre – telephony/call monitoring and  management system.  

 DS 3000 – Integrated Communications Control System – radio dispatch and  outgoing 
telephony function.  

 Red Box - telephony and airwave recording system. 

 QMax – resource management tool. 
  
Other systems 

 

 Northgate XC mapping 

 iR3+ mapping system  

 Joint Firearms Unit mapping System 

 CCTV from all local authority areas 
  

There are no joint contracts or shared procurement systems, however, collaboration has recently 
taken place with Gwent Police who are now utilising NICHE in partnership with South Wales Police.  
 
There are no contracts that are due to conclude in the near future, the end of support agreement 
with Capita is scheduled for 2020. 
 

1.4 Combined Resources 
 
Performance 

 
The Fire Controls and Police Public Service Centre primary functions are to:- 
 

 Receive calls from the public requesting emergency (999) and non emergency assistance 
(112 &101), 

 Undertake an initial assessment to determine the appropriate level of response, 

 Mobilise resources and dispatch Officers, 

 Coordinate and manage incidents, 

 Provide prevention and protection support activities to the public and the relevant 
Emergency Service, 

 Maintain appropriate ICT systems such as Airwave and Incident Management software. 
 

Whilst it would be interesting to explore how often the Police and Fire Service attend the same 
incidents, it is not possible to identify as the data is not routinely recorded and the 3 Services are not 
co-terminus.  

  
In the last 5 years the trend of emergency calls (excluding 101 calls) across all 3 Services has reduced 
by an average of 21% however, internal administrative and support calls have increased by an 
average of 40%.  The reason for the reduction in emergency calls has not been investigated. 

 
This suggests the nature of the calls and therefore the service required by the public is changing.  
The proposed merger and relocation would provide an opportunity to create new and improved 
services to the public requesting action from the Police and Fire Services.  
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Staff 
 

The current Fire Control and Public Service Centre establishment of the 3 Services are 441 FTE with 
salary costs (inclusive of on costs) estimated at £15.5 m for 2013/14. 

 

 SWP MWWFRS SWFRS 

Management Team 12 4 4 

Supervisory Managers 38 9 9* 

Call Handling Staff 309 21 32 

Call Handling Officers 18** 0 0 

Admin / secretary 1  1 

TOTAL 378 34 46 

    

Total Cost £12.6 m £1.2 m £1.7 m 

*Excludes 4 staff who may be taking a voluntary early retirement / redundancy package 31/03/14 
 ** Excludes 17 staff who are currently occupying non established posts 
 

 
The salary scale for the FRS’s is nationally agreed, however, there is a different salary scale for SWP 
staff.  This is not seen as an issue for merging the 2 Fire Control functions but may become an issue 
as Police and Fire staff begin to integrate their activities once co-located. 

 
The shift patterns between MWWFRs and SWFRS are similar, with 4 Watches covering a 9 or 9.5 
hour day shift and 15 or 14.5 hour night shift supplemented by flexible Watch(es) covering busy 
periods. The shift pattern consists of DDNN followed by 4 rota days creating an 8 day cycle. 

 
SWP shift patterns are different with 5 watches covering 3 overlapping shifts – 8 hour morning shift, 
10 hour afternoon and night shifts. The shift pattern is also supplemented with flexible working 
arrangements to cover busy periods.  The shift pattern consists of MMAANN followed by 4 rota days 
creating a 10 day cycle. 

 
ICT Systems 
 
 There are a number of common systems across all three Services these include:- 
 

 Airwave, 

 Command & Control, 

 ICCS. 
 

Buildings 
 
The Police Public Service Centre is located on the middle floor of a 3 storey building at the Police 
Headquarters site at Bridgend.  The scope of the project indicates that the Fire Service could relocate 
to this site either on the same floor, a floor above or a new building adjoining the PSC. 

 
SWFRS Control is located in a building at the Pontyclun site which is owned by SWFRS.  The premises 
related expenses are £68k per annum which includes utilities and maintenance contracts.  
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Summary 

 
The MWWFRS and SWFRS Control activities are sufficiently similar to be able to merge the teams, 
whilst there may be differences in the preventative and administrative activities these could be 
discussed to establish organisational expectations of the Fire Control function.  If this Project is 
agreed it presents the opportunity to review and redesign the key Fire Control activities to meet and 
improve current and future anticipated caller requirements alongside other stakeholder needs. 

 
The MWWFRS and SWFRS ICT systems are broadly similar. Over time single ICT contracts can be 
achieved. 

 
The relocation of MWWFRS and SWFRS Control functions in SWP Headquarters site will require 
breaking a lease with Dyfed-Powys Police and finding an alternative use for Pontyclun.  This Business 
Case recognises that there is the potential for some staff from MWWFRS and SWFRS to have 
increased travel time.  The costs associated with this will be subject to negotiations with the relevant 
Trade Unions. 

  

Note – a paragraph has been redacted from this point, as it’s disclosure is exempt under 

the Freedom of Information Act 2000. The following exemptions apply: 

S24 – National Security 

S38 – Health & Safety 
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2 Strategic Functionality of Joint Control 
 

This Business Case Study has provided an ideal opportunity to consider the strategic functionality of 
a Fire and Rescue Control Centre, taking cognisance of current practices and wider customer service 
opportunities.  

 
Response 

 
MWWFRS and SWFRS’s jointly handle 60,000 emergency (999) calls each year (2012/13), although 
both Services continue to see a year on year reduction in 999 calls.  This level of service remains at 
the forefront of provided services and Section 3.1 provides an outline of the numbers of staff 
required following a demand lead staffing arrangement.   

 
Incident Management 

 
Large-scale incidents are rare across both Services, however, it has been established that suitably 
trained Fire Control staff have an invaluable part to play in the effectiveness of the Emergency 
Coordination Centre for Wales (ECCW) or Gold (SCC) should they be called.  

 
In addition, following recent incidents it has been recognised that Fire Control staff skills can be 
greater utilised at remote Silver locations for supporting logistics and interaction between Gold and 
Service Fire Control Centres.  

 
At present SWFRS do not dispatch Fire Control staff to crew their mobile Control Unit (Bronze) 
whereas MWWFRS do, although this commitment has not been factored into the current staffing 
levels.  It has been established that suitably trained Crews (Crews where the Fire Control units are 
based) will have sufficient levels of skill to provide the command support function required at 
Bronze level and hence it is proposed to follow the current SWFRS approach. 
 
Prevention and Protection 

 
This review has provided the opportunity to recognise the additional benefits that a combined Fire 
Control Centre could provide in terms of prevention and protection work.  Both FRSs are committed 
to delivering Home Fire Safety Checks (HFSCs) as well as a wide range of other community safety 
initiatives.  Most notably is the delivery against the all Wales Arson Reduction Strategy.  Both FRSs 
currently carry out the telecommunications aspects of these activities slightly differently utilising 
some Fire Control staff in addition to using ‘other’ resources available, a dedicated HFSC Call Centre 
is one example.  Expanding the part that Fire Control plays with regards to community safety work 
has the potential to release efficiencies within other departments, in addition to providing a staff 
resilience to the central emergency call handling taking full account of staffing levels being tuned 
into service demand levels. 

 
 

Service Support 
 

Service Fire Controls provide a 24/7 telecommunications and information intelligence hub that can 
receive Service wide information relating to Service support arrangements and action such 
information in accordance with Service Policies.  
 
Aspects of Service Support that a Control Centre can fully provide is as follows:- 
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 Vehicle accidents and defects, 

 Buildings, 

 Staff Sickness, 

 Operational Rota Changes, 

 On – Call appliance crewing, 

 Fire Station resilience crewing arrangements, 

 Airwave Management, 

 Press/Media, 

 Data Management. 
 
Police Interoperability 
 
Providing a FRS delivery model which would dovetail the Police model provides greater 
opportunities other than direct emergency call handling and sharing of operational intelligence.  For 
example, all three Services currently operate a Social Media Policy providing greater contact with the 
public.  This ‘new’ way of keeping in touch with a large public audience can be greater enhanced 
through a combined Social Media Strategy. 
 
In summary, a new Customer Service Centre could emerge through this initiative. Emergency 
response would form the heart of the functionality with a wider function being introduced to 
support both external (the public) and internal (FRS) customers alike.  A new Customer Service 
Centre would provide collective staff resilience to support peak demand and seasonal emergency 
conditions e.g. flooding and wildfires, whilst also releasing wider efficiencies from other FRS 
departments. 
 

Fire and Rescue Service Customer Service Centre 
 
 
 
 
 
 
 
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

Prevention 
Protection 

Service  
Support 

Emergency 
Response 
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3. Resource Requirements 

This Section relates to the Fire Service only, staffing within the Police will remain unchanged. 
 

3.1 Staff and Management 
 

Current Crewing Model 
 
If the current crewing models in MWWFRS and SWFRS were lifted and replicated in their current 
format the salary budget would be £2.9 m excluding bank holiday and overtime costs. 

 

Rank FTE Number Salary & Oncosts Total 

Group Manager B (Control) 1.20 2.00 £65,800.00 £131,600.00 

Station Manager A (Control) 1.20 6.00 £52,666.00 £315,996.00 

Watch Manager (Control) 1.00 10.00 £38,162.00 £381,620.00 

Crew Manager  (Control) 1.00 9.00 £36,306.00 £326,754.00 

Firefighter (Control) 1.00 53.00 £32,669.00 £1,731,457.00 

Support Staff 1.00 1.00 £21,273.00 £21,273.00 

  81.00 TOTAL £2,908,700.00 

 
(In both Services there are Control staff who are currently based or seconded to roles outside the 
Control structures and are not included above). 

 
Proposed Crewing Model – Emergency Response, Protection / Prevention & Service Support 
Activities 
 
Using the notable practice from the West Yorkshire model (details are available on request) and the 
Fire and Rescue Service Centre model indicated in Section 2.   

 

Rank FTE Number 
Salary & 
Oncosts Total 

Group Manager B (Control) 1.20 1.00 £65,800.00 £65,800.00 

Station Manager A (Control) 1.20 4.00 £52,666.00 £210,664.00 

Watch Manager (Control) 1.00 7.00 £38,162.00 £267,134.00 

Crew Manager  (Control) 1.00 14.00 £36,306.00 £508,284.00 

Firefighter (Control) 1.00 32.00 £32,669.00 £1,045,408.00 

Support Staff (up to Grade 9 
£26,539) 1.00 2.00 £32,112.00 £64,224.00 

  60.00 TOTAL £2,161,514.00 

 
This model provides the flexibility to allow the Fire Control function to continue providing a wide 
range of services to the public, internally to support other departments and to become more self-
sufficient in terms of managing Fire Control specific ICT systems once they are located at SWP 
Headquarters site.  The proposed model may release efficiencies in other teams. 

 
It has been assumed that demand based crewing would be implemented as whilst there is a general 
downward trend in emergency calls to Fire Control there are peaks of activity relating to seasonal 
influences (grass fires and flooding). The Crewing arrangements should be sufficiently flexible to 
respond to seasonal peaks as well as changes in the services required by the public.   
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Table: Summary of Potential Savings  
 

Crewing Models Cost 
Reduction in 
Salary Budget 

Reduction in 
Posts 

Costs Incurred 
Elsewhere 

Current Crewing /Baseline £2,908,700.00 Nil Nil 
 
Nil 

Proposed Crewing Model 
Response, prevention/ 
prevention & service 
support £2,161,514.00 £747,186.00 21 

 
Nil 

 
The proposed crewing model has not been expressed in the traditional 4 Watch structure.  It is 
anticipated there will be changes in the number of posts within each rank once further investigation 
provides clarity on the roles and total staff numbers, but would endeavour to work within the salary 
budgets indicated.   
 
An Equality Risk Assessment has been completed to identify the range of issues which may impact 
on the affected teams and is available on request. 

 
Please see Section 5.3 Human Resource Management and Trade Union Relations for options on 
managing the reduction in posts.  
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3.2 ICT Considerations and Options 
 

Overview 
 
Consideration should be given to the benefits of having Police and Fire operating within the same 
shared floor space and also look at shared back office ICT systems.  For further details see Section 4  
 
In considering the ICT Implications and options all costs included are for budgetary purposes only 
due to the timescales involved in producing this Business Case. 
 
Where these costs are provided by suppliers or manufacturers they should be considered as 
commercial in confidence. 
 
The key systems of Fire Control are:- 
 
1. Command & Control System, 
2. Integrated Communications Control System (ICCS) Equipment, 
3. Airwave Equipment, 
4. Mobile Data Systems – gateway and connectivity, 
5. File and Print services (local), 
6. Infrastructure required at South Wales Police to support a Fire Control Room, 
7. Support, 
8. Respective FRS Back Office Systems. 
 
 
Command & Control System 
 
Therefore within this Project we have these considerations:- 
 

 

 
 

Integrated Communications Control System (ICCS) and Airwave Equipment 
 

 
 

Mobile Data Systems – gateway and connectivity 

 
 

 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 
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File & Print Services 
 

 

 
 
 Respective FRS Back Office Systems 
 

 
 

Infrastructure at South Wales Police 
 

 
 
Support 

 

 
Summary of Technical Solution 

 

 
 
 
 
 
 
 
 
 
 
 
 
 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 
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Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 
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Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 
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3.3 Building and Space Requirements 
 
This section of the Business Case presents the estimated cost of the changes to the Police 
accommodation and outlines the key operational benefits of having SWP and FRS Control Teams 
working in close proximity.  SWP own the building and therefore there are no rental implications for 
the current occupancy of the building.  
 
As the building has only been occupied for one year, changes in usage of utilities are still occurring 
and therefore the Force Standard of £9 per square foot for rental and £9 per square foot for service 
charges, which includes utilities and rates (total £18 per square foot) has been adopted to estimate 
the current running costs of the PSC. Based on the current 400m2 of property, the annual revenue 
cost is estimated as £116,100. 
 
 
Cost of New Build on Top of PSC Support Building  

 
CAPITAL COSTS: 
 

 
 
The building is owned by SWP and as such there would be a requirement to establish a formal 
‘Heads of Terms’ followed by a ‘Lease’ between SWP and the FRS to cover all legal aspects of this 
collaboration. 

 
These costs are indicative based on desk based research and previous projects and have been 
submitted for analysis and information purposes only.  Therefore at the start of the project a full 
costing exercise would need to be undertaken, in compliance with South Wales Police Procurement 
requirements.  To date a large number of assumptions have had to be made to arrive at these 
figures. 
 
Operational Benefits of Collocation 
 
The ‘new build on top of PSC support building’ and would in effect be a same level extension to the 
current fast time side of the PSC.  This would provide a cohesive working arrangement between the 
SWP Force Incident Manager and Supervisors with equivalent colleagues from the Fire Service.  
Dispatch transmissions and the majority (although not entirely) of 999 calls would be received from 
within close proximity of both Emergency Services.  Whilst SWP are endeavouring to have multi-
skilled call takers, the majority of emergency call work is undertaken at this side of the room where 
the Supervisor and FIM are readily accessible. 

 

  

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 
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3.4 Cost Implications 
 

The following table identifies the estimated costs for each of the Project streams:-  

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

 

However, some information in relation on ongoing project costs may be available upon request 

 

 



NOT PROTECTIVELY MARKED 

  

4 Efficiency and Effectiveness 
 

It should be noted that the following assumptions have been used in developing efficiency and effectiveness 
gains: 

 

 It is anticipated that savings will not start to accrue before 2016, 

 Owing to contractual obligations, some savings could mature later than 2018, 

 A number of investments must be made in terms of building, technology and resources in 
order to deliver the required outcome, 

 Each organisation will need to make their own transition arrangements with regards to 
resources, 

 Efficiency and Effectiveness of the introduction of DEIT not included. 
 

Fire and Rescue Service Control 
 
The proposal outlines three functions that could be carried out by the FRS element of the Joint Command 
Centre.  Those functions are namely Emergency Response, Prevention Protection and Service Support.  
Three options are outlined as: 

 

 Emergency Response, 

 Emergency Response and Prevention Protection, 

 Emergency Response, Prevention Protection and Service Support. 
 
 
Proposed Strategic Model -  Response, Prevention Protection and Support 

 
The transformation of the FRS Fire Control into a Fire Service Contact Centre, sharing a common 
management platform with Police colleagues where there are no physical barriers.  This new contact centre 
would not only deal with emergency incident management but also support the Fire Service in prevention 
protection singularly or in collaboration with Police colleagues, the 24/7 nature of emergency response 
dovetails well with the requirement for the two FRS’s support function.  This model will mirror Police 
Contact Centre work. 

 

 
 

Benefit 
Area 

Basis for 
Measurement 

Description Total Value Type Dependencies 

    Cash releasing 
on an annual 
basis 

Testing of 
resourcing 
model. 
 

 
Fire and Rescue Service ICT 
 
ICT systems – The three emergency Services involved in this Business Case currently rely on independent 
critical control systems with some links for resilience purpose.  Communications is provided through a 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Section 38 – Health & Safety 
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national contract known as Airwave but in disparate ways.  This contract is being replaced by the ESMCP 
Programme with a national contract between 2012-2016.  Both FRS’s use the same Command & Control 
System and data gateways which are also the systems of choice for NWFRS who shares reciprocal 
arrangements with regards to resilience.  The three FRS’s also lease the same ICCS a Capita DS2000 capable 
of diverse call routing through the Airwave contract.  SWP independently procure a Capital DS300.  SWP 
provide resilience call handling to both Gwent and Dyfed Powys Police.  There is the potential for significant 
savings to be made within this area of collaboration, particularly with regards to sharing of ICCS and ESMCP 
infrastructure.   

 
Shared platforms will lead to a reduction in duplication and maintenance whilst maintaining or improving 
the resilience capability.  The opportunity to deliver tangible cash savings will mature when the ESMCP 
contract delivers to a joint service control, there may in the interim be opportunities to reduce Airwave 
costs, though this will rely on the contract holders negotiating these changes whilst that contract is being 
extended. 
 
A proposed technical solution roadmap that builds on the work undertaken by theNIC and provides a 
strategic direction is detailed below: 
 
Command & Control - Install a new/upgraded single Command & Control system within Wales FRS but 
distributed across the two geographic locations of North Wales and South Wales (SWP HQ) to provide 
system resilience.  

 

 
 
 

Benefit 
Area 

Basis for 
Measurement 

Description Total 
Value 

Type Dependencies 

    Increased 
resilience 
and 
sustainability 

 

    Cash 
releasing or 
additional 
capacity 

 

 
Mobile Data Solution –  
 

Benefit Area Basis for 
Measurement 

Description Total 
Value 

Type Dependencies 

ICT  Reduction in 
number of 
systems 

Migrate 
from 3 to 2 
gateways 

Pre-
planned 
activity - 
no 
financial 
benefit 

Increased 
resilience & 
Sustainability 

 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Section 38 – Health & Safety 
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ICT    Cash 
releasing or 
additional 
capacity 

Subject to full 
review 

 
ICCS Network Connectivity - Use SWP ICCS to provide the telephony then add capacity to SWP airwave 
equipment by reusing existing FRS airwave equipment this would allow implementation with minimal effect 
on FRS operational use.  When the Airwave contract is renewed both Services could look at a replacement 
together which would allow time to consider correct capacity. 

 

 
 

Benefit Area Basis for 
Measurement 

Description Total 
Value 

Type Dependencies 

ICT Reduction in 
number of 
Airwave SAN 
G Systems 

Migrate from 
2 SAN G to 
Police owned 
Infrastructure 

Please 
see 
document 
produced 
by 
Firelink 
Circa 
£300K + 
PA 

Cash 
releasing  

Dependant on 
Airwave’s 
commercial 
strategy 

ICT Network 
Connection to 
one site 
instead of 
three 

ESMCP 
delivery to 
SWP negating 
the need to 
procure 2 x 
ICCS 

Nil* Cash 
releasing 
and 
increased 
sustainability 

Early dialogue 
with ESMCP 

*There will be a cost to put the ICT specification which will be resourced from the FRSs 
 

Building 
 

 
 

Benefit Area Basis for 
Measurement 

Description Total Value Type Dependencies 

Building Occupy one 
building 
instead of 
three 

Reduce the 
overall 
charge for 
C&C 
buildings 

£100,00.00 
 

Cash 
releasing  

Dependant on 
contract end 
clause for 
M&WWFRS 
and  site re-
use 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 43 – Commercial Interests 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 24 – National Security 
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Building    Increased 
resilience 

 

 
Joint Service Benefits 
 
Whilst there are a number of collaborative ventures which have proved onerous to deliver, the 
overwhelming evidence is that collaboration across and joint working indicate that there is an increased 
trust level amongst the Services, improved working relationship and a better understanding of each other’s 
business.  
 

Benefit Area Basis for 
Measurement 

Description Total 
Value 

Type Dependencies 

Joint Service Joint Risk 
Managed 
Response 

Better 
deployment 
of resources, 
improving 
Health and 
Safety  

 Safety 
Improvement 

 

Joint Service Joint Risk 
Managed 
Response 

Reduction in 
abortive 
journeys and 
unnecessary 
deployment 

 Non Cash 
releasing 

 

Joint Service Collaborative  
service 
delivery for 
our citizens 

Better citizen 
response 
when dealing 
with multi 
agency event 

 Non Cash 
Releasing 

 

Joint Service Managing 
demand 
collaboratively 

Simultaneous 
or peak 
demand can 
be managed 
collaboratively 
with better 
citizen 
outcomes 

 Non Cash 
Releasing 

 

Joint Service Common 
Operating 
Picture 

The ability to 
maintain a 
better 
Common 
Operating 
Picture 

 Non Cash 
Releasing  

 

Joint Service Information 
Sharing 

Improved 
information 
sharing 
leading to 
better 
outcomes 

 Non Cash 
Releasing 

 

Joint Service Intelligence 
Sharing  

Improve 
ability to 
share 

 Non Cash 
Releasing 
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intelligence 
and plan 
jointly for 
both 
spontaneous 
and pre-
planned 
events 

Joint Service ASB 
monitoring 

Better 
monitoring of 
Anti-social 
behaviour and 
low level 
crime 

 Non Cash 
Releasing 

 

Joint Service Social Media Collaborative 
approach to 
managing 
social media 
(real time) 

 Non Cash 
Saving 

 

Joint Service CCTV Better access 
to CCTV by 
FRS 

 Non Cash 
Saving 

 

Joint Service Briefings Regular 
briefings 
between 
services 
improving 
outcomes 

 Non Cash 
Saving 

 

Joint Service Training Optimising 
the 
opportunity 
for joint 
training 

 Non Cash 
Saving 

 

Joint Service GIS Sharing spatial 
information 
improving 
Common 
Operating 
Picture 

 Non Cash 
Saving 

 

 
The key benefits of such a scheme centered on improved communications and co-ordination during multi-
agency incidents, with the objective of improving response and service delivery and thereby increasing the 
potential for reducing loss to life, limb or property. 
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5 Business Case Considerations 

5.1 Governance Arrangements 
 
Shared Service Arrangements 

 
The preferred shared service model for this project is a public / public joint service, where each partner in 
the shared service has equal status. 
 
It is anticipated series of shared service agreements between the 4 key partners (MWWFRS, SWFRS, NWFRS 
and SWP) will be negotiated before any significant costs are incurred.  These shared service arrangements 
will relate to the:- 

 

 Merger of the 2 x Fire Controls – M&WWFRS & SWFRS 

 Buildings and back office ICT systems - M&WWFRS, SWFRS & SWP 

 Command & Control System - M&WWFRS, SWFRS & NWFRS 
 
Whilst it is common place for public bodies to have a Memorandum of Understanding (MOU) it is not legally 
binding.  Because of the complexities of this proposal and possible future stages of collaboration a MOU may 
not be sufficient to protect all parties. 
 
The advantage of using a joint shared services agreements is that this is relatively quick to put in place and at 
this stage will not require formal transfers of assets, employees, etc.  This means there will not be TUPE or 
pensions issues to consider.   
 
When other public sector partners wish to join the shared service arrangement a ‘trading company’ or 
‘consortium’ should be incorporated at a later date subject to the powers of the FRSs to establish new 
bodies.  The development of shared services can thus proceed organically by stages. 
 
The shared service agreements would cover areas such as:-  

 

 The specification of services – Currently there are differences between the  activities of each 
Fire Control team and should reflect the proposed/agreed  Control model (outlined in Section 
2). 
 

 Governance structure - joint committee board structure, limits of the joint committee’s delegated 
authority, method of resolving disputes/differences,  complaint handling from the public. 
 

 Assets – agreement on who contributes what in terms of:- 
 

 Budgets  

 Office equipment – repair / replacement going forward, 

 Fleet and lease vehicles – for Control Management Team, 

 Insurance & indemnities. 
 

 Support functions – agreement on which service provides support on the following:- 
 

 HR, 

 ICT – support, 

 Procurement  

 Fleet & Engineering – Services / repairing lease vehicles, 
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 Knowledge / information management & information sharing with 3rd parties, 

 Health & Safety. 
 

 Contract Management – all ICT & other contracts reviewed to ensure the goods / services can be 
used by the new merged Control. 
 

 HR issues – Whilst the staff would be employed by the original FRS, there are likely to be differences 
in terms & conditions, shift patterns, sleeping arrangements etc. Experience of multi-agency projects 
indicates the ‘soft’ issues like sleeping arrangements, catering facilities cause the greatest 
 problems and therefore should have early consideration to gain buy-in from  affected 
staff. 
 

 Exit procedure – this will be important if there is a requirement to extend the shared service with 
other emergency Services.  The shared service  agreement could be for a fixed term with the option 
to extend or rolling  contract – this would allow the new partners to create a ‘trading company’ 
or ‘consortium’. 

 
Property Arrangements 

 
An extension is required to the SWP site – this should be a lease agreement as we would not own the ground 
floor.  The length of the lease should be a long period.  As an asset the building and lease would be of low 
value because of the location, access and use constraints. 
 
The lease and the shared service agreements are set up to be interdependent for exit arrangement 
purposes.  
 

5.2 Operational Resilience 
 

Background 
  
The All Wales Resilience System was implemented in 2011 to provide a framework for the Welsh FRS Fire 
Control Rooms to support and enhance resilience and utilise the most efficient method of receiving and 
processing emergency calls, incident management and resource deployment across Wales.  A range of 
control measures are in place to support 5 levels of resilience including the activation of critical incident 
protocols, the prioritising of life risk calls, utilising refined call and incident handling procedures and the 
activation of resilience actuation levels.  All rely on inter service communications between Fire Control 
Supervisors and Managers. The protocol does not extend to the independent mobilising of each others 
resources unless logged into the Buddy operating systems and therefore each Fire Control only lists its own 
resources and those of its neighbouring FRSs within its home system, which apply under Section 13 and 16 of 
the Fire Service Act 2004. 

 
The Welsh solution uses a Home and Buddy Control system where each Fire Control is paired with a Buddy 
who will receive overflow emergency calls and also support the Home Control through the actuation levels 
from normal operating (Level 1) through to catastrophic events (Level 5), this is when the Buddy Control will 
assume command of all on-going events for the other FRS.  

 
MWWFRS act as Buddy for South, North act as Buddy for MWWFRS and South act as Buddy for NWFRS.   
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Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 24 – National Security 

 
In the event of a catastrophic event the Buddy Control could host the business of the Home Control in this 
manner. 

 
Differences in resource types, status, colours and procedures add extra burdens  when operating at Level 4 
and 5 especially where supervision maybe restricted.  The protocol relies on sufficient staff being available or 
recalled to occupy resilient positions in the short and longer term especially out of office hours when staffing 
levels are typically at a minimum.  The system relies on Fire Control Management being available to support 
supervisors when any aspect of the All Wales Resilience protocol is invoked, interservice communication is a 
vital element for success.  

 
Both overflow calls and support from a Buddy Control have been utilised in real time and have worked 
effectively with subsequent debriefs highlighting minimal learning points. 
  
Options 

 

 
 

It is anticipated the project team responsible for Key Task Area 5 will consider the following options 
 

Option 1 
 

 
 

Option 2 
 

 
 

Option 3 
 

Seek alternatives outside of Wales. 
 

Option 4 
 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 24 – National Security 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 24 – National Security 

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 24 – National Security 
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Key Task Area 5: Resilience will be tasked to deal with this issue.   
See Section 6 and Appendix A. 
 

5.3. Human Resource Management and Trade Union Relations 
 
As highlighted in Section 3.1, the key staffing benefits is to ensure that the FRS Control Centre is staffed 
based upon service demand with flexibility built into the arrangements to ‘roster on and off’ accordingly.  
This new approach will result in changes to working conditions and contractual arrangements with staff.  
This is in addition to relocation arrangements.  The new staffing numbers will inevitably result in less overall 
staff than both Services have at present.  As such consideration will need to be given how both two Services 
in effective reduced the head count this can be achieved in a number of ways: 
  

 Early retirements, 

 Voluntary redundancies, 

 Compulsory redundancies, 

 Natural wastage. 
  
All four options offer financial and timing issues that will have some effect on the Project time line should 
this proposal go ahead. 
  
All of the above human resource matters will require various levels of negotiation and consultation with the 
Trade Union, the primary one being the Fire Brigades Union (FBU) as staff working in both Fire Control 
Centres operate to the National Joint Council (NJC) Conditions of Service, ‘the grey book’.  
  
Due to the potential extensive time such negotiations will take it is recommended that such dialog with the 
FBU be commenced at the early stages of the Project.  This can be approached in a number of ways; 
however, consideration should be given to seeking early agreement with the FBU to form a joint services 
FBU negotiation team with the potential to utilize the FBU regional secretary.  In addition to the above it is 
anticipated that ongoing dialogue with all Representative Groups will be included as part of the Project 
Communication Strategy.   

  

Note – information has been redacted from this point, as it’s disclosure is exempt under the 

Freedom of Information Act 2000. The following exemptions apply: 

Section 24 – National Security 
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5.4 Operational Integration 
 
There are a number of significant differences in operational response and operational procedures in the two 
Fire Controls and a significant amount of work would need to be completed prior to the integration e.g. 
response to the M4. 

 
It is our intention to review key processes to highlight best practice and look at collaborative opportunities in 
response and support functions to include information sharing with SWP. 
 

 

5.5 Political Environment 
 
This Business Case and potential project should not go unsighted on the political backdrop within 
which it operates.  It should be noted that 2015 should see a UK National election with the next 
Welsh Government elections following in May 2016, finally with Local elections being held in 2017.  
Police & Crime Commissioners (PCC) were elected in 2012, which once again will result in a PCC 
election in 2016.  Although this Scoping Study and potential project that follows has no influence in 
the above political timetable, such changes in office may influence the project further downstream, 
for example; any staged grant funding arrangements. 

 
Both FRRs have combined Fire Authorities consisting of co-opted Councillors from each of the main 
constituent Authorities covered by the FRS’s.  As such Mid and West Wales Fire Authority may need 
to consider any agreed governance arrangements regarding having the Fire Control Centre 
operating outside the boundaries of the Fire Authority despite this fact having no operational 
bearing.  
 
FRSs are devolved to the Welsh Government (Labour), whilst the Police are governed by the Home 
Office and UK Government consideration would need to be taken into producing any Grant 
application from Welsh Government should this study move to the next stage.  
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5.6 Provision of Statutory Duty 
 

A FRS has a range of statutory duties in relation to its work and the way it undertakes that work.  
This Project must be undertaken to ensure, so far as is reasonably practicable, that SWFRS and 
MWWFRS’s continue to meet these obligations in law. 

 
The primary legislation which could be affected by this collaboration is the Fire and Rescue Services 
Act 2004.  This Act places several duties on a FRS but in relation to Fire Control the primary duties 
and powers which directly affect Fire Control are as listed below:- 
 
Section 7.(2) In making provision under subsection (1) a Fire and Rescue Authority must in 
particular –  

 
Secure the provision of the personnel, services and equipment necessary efficiently to meet all 
normal requirements, 

 
Secure the provision of training for personnel, 

 
(i) Make arrangements for dealing with calls for help and for  summoning 
personnel, 

 
(a) Make arrangements for obtaining information needed for the purpose  mentioned 

in subsection (1), 
 
(d) Make arrangements for ensuring that reasonable steps are taken to prevent or limit 

damage to property resulting from action taken for the purpose mentioned in 
subsection (1). 

 
Section 8. (2)  In making provision under subsection (1) a Fire and Rescue Authority must in 
particular – 
 
(a) Secure the provision of the personnel, services and equipment necessary efficiently 

to meet all normal requirements, 
 

(b) Secure the provision of training for personnel, 
 
(c) Make arrangements for dealing with calls for help and for summoning personnel, 

 
(d) Make arrangements for obtaining information needed for the    

  purpose mentioned in subsection (1), 
 
(e) Make arrangements for ensuring that reasonable steps are taken to prevent or limit 

damage to property resulting from action taken for the purpose mentioned in 
subsection (1). 

 
Section 11. Power to respond to other eventualities - 
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(1) A Fire and Rescue Authority may take any action it considers appropriate - 
 

(a) in response to an event or situation of a kind mentioned in subsection (2), 
(b) for the purpose of enabling action to be taken in response to such an event 

or situation. 
 
(2) The event or situation is one that causes or is likely to cause – 
 
 (a) one or more individuals to die, be injured or become ill, 
 (b) harm to the environment (including the life and health of plants and 

 animals). 
 

(3) The power conferred by subsection (1) includes power to secure the  provision 
of equipment, 
 
(4) The power conferred by subsection (1) may be exercised by an authority  outside as 
well as within the authority’s area. 

 
The risk of a failure to undertake a statutory duty as listed above will be minimised by 
ensuring the new Fire Control arrangements are as resilient as the existing ones by:- 
 

 Duplication and redundancy of equipment, 

 Back-up power supplies, 

 A high level of staff training and familiarisation, 

 Project teams made up of service staff who understand the importance of control, 

 The use of existing proven systems and standard operating procedures, 

 The control function also assists the FRS in meeting its obligations under the Civil 
Contingencies Act 2004 as a Category 1 Responder. 

 
The main areas for Fire Control are as follows:- 
 

 Put in place emergency plans, 

 Create business continuity plans to ensure that they can continue to  exercise 
critical functions in the event of an emergency, 

 Make information available to the public about civil protection matters,  and 
maintain arrangements to warn, inform and advise the public in the  event of an 
emergency, 

 Share information with other local responders to enhance co- ordination, 

 Co-operate with other local responders to enhance coordination and  efficiency. 
 

The risk of failure to undertake a duty as listed above will be minimised by the measures 
listed above.  In relation to the last two items i.e. sharing information and co-operation will 
be enhanced by the new arrangements. 

 
The Health and Safety at Work etc., Act 1974 places a statutory duty of care on all 
employees and visitors to FRS premises.  SWP have the same duty.  In this regard Risk 
Assessments for all areas occupied will have to be re-examined to ensure the risk is 
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maintained as low as reasonably practicable.  The Fire Control Room is in effect an office 
environment and therefore low risk. 

 
The Equalities Act 2010 prescribes protected characteristics.  These are 

 

 Age, 

 Disability, 

 Gender reassignment, 

 Marriage and civil partnership, 

 Pregnancy and maternity, 

 Race, 

 Religion or belief, 

 Sex, 

 Sexual orientation, 

 Language. 
 
An Equalities Impact Assessment must be undertaken as the new arrangements take shape 
to ensure staffs are not discriminated on any of the above grounds. 

 
The Welsh Language (Wales) Measure 2011 gives the Welsh language the same status as 
English in the principality.  As a public body the FRS must adhere to their Welsh Language 
Scheme and make arrangements to deal with telephone calls in the callers chosen language.  
Arrangements are in place at present for this to be achieved.  The new arrangements will 
enhance this aspect of service delivery as bilingual staff will be together.  The new 
arrangements will need to be identified in the annual Welsh Language Monitoring Report. 

 
The Local Government (Wales) Measure 2009 builds on the thinking behind the Welsh 
Performance Indicators (WPI) by expanding the definition of improvement, requiring Fire 
and Rescue Authorities to determine their own improvement objectives under 7 wide 
ranging headings:- 
 

 Making progress towards its strategic objectives, 

 Improving the quality of services, 

 Improving the availability of services, 

 Improving fairness by reducing inequality in accessing or benefiting from  services, or 
improving social wellbeing, 

 Exercising the functions in ways which contribute towards the  achievement of 
sustainable development, 

 Improving the efficiency of services and functions, 

 Innovation and change which contributes to any of the above  objectives. 
 
Fire and Rescue Authorities are required to consult on and publish their improvement objectives on 
an annual basis, and to report on their performance against these.  Reporting will include 
performance against statutory indicators and standards.  To this end the new arrangements will 
need to be taken into account. 
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The Measure also creates a general power for Authorities to collaborate tosecure improvement.  It 
is arguable that the new arrangements help all three authorities involved use this power to good 
effect. 

 
Complaints Procedure 
 
Each of the FRS’s has a complaints procedure for dealing with Fire Safety issues as identified as an 
objective in the Cabinet Office Enforcement Concordat.  This procedure is handled by the 
respective Fire Service Controls out of hours, both Services will need to review their current 
procedure for receiving complaints to ensure consistency of approach.  
 
Summary 
 
In summary both FRSs have a range of statutory duties the main of which are identified above.  The 
Services are well aware of these duties and ensure through a range of management functions that 
they deliver these duties in a competent manner.  This Project will ensure that nothing is done in 
the new arrangement which will cause a failure in continuing to deliver these duties. 
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5.7 Strategic Risk Considerations 
 

Should this Business Case be accepted and progressed into a full implementation Project, it would 
be considered essential that a detailed risk log is created and managed throughout the life of the 
Project.  However, at this early stage it has been considered prudent to consider a number of high-
level risks with a view of supporting future decisions pertaining to this work. 
 
The following are a number of risks that have been considered worthy of note in this Business Case: 
 

 Political direction and changes in the political framework have already been outlined in 
section 5.5 above, although such changes do present a level of risk. 
 

 Staff retention has in similar initiatives been a challenge during the early stages resulting in 
short term staff shortfalls. Staff perception is to ‘jump before they are pushed’. 
 

 Transitional Arrangements will be a high-risk operation to ensure service delivery (999 
service) is maintained.  
 

 Service resilience and continuity will form an essential aspect of work within the Project. 
Currently the three FRSs have excellent resilience arrangements, one of the key outcomes of 
the Project would need to ensure  that such a robust arrangement is assured.  
 

 IT security and Information management arrangements and data storage will need to be 
carefully considered to ensure such arrangements are not compromised from a Policing and 
FRS perspective.  
 

 Project Funding the Business Case has identified two potential funding streams both of 
which have a limited life span for applications.  This Business Case has highlighted some 
significant investment from all three Services which  would rely on external funding 
support unless the three Services consider self-funding.   
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6 Project Management 
 

If the proposal is agreed a Project Implementation Team will be required.  It is anticipated there will 
be dedicated resources from MWWFRS, SWFRS and SWP, with additional specialist support as and 
when required.  Early indications suggest a salary costs of the dedicated resources will be £115,000 
per annum with specialists undertaking activities alongside their existing workloads.  The salary 
costs for the Project Implementation Team could be financed through the funding opportunity 
outlined in Section 7. 
 
External advice may be required to scrutinise this Business Case to assist in identifying gaps and 
create a robust Project Implementation Plan. 
 
It is recommended that specialist advice would be required in a minimum of 2 areas:- 

 

 ICT provision 

 HR provision 
 
A review of procurement framework agreements for consultancy services has been undertaken 
with the following results 
 

Welsh Government 
Framework 

Technical Consultancy Services Framework Agreement  
 
This framework has single and multi specialist lots 
which may be appropriate for our needs 
 
Category 7 Project management and support services 
Lot 9 Multi-discipline – Development Services 
Lot11 Multi-discipline – Construction Services 

Government 
Procurement 
Service 

ConsultancyONE Framework 
 
This framework has single and multi specialist lots 
which may be appropriate for our needs 
 
Lot 1 Multi Specialism Programme Delivery (20 
suppliers) 
Lot 2.2 Organisational strategy (20 suppliers) 
Lot 2.3 Change management (20 suppliers) 
Lot 3.2 Human resource management (15 suppliers) 
Lot 3.4 Information and communications technology 
(16 suppliers) 
Lot 4.4 Economic analysis (10 suppliers) 

 
A mini tender process would be required to select the appropriate consultant specialists required to 
scrutinise and support the creation of a robust project implementation plan. 
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Project Governance Arrangements 
 

This Project is not only complex due to the wide scope of work required but due to the multi agency 
requirements and expectations that will inevitably evolve.  To provide ownership and direction on 
these matters a Project Board will be formed from the most Senior Officers of each Service.   
Due to its complexity and diversity, this project has been broken down into a series of Key Task 
Areas (KTA). Each KTA will in effect run as projects in their own right with overall leadership 
provided by a Project Leadership Group, appendix ‘B provides a diagrammatic outline of the overall 
project structure.  
It has been planned that this project will run from between 18 and 24 months to achieve its 
strategic objectives. It is however anticipated that the project will take a further three months to 
close down to ensure that all key lessons are captured and to be satisfied that all low level issues 
are captured through normal working arrangements.  
This project will operate to the working principles of good project management and each KTA will 
document the following as minimum: 

 Project timelines and key milestones (Gant Chart) 

 Decision Log 

 KTA Risk Log 

 Financial Management Log 

 Lessons Learned Log 
 

Project Board 
 

A Project offers wide strategic benefits for all agencies involved in addition to levels of risk as the 
Project progresses.  To ensure robust governance at strategic and political levels, a Project Board 
has been formed under the leadership of the Chief Fire Officer South Wales FRS.  The Board will 
consist of the Chief Officers/Executives of all agencies involved within the Project.  
The Board will be provided with progress reports and updates from the Senior Responsible Person 
(SRO). 

 
Strategic Project Leadership Group 

 
The Group will act as a decision making body to ensure the Project is given strong leadership and 
direction enabling the strategic objectives to be achieved.  
Under the leadership of the Senior Responsible Person (SRO) this Group will achieve the following 
key functions: 

 To monitor the performance of each Key Task Area (KTAs). 

 Coordinating each KTA milestone to ensure full project integration. 

 Manage all aspects of the transitional arrangements to ensure service delivery is not 
affected.   

 Provide advice and direction to each KTA team. 

 Monitor the strategic financial arrangements of the Project. 

 Maintain and manage identified strategic risks associated with the Project. 

 Provide progress reports to the Project Board and key stakeholders. 

 Manage all internal and external combined communication strategies. 

 To ensure that all legal and contractual arrangements required between each 
stakeholder are achieved.  
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 Act as a collective management negotiation body working with recognised Trade 
Unions on matters relating to conditions of service.   

 
The Group shall be formed of the following key functions: 
Senior Responsible Person (SRO) 
All Key Task Area Lead Officers 
Representative of the Financial Governance Group 
Project Coordinator 
Project Administrator 

 
Financial Governance 

 
With a complex multi agency Project it is essential that all aspects of financial management remain 
transparent and within financial legalisation.   
Supporting the Project Leadership Group is a Financial Governance team who under the leadership 
of the Senior Responsible Person (SRO) this Group will achieve the following key functions: 

 Monitor the financial (grant) process with Welsh Government. 

 Monitor the shared services expenditure set against the agreed service level 
agreements. 

 Provide a level of financial scrutiny to all aspects of procurement.  

 Instigate and maintain levels of financial management for the duration of the 
Project.  

 Report all aspects of financial matters to the Strategic Project leadership Group.  

 Provide financial monitoring with regards to any grant repayments in addition to 
cashable savings achieved projected by the Project. 

 
Key Task Area 1: Buildings 

 
The Feasibility Study report presented to the Project Board on the 11th December 2013 provided a 
number of options pertaining to increasing the building footprint that would accommodate a Fire 
Control team in addition to allow expansion for the Welsh Ambulance Service.  The Board agreed 
that the best option to ensure the Project was ‘future proof’ was to provide a new build (411m2), 
which would be constructed over the existing support building. 

 
Under the leadership of the Head of Estates for South Wales Police this Key Task Area will achieve 
the following strategic functions. 

 Produce a building tender specification that fits the functionality of all key 
stakeholders. 

 Manage a procurement process in line with legislation to establish a suitable 
Contractor for all building works. 

 Manage the building phase through to Contractor handover. 

 Manage the procurement and installation of workplace and welfare facilities to 
ensure the building is ready for staff occupation. 

 Performance manage all aspects of the KTA to ensure all milestones are delivered on 
time and within budget.  

 Provide update reports to the Strategic Project Leadership Group.  
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The group shall be formed of the following key functions: 
Head of Estates for South Wales Police (KTA Lead) 
Head of Service Control for South Wales Fire and Rescue Service 
Head of the Public Service Centre, South Wales Police 
Welsh Ambulance Lead Officer 
ICT Project Officer 

 
Key Task Area 2: Fire Control Staff 

 
The Feasibility Study report presented to the Project Board on the 11th December 2013 provided 
three options pertaining to levels of service delivery.  The Board support option 3 which will see a 
total of 21 staff posts being released from the joint Fire and Rescue Control Teams of Mid and West 
and South Wales FRSs.  
Under the leadership of the Head of Control Mid and West Wales FRS this Key Task Area will 
achieve the following strategic functions. 

 Develop and instigate a shift pattern that meets call demands and provides an 
effective and efficient use of resources. 

 Develop and instigate a management structure and work pattern that provides an 
effective and efficient use of resources. 

 Provide a platform for full communications and dialog with staff with a view of 
ensuring staff engagement. 

 Produce an agreed joint service staff integration plan and transitional arrangements. 

 Work closely with other key task areas to ensure the ‘people’ dimension is at the 
forefront of outcomes.  

 Performance manage all aspects of the KTA to ensure all milestones are delivered on 
time and within budget.  

 Provide update reports to the Strategic Project Leadership Group.  
 

The Group shall be formed of the following key functions: 
Head of Control Mid and West Wales FRS (KTA Lead) 
Head of Control for South Wales Fire and Rescue Service 
Head of Human Resources South Wales FRS 
Head of Human Resources Mid and West Wales FRS 
 
 
Key Task Area 3: Command and Control System 
 
The Feasibility Study Report presented to the Project Board on the 11th December 2013 provided a 
number of options pertaining to the future of a Fire and Rescue Service IT Command and Control 
system.  
It has been agreed that the Project would progress a single stand-alone FRS solution for Wales as 
this has been viewed as the best option to ‘future proof’ the mobilising arrangements for Wales.  
This brings North Wales Fire and Rescue Service into this aspect of the Project.  
Under the leadership of the Head of Control for South Wales FRS this Key Task Area will achieve 
the following strategic functions: 

 Produce a Command and Control IT tender specification that fits the functionality of 
all key stakeholders. 
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 Manage a procurement process in line with legislation to establish a suitable 
contractor. 

 Manage the installation; testing and training phases through to system go live. 

 Manage all aspects of IT decommissioning from Mid and West Wales and South 
Wales current sites.  

 Performance manage all aspects of the KTA to ensure all milestones are delivered on 
time and within budget.  

 Provide update reports to the Strategic Project Leadership Group.  
 
The Group shall be formed of the following key functions: 
Head of Control for South Wales FRS (KTA Lead) 
Head of Service Control for North Wales FRS 
Head of Service Control for Mid and West Wales FRS 
Head of ICT SWFRS 
ICT Project Officer 
 
Key Task Area 4: ICT Infrastructure 

 
The Feasibility Study has highlighted a number of collaborative ICT opportunities that span across 
all agencies concerned with this Project.  
Integrated communications and control systems (ICCS), Airwave and Telephony systems are 
examples whereby efficiencies can be gained in the short to medium term.   
Under the leadership of the Head of ICT for South Wales FRS this Key Task Area will achieve the 
following strategic functions. 

 Review all aspects of ICT infrastructure to ensure this project realises all efficiencies 
of multi agency collaboration. 

 Integrate all aspects of work with KTA 1 (buildings) and KTA 3 (Command and Control 
system). 

 Act on behalf of all agencies concerned with this project in relation to Airwave (or 
replacement), DEIT and other National arrangements as appropriate.   

 Performance manage all aspects of the KTA to ensure all milestones are delivered on 
time and within budget.  

 Provide update reports to the Strategic Project Leadership Group.  
 
The Group shall be formed of the following key functions: 
Head of ICT for South Wales FRS (KTA Lead) 
Head of ICT SWFRS 
Head of Estates SWP 
JESG Lead Officer 
ICT Project Officer 
The above team has been formed to provide Senior Officer leadership and direction, it is expected 
that each Officer will direct additional staff to carryout work functions as deemed necessary. 
Key Task Area 5: Resilience 
The operational resilience between the three Welsh FRS has been recognised across the UK as 
notable practice.  This key task area under the leadership of the JESG Lead Officer will aim to match 
the current resilience excellence is assured for the future.  As such, this Key Task Area will achieve 
the following strategic functions. 
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 Develop a Command and Control resilience framework that fully supports the Welsh 
FRS in achieving their statutory duties. 

 Produce a building fall back protocol in the event of the Bridgend site becoming 
unusable. 

 Provide a FRS staff resilience framework that supports staff integration. 

 Develop a robust business continuity plan that captures all foreseeable risk to service 
delivery.  

 Performance manage all aspects of the KTA to ensure all milestones are delivered on 
time and within budget.  

 Provide update reports to the Strategic Project Leadership Group.  
 
The group shall be formed of the following key functions: 
JESG Lead Officer (KTA Lead) 
Head of Control SWFRS 
Head of Control NWFRS 
Head of Control MAWWFRS 
ICT Project Officer 

 
Key Task Area 6: Operational Assurance 
 
This Feasibility Study recognises the need to consider wider service delivery matters that may seem 
to fall outside of the service control project.  However, such work has been deemed an important 
aspect if this project is to achieve its desired levels of efficiencies across Wales.  This Project also 
recognises that other work streams driven by the National Issues Committee (NIC) have already 
been established.  As such, under the leadership of the NIC Project Manager (Key Collaborative 
Area 2), this Key Task Area will achieve the following strategic functions. 

 Produce an all Wales protocol for the gathering and recording of ‘sites of specific 
information (SSI). 

 Produce an all Wales pre-determined attendances (PDAs) to standard incident types. 

 Integration of working protocols and practices for combined fire control operations 

 Develop a pre and post-merger training strategy Integration of working protocols for 
operating and resourcing Gold and Silver level incidents.   

 
The Group shall be formed of the following key functions: 
 
NIC Project Manager (KTA Lead) 
NIC Operations Group 
NIC Control Strategy Group 

 
Project Staff Provision  

 
Appendix A provides an overview of the staffing requirements for this Project. This has been 
designed to reflect the scope of stakeholder’s involved. It has been agreed that their level of 
involvement will be factored into their normal workload through local prioritisation. However, It 
has been recognised that to ensure this project fulfils its objectives, this project will require the 
following dedicated resources: 
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Project Coordinator – Scale TBA 
 

This role will have the key responsibility for coordinating all key task areas to ensure each milestone 
is achieved within the designed sequence.  The role will also ensure that all Project documentation 
is maintained and progress reports are provided for key stakeholders. 
 
Project Administrator – Scale TBA 

 
This role will ensure that all aspects of administration for the Project are carried out.  
 
ICT Project Officer – Scale TBA 
Due to the scale and scope of ICT requirements of this Project, it has been identified that a 
dedicated resource will be required.  
Each of the above roles will be subject to confirmation of terms and conditions via completion of 
Job Description, Job Evaluation and selection process. 
Via a shared service agreement between Mid and West Wales FRS, South Wales FRS and South 
Wales Police, a budget shall be formed to ensure that all expenditure relating to the above posts 
will be generated for the duration of the project.  The budget shall be the responsibility of the SRO.   
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7 Funding Opportunities 
 
Whilst this Business Case, if agreed could go ahead without external funding, it seems prudent to 
consider all possible income streams. 

 
The objectives of this project are in line with Welsh Government and Central Government 
expectations in terms of increased blue light collaboration, improvements in effectiveness and 
efficiencies.  An initial search of funding opportunities has been made and there are 2 schemes 
which are worth consideration.  
 
Welsh Government Invest–to-Save Fund 

 
This is pump prime funding and available to Welsh Government funded public service organisations 
to support the implementation of projects which:- 

 

 Deliver improved public services, 

 Transform operational efficiency and generate significant cash releasing efficiency savings, 

 Encourage collaboration across organisations and administrative boundaries leading to 
measurable benefits for public service delivery. 

 
The funding is an investment stake and is an interest free loan repayable over a maximum of 4 
years (there may be a 1 year repayment holiday).  Bids are required for up to 75% of the 
implementation costs which are generally revenue based, though on occasions capital costs will be 
considered. 
 
If an application was made it would be either a joint bid from the FRS as the Police are not funded 
by the Welsh Government.  A meeting could be arranged with a representative from the Invest-to-
Save Unit to provide advice on putting together a strong bid. 
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8 Conclusions 
 

This Business Case set out to consider the service delivery and business benefits of merging 
MWWFRS and SWFRS Control Centres into a shared facility with SWP Control Centre in Bridgend.  
This detailed Business Case clearly shows that there are considerable financial and service delivery 
benefits to be gained albeit the need to invest in both building infrastructure and ICT systems.  

 
The Business Case has provided an opportunity to review the strategic functionality of a new Fire 
Control Centre and therefore consider the levels of staff required.  In addition, it has been fully 
recognised that an essential requisite for maximising efficiency would be to introduce a demand led 
staffing model and moving away from the traditional shift patterns.  Matters pertaining to staff 
conditions of service including transitional arrangements will clearly need to be carried out through 
negotiations with Trade Unions with a view of making the move as smooth as possible for our 
workforce.  
 
This Business Case presents the estimated costs for the proposed changes to SWP building.  Clearly 
these would need to be firmed up through a procurement process once the project direction has 
been set.  In essence, through structural changes, a joint FRS Fire Control Team and Management 
Support will easily be accommodated within the SWP site.  In addition, opportunities will exist for 
additional space to be available for Welsh Ambulance Service Trust (WAST) Central and West 999 
Call Handling Team should it be required. 
 
The three FRSs within Wales have operated on the same Command & Control System, Vision 
produced by Fortek, now part of Capita.  The levels of interoperability and resilience within Wales 
has been sighted nationally as notable practice and more importantly, works extremely well for 
service delivery.  As such this Business Case sets out a number of options but indicates significant 
benefits of moving to one single system for Wales Fire, reducing costs and improving 
interoperability.  However, it has also been noted that should this Project move forward, a new 
resilience model would need to be developed to ensure our joint support arrangements with 
NWFRS is assured.  Having regard to the above paragraph, the opportunities for a front-end 
systems merger with SWP have not been ruled out.  The opportunity for sharing ICT infrastructures 
and telecommunication systems has been fully examined with opportunities presenting 
themselves, which will provide cashable savings.  
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9 Glossary of Terms 
 

Airwave Radio Equipment 

Bronze/Silver/Gold Command Operational/Tactical/Strategic Command 

CNI Critical National Infrastructure 

CPNI Centre for the Protection of National Infrastructure 

CTSA Counter Terrorism Security Advisor  

ECCW Emergency Coordination Centre Wales 

ESMCP Emergency Services Mobile Communication Programme 

FBU Fire Brigades Union 

FIM Force Incident Manager (South Wales Police) 

FRSs Fire and Rescue Services 

Gold (SCC) Gold (Strategic Command Centre) 

HFSCs Home Fire Safety Checks 

ICCS Integrated Communication Control System 

ICT Information Communication Technology 

IRS Incident Recording System 

JESG Joint Emergency Services Group 

Level 4  Spate conditions within all Wales resilience 

Level 5 Catastrophic failure or untenable accommodation 

MWWFRS Mid and West Wales Fire and Rescue Service 

NIC National Issues Committee 

NICHE Record Management System for South Wales Police 

NLPG National Land and Property Gazetteer 

NOCC National Olympic Coordination Centre 

NSPIS Command & Control ICT System for South Wales Police 

NWFRS North Wales Fire and Rescue Service 

PSBA Public Sector Broadband Aggregation 

PSC Public Service Centre 

RTC Road Traffic Collision 

SWFRS South Wales Fire and Rescue Service 

SWP South Wales Police 

TUPE 

Transfer of Undertakings (Protection of Employment) 

Regulations  

WAST Welsh Ambulance Service Trust 

Watch Team 
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10 Appendix A 
 

 

Joint Bridgend Control Centre Project Governance 

Project Board
CFO’s  SWFRS & MAWWFRS

CFO CC SWP
CEO WAST

Strategic Project Leadership Group

Senior Responsible Officer

Key Task Area Leads
Financial Governance Representative 

Project Coordinator
Project Administrator 

ICT Project Officer

Financial Governance
Head Finance SWP

Head Finance SWFRS
Head of Finance M&WWFRS

Head of Finance NWFRS
Project Coordinator 

Key Task Area 1 :Building

KTA Lead: Head of Estates SWP

Head of Control SWFRS
Head of PSC SWP
WAST Lead Officer
ICT Project Officer 

Key Task Area 2 : Fire Control Staff

KTA Lead: Head of Control M&WWFRS

Head of Control SWFRS
Head of HR SWFRS
Head of HR M&WWFRS

Key Task Area 3 : Command & 
Control System

KTA Lead: Head of Control SWFRS

Head of Control NWFRS
Head of Control M&WWFRS
Head of ICT SWFRS
ICT Project Officer

Key Task Area 4 : ICT  Infrastructure

KTA Lead: Head of ICT SWP

Head of ICT SWFRS
ICT Project Officer
Head of Estates SWP
JESG Lead Officer

Key Task Area 5 : Resilience

KTA Lead: JESG Lead Officer

Head of Control NWFRS
Head of Control M&WWFRS
Head of Control SWFRS
Head of ICT Project Officer

Key Task Area 6 : Operational Assurance

KTA Lead: Chair NIC Project Manager KTA 2

NIC Operations Group
NIC Control Strategy Group

Welsh Government
JESG
NIC

Authority’s

Welsh Government
JESG
NIC

Authority’s

Trade UnionsTrade Unions

 

 


