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1. Introduction

The year 2024 was extremely challenging for West Midlands Fire and Rescue Authority and West Midlands Fire Service. There were a
number of significant governance failings at different points throughout the year which has been recognised in reports by both our
Monitoring Officer and External Auditors.

The Authority and Senior Officers are committed to implementing a forward-looking, comprehensive improvement plan to address
these issues. This plan embraces the opportunity to enhance the Authority's structures, culture, and decision-making processes,
ensuring greater transparency, accountability, and effectiveness in all areas of governance.

We are very grateful to the LGA for their support, and for commissioning an independent governance review conducted by the Centre for
Governance and Scrutiny (CfGS). We are similarly grateful for the LGA’s support in putting in place a strong Corporate Governance
Improvement Board (CGIB), Chaired by Zoé Billingham CBE, to help develop and oversee the improvement journey.

This Improvement Plan has been developed by the CGIB, with support from Ed Hammond from the CfGS, LGA colleagues and officers.
However, it has been agreed and owned by the Fire Authority, with the CGIB providing oversight, scrutiny and support of its
implementation over the coming 12 months.

In addition to this improvement plan and ongoing support and engagement with the CGIB, WMFRA and WMFS are fully committed to
working transparently and openly with all partners, including MHCLG and HMICFRS to continue to identify areas forimprovement, learn
lessons and recognise where the service and our governance work well.
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2. Background

Between December 2023 and October 2024, West Midlands Fire and Rescue Authority and West Midlands Fire Service saw several
failings of governance processes and overrides of control. This resulted in

Section 5 Report

WMFRA’s Monitoring Officer issued a Section 5 report in October 2024, which included two of the areas later covered by the External
Auditors Report.

e Cancellation of the Audit and Risk Committee meeting in July 2024
e Suspension of a Statutory Officer

The recommendations of the Section 5 report were accepted in full, and steps have already been taken to implement a number of those
recommendations, to include the creation of a Statutory Officer Protocol to more clearly define the roles, responsibilities and
relationships between Statutory Officers.

External Auditor’s Value for Money Report

In November 2024, WMFRA’s External Auditor, Grant Thornton, issued an “in year” report highlighting several weaknesses in the
Authority’s governance processes and overrides of control by senior officers in the municipal years 2023/24 and 2024/25.

This included;

e Asignificant weakness in relation to the Suspension of a Statutory Officer in May 2024 (including a statutory recommendation)

e Asignificant weakness in relation to the appointment of a senior officer in June 2024 (including a statutory recommendation)

e A number of significant weaknesses in respect of a recruitment checks for the former Chief Fire Officer and other principal
officer appointments (including key recommendations)

e Asignificant weakness in respect of the designation of the appointment of a S151 Officer (including a key recommendation)

e Asignificant weakness in the postponement of an Audit and Risk Committee (including a key recommendation)
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https://wmfs.cmis.uk.com/cmis5/Document.ashx?czJKcaeAi5tUFL1DTL2UE4zNRBcoShgo=2fFeNuTYoMVohiT8y08eyrXQmmpJnQNFoyuAFMxdWJrXZgX0XWrDRw%3d%3d&rUzwRPf%2bZ3zd4E7Ikn8Lyw%3d%3d=pwRE6AGJFLDNlh225F5QMaQWCtPHwdhUfCZ%2fLUQzgA2uL5jNRG4jdQ%3d%3d&mCTIbCubSFfXsDGW9IXnlg%3d%3d=hFflUdN3100%3d&kCx1AnS9%2fpWZQ40DXFvdEw%3d%3d=hFflUdN3100%3d&uJovDxwdjMPoYv%2bAJvYtyA%3d%3d=ctNJFf55vVA%3d&FgPlIEJYlotS%2bYGoBi5olA%3d%3d=NHdURQburHA%3d&d9Qjj0ag1Pd993jsyOJqFvmyB7X0CSQK=ctNJFf55vVA%3d&WGewmoAfeNR9xqBux0r1Q8Za60lavYmz=ctNJFf55vVA%3d&WGewmoAfeNQ16B2MHuCpMRKZMwaG1PaO=ctNJFf55vVA%3d
https://wmfs.cmis.uk.com/cmis5/Document.ashx?czJKcaeAi5tUFL1DTL2UE4zNRBcoShgo=YJf6bkQB%2fF%2fUskQj8Uzo9hvTIJFSwd4Kxuqu3db8PfsvmZ0WnIx4sw%3d%3d&rUzwRPf%2bZ3zd4E7Ikn8Lyw%3d%3d=pwRE6AGJFLDNlh225F5QMaQWCtPHwdhUfCZ%2fLUQzgA2uL5jNRG4jdQ%3d%3d&mCTIbCubSFfXsDGW9IXnlg%3d%3d=hFflUdN3100%3d&kCx1AnS9%2fpWZQ40DXFvdEw%3d%3d=hFflUdN3100%3d&uJovDxwdjMPoYv%2bAJvYtyA%3d%3d=ctNJFf55vVA%3d&FgPlIEJYlotS%2bYGoBi5olA%3d%3d=NHdURQburHA%3d&d9Qjj0ag1Pd993jsyOJqFvmyB7X0CSQK=ctNJFf55vVA%3d&WGewmoAfeNR9xqBux0r1Q8Za60lavYmz=ctNJFf55vVA%3d&WGewmoAfeNQ16B2MHuCpMRKZMwaG1PaO=ctNJFf55vVA%3d
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Allrecommendations were accepted by the Authority in full, and progress has also been made on implementing the recommendations,
as reported to Fire Authority on 7 April 2025. Some of the outstanding recommendations have been included within the Improvement
Plan below.

Creation of the Corporate Governance Improvement Board

Given the above recognised failings, the Authority requested support from the LGA in October 2024, and it was proposed that an
independent Corporate Governance Improvement Board (CGIB) be put in place. Cllr Cathy Bayton was appointed as Chair of the
Authority in November 2025 and progressed discussions with the LGA, Home Office and other partners, further supported by CFO
Simon Tuhill, who started in post in January 2025,

The Authority agreed to the formation of CGIB in February 2025, with the remit to utilise peer support to help the authority identify areas
forimprovement in governance processes and structure.

The Committee met and reviewed its terms of reference in April 2025, as well as receiving the initial review report from the Centre for
Governance and Scrutiny. This has informed the board’s first key task to create this Improvement Plan, which was agreed in May 2025.

Best Value Inspection

The Fire Minister, the Right Honourable Dame Diana Johnson MP, wrote to the Authority and Service in November 2024 to confirm she
would be commissioning a Best Value Inspection of governance in the near future. This will be based on the well-established Best Value
methodology and will likely look at a range of areas under the Best Value themes. The Authority and Service responded to the Minister
to welcome the BVI as an opportunity to make any identified improvements and provide reassurance to the communities of the West
Midlands. The inspection will be led by an appointed lead inspector with relevant expertise, appointed by Ministers, who may be
supported by assistant inspectors as required.

While the Authority await further information on this process, it is expected that this Improvement Plan will begin to address many of
the key areas for inspection, and the Authority, Service and CGIB are committed to working closely with the inspection process when it

begins.
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https://www.wmfs.net/news/home-office-confirm-best-value-inspection-of-wmfs/
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3. Improvement Plan

The following improvement plan sets out a range of actions under seven headings, drawn from the independent CfGS report and
outstanding Section 5 and External Auditors reports. This improvement journey is likely to take at least 12 months, which is the currently
planned lifetime of the Corporate Governance Improvement Board, but the timescales set out below are necessarily front-loaded to
ensure that changes are made quickly and then embedded over the course of the next 12 months. Actions have also been rated for
urgency by the CGIB to support the service and the authority in prioritising workloads in the coming months.

Many of these changes will require consideration, consultation and training to become fully embedded, and some elements can and
should be co-produced by all members and officers. Where this is felt to be particularly important that is highlighted within the plan and
the proposed timescales. All Fire Authority members will need to be committed to the significant additional workload that many of
these actions will require, and ensuring their availability and focus will be key.

1. Strengthen Committee Governance

Action Accountable Officer and Timescale Dep. | RAG
Member
a) Explore potential governance models to include Chief Fire Officer/Fire Initial discussion atJune CGIB R
the recommendation to establish an Executive Authority Chair with input from LGA colleagues.
Committee to provide more agile and effective
decision making by the Authority. Key contact: FRA Chair Full scoping paperto CGIB in

September 2025, with
recommendations to Fire
Authority to follow
considerations of that report, for
potential implementation from
November 2025.
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b)

Merge the Collaboration and Transformation
Committee into the Scrutiny Committee to
reduce duplication and increase focus for the
committee.

Adjust the frequency and alignment of full
Authority and committee meetings to optimise
contributions and outcomes, with regular reports
from committees to each FRA meeting.

Simplify reports and communications to sharpen
decision-making, including clear guidance for
officers/authors.

Expanded independent expertise through the
appointment of additional Independent/Co-
Opted Members with appropriate expertise, to
Authority and Committees (see also Section 4 in
relation to A&R committee)
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Interim Clerk/Chair of
Scrutiny Committee

Key contact: Interim Clerk

Interim Clerk/Fire
Authority Chair

Key contact: Democratic
Services Officer

Interim Clerk/Fire
Authority Chair

Key contact: Interim Clerk

Chair/Interim Clerk

Key contact: Interim Clerk
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Incorporate as part of range of
initial changes to WMFRA
Constitution on 23 June 2025.

New Authority meeting schedule
to be agreed at AGM on 23 June
2025

Revised Report template and
process for consideration by
CGIB, consultation with
members in November Member
Engagement Forum (MEF) and
implementation from November
meetings.

Review of impact and

effectiveness of new reports in
February 2026.

Scoping paperto November CGIB | 4

Consideration and approval by
Authority at November meeting

Appointment from 2026/27
municipal year (June AGM)

A



2.

a) Define a set of core strategic tasks for the
Authority and committees, guided by the Fire and
Rescue National Framework and Authority
Community Risk Management Plan (CRMP).
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Clarify purpose and strategic oversight of Authority
Action

Once agreed, embed understanding of these

roles with members and officers through
workshops and development process.

Review by Senior Officers of reporting process for
analysis and information on key service risks
(through both the CRMP and Corporate Risk
Process) to support and assure the members to

determine the Authority’s workplan.

Support existing Fire Authority members to
integrate the new members to the Authority
starting with induction from June AGM, with
support of member peers and LGA members of

the CGIB.

Accountable Officer and
Member

Chief Fire Officer/Fire
Authority Chair

Key contact: Fire Authority
Chair

Chief Fire Officer

Key Contact: Head of
Strategy

Fire Authority Chair/LGA

Key Contact: Interim Clerk
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Timescale Dep.

Workshop process with
members and officers on 15
September 2025 MEF.

Consideration by CGIB by
September 2025

Constitutional changes for
consideration and approval by
Authority in November 2025.

Consideration of review and
process by CGIB in October 2025
with any recommendations for
further improvement to Authority
in November 2025.

Regular training, briefing and
induction meetings to start
following Fire Authority AGM in
June 2025 and running through
Municipal Year.

CGIB to speak to new members
to understand effectiveness of
integration.

RAG



d)

Refresh terms of reference for all committees to
support clarity and shared purpose. Focus on
ensuring complementary roles for Audit and Risk
and Scrutiny Committees.

Develop governance principles that emphasise
strong, ethical leadership, while providing
appropriate assurance to members and the
public.

Develop a scheme of delegation that supports
respect for officer/member boundaries while
ensuring appropriate Authority oversight.

Explore the proposal to establish a Business
Management Group to oversee work
programmes and maintain alignment across all
governance activities.

Enhance informal briefings (Member
Engagement Forums and written updated) to
complement formal oversight structures.
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Monitoring
Officer/Committee Chairs

Key Contact: Interim Clerk

Chief Fire Officer/Fire
Authority Chair

Key Contact: Fire Authority
Chair

Chief Fire Officer/Fire
Authority Chair

Key Contact: Chief Fire
Officer

Chief Fire Officer/Fire
Authority Chair

Key Contact: Democratic
Services Officer

Interim Clerk/Fire
Authority Chair

Key Contact: Democratic
Services Officer
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Discussions at Authority
Committee meetings in July-
October2025, fed into CGIB for
consideration in November 2025,
with

proposed changes to Authority in
November 2025

Consideration by CGIB in
October 2025.

Draft Constitutional changes for
agreement by Authority in
November 2025

Linked to development of other
areas to include consideration of
Executive Committee and Core
Tasks. Implemented following
completion of those actions, with
timeline to be determined.
Pending outcome of scoping for
Action 1.a

Implement from June 2025
through enhanced MEF
programme

CGIB members to review
effectiveness of briefings and

6.a

2.a

1.4,
2.a



i)

3.

a) Strengthen the Member Development Strategy
and Programme, to include some elements of
compulsory training, to ensure all members are
supported in acquiring key governance skills, and
have capacity to effectively challenge officer

Review requirements to update Authority on
progress against legislative changes (from

External Auditor (EA) Improvement
Recommendation 1)
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Chief Fire Officer/Fire
Authority Chair

Key Contact: Interim Clerk

Enhance member and officer capability and development
Action

decision making and recommendations
(Statutory Recommendation 1 from EA)

Improve member understanding of corporate risk
and the service’s Community Risk Management

Plan as part of training and induction.

Accountable Officer and
Member

Interim Clerk/Fire
Authority Chair

Key Contact: Governance
Support Officer

Interim Clerk/Fire
Authority Chair

Key Contact: CRMP
Manager
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MEF structures throughout
2025/26.

Included within revisions to
Constitution in June 2025

Timescale Dep.

Implementation of existing
Member Development Strategy to
continue, including existing
planned training and
development.

Review of existing Member
Development Strategy by LGA
colleagues in June and July 2025
to report to August 2025 CGIB.
Ongoing CGIB assessment of
Member Development Strategy
roll out and effectiveness.

Considerations as above at 3.a
August CGIB as part of wider
member development review.

Ongoing training and
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c)

Introduce a programme of joint member/senior
and statutory officer development

Ensure a continuing compulsory programme of
governance training and development for senior
officers, including specific onboarding for senior
officers new to the local government sector.
Provide regular updates on attendance and
completion to Authority.

Collaborate with Local Authorities lead members
to consider nominations for future membership
of the authority to ensure consistency and
appropriate skill mix.

Introduce a more detailed member role
description, to include skills and expertise

OFFICIAL

Chief Fire Officer/Fire
Authority Chair

Key Contact: SLT Support
Manager

Chief Fire Officer

Key Contact: SLT Support
Manager

Fire Authority Chair

Key Contact: FRA Chair

Interim Clerk/Fire
Authority Chair
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engagement with members of
CRMP and Audit and Risk
Committee on Corporate Risk
throughout 2025/26. CGIB to
review effectiveness of training
and induction for these
committees.

Will commence following review | 3.a
of Member Development Strategy
Action 3.a - End of 2025

Opportunities for joint training in
the meantime will be pursued as
they present themselves.
Training sessions to be fully 3.a
scheduled throughout 2025/26

by September 2025

As part of ongoing conversations
with LA throughout 2025/26
municipal year ahead of 2026
AGM.

Member role description revised | 6.a
for CGIB consideration in



4.

a) Scope feasibility of an independent Audit and
Risk Committee Chair. Consider appropriate

b) Align the Audit and Risk Committee's annual
work plan with organisational risks and the

requirements and expectations.

Ensure this is shared with all appointing
Authorities and prospective members.

Fully update the Protocol on Member/Employee

Relations

OFFICIAL

Key Contact: Interim Clerk

Monitoring Officer/Fire
Authority Chair

Key Contact: Interim Clerk

Improve the function of the Audit and Risk Committee
Action

remuneration for this post.

CRMP.

Accountable Officer and
Member

S151 Officer/Fire Authority
Chair

Key Contact: S151 Officer

ACFO/A&R Chair

Key Contact: ACFO
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September 2025, member
consideration in November 2025
and Adoption by Fire Authority in
November 2025.

Draft for consideration by CGIB
October 2025

Discussion with Authority at
November Member Engagement
Forum

Adoption by Fire Authority in
November 2025

Timescale

Considered by CGIB in October
2025

Scoped by consideration by
Authority by November 2025.
Appointment likely by end of
2025/26 municipal year.

To be agreed at the October 2025
A&R meeting following update to
A&R TOR (action 2.b)

Dep.

2.b

RAG



c)

Strengthen collaboration with service’s internal
audit services to enhance oversight, including
greater input to and oversight of the Internal
Audit plan.

Explore potential for future provision of internal
audit capacity to provide greater independence
and responsiveness. To include consideration of
tendering exercise for provision of service.

Review and consider the future role of
Independent Members of the Audit Committee to
include;

e The number of such Members (and whether
this includes an Independent Chair as per 4.a
above)

o Role specification

e Appropriate remuneration

Introduce Annual Governance Assurance report
to be agreed by Audit and Risk Committee and
form part of Annual Governance Statement
(AGS), and strengthen the AGS (Section 5 Report
Recommendation)

OFFICIAL

ACFO/A&R Chair

Key Contact: Head of
Strategy

ACFO/A&R Chair

Key Contact: ACFO

Interim Clerk/Fire
Authority Chair

Key Contact: Interim Clerk

Monitoring Officer/A&R
Chair

Key Contact: Monitoring
Officer
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Begins in July 2025 as part of
Internal Audit reporting process
to A&R, to continue through
2025.

Scoping paper by end of 2025, 4.b
with view to implementation at

end of 2025/26 municipal year
following current Internal Audit

Plan.

Replacement Independent 4.a
Member role to be agreed at AGM
in June 2025.

Review of wider independent
member roles by September
CGIB, for proposal to A&R
Committee in October and
consideration by Authority in
November 2025.

In time for 2025 Annual
Governance Statement (June
2025)



5.

a)
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Strengthen arrangements for Statutory Officers
Action

Review the existing Statutory Officer Protocol
clarifying responsibilities and escalation
procedures and embedding the “golden triangle”
principles.

Appoint or designate deputies for key statutory
roles to ensure continuity.

Reinforce the importance of statutory advice in
all strategic decisions and review senior team
integration to include all Statutory Officers.

Review the processes for and format of all
reports to the Authority to ensure that the
statutory officers have a formal opportunity to
input to them

Review role and support offered to Monitoring
Officer

Accountable Officer and
Member

Statutory Officers

Key Contact: Monitoring
Officer

Statutory Officers

Key Contact; Interim Clerk
Chief Fire Officer/Fire
Authority Chair

Key Contact: Chief Fire
Officer

Interim Clerk

Key Contact: Interim Clerk
Chief Fire Officer/Fire

Authority Chair

Key Contact: VWV
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Timescale Dep.
Review of existing protocol by 5.d
September 2025

Completed in practice.

Integrate as a requirement part of
constitutional review by June

2025

Update/reassurance in October 5.a
to CGIB

September 2025

End of 2025 5.a

RAG
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Accountable Officer and

6. Improve functionality and usability of WMFRA Constitution
Action

Member
a) Conduct a comprehensive constitutional review

to ensure all terms of reference, scheme of
delegations, standing orders and policies are
clearly defined, fit for purpose and up to date.
Consider ways in which Constitution can adapt
more readily to changing circumstances, such as
price inflation and new legislation.

Produce a simple summary of key areas of
Delegation and ensure all relevant staff and
Members are trained on it.

Fully review suspension, discipline and
recruitment standing orders in relation to
principal and statutory officers to ensure
appropriateness and effectiveness, including
incorporation of relevant service policy (Statutory
Recommendation 1 and Key Recommendation 1
from EA).

Review postponement arrangements for
Authority meetings contained within Constitution
to ensure they remain fit for purpose.

Statutory Officers/Fire
Authority Chair

Key Contact: Monitoring
Officer

Statutory Officers

Key Contact: Interim Clerk

Statutory Officers/Fire
Authority Chair

Key Contact: Director of
Human Resources

Statutory Officers /Fire
Authority Chair

Key Contact: Interim Clerk
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Timescale

Engagement undertaken with
each committee and the full
authority with between
September and November 2025.
Changes expected to be agreed
November 2025.

Linked to review of Scheme of
Delegations

As part of constitutional review
proposed to go to Authority in
November 2025

Proposed for constitutional
changes inJune 2025

Dep.

2.e

RAG
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e) Introduce an effective public questions process Interim Clerk/Fire Proposed for constitutional
to the constitution to ensure effective public Authority Chair changes in June 2025
engagement and transparency.

Key Contact: Interim Clerk

f) Ensure financial regulations are fully up to date S151 Officer/A&R Chair As part of constitutional review
with current legislation and service policy. proposed to go to Authority in
Key Contact: S151 Officer | November2025
g) Review role of “Special Observers” within the Chief Fire Officer/Fire As part of constitutional review
constitution. Authority Chair proposed to go to Authority in
November 2025

Key Contact: Chief Fire
Officer
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4. Improvement Plan Reporting

The Authority and Service are committed to delivering on this Improvement Plan with appropriate speed, but also in a comprehensive
way that will ensure improvements have impact and are long-lasting. The initial timescales set out above will be monitoring by the
Authority in its public meetings. Once actions have been completed or initially implemented, they will then be tracked as part of the
Improvement Plan for at least six months to ensure the desired improvement has been made and is fully implemented.

The CGIB will also provide an independent perspective on the effectiveness of the implementation of the plan, and whether the
improvements are being truly realised. This will include review of the statutory and key recommendations made by the External
Auditors. The CGIB will be undertaking deep dives into specific areas of governance where necessary, in conjunction with Authority

Committees where appropriate. The work of CGIB will be reported to the Authority on a quarterly basis, including relevant papers and
actions from CGIB meetings.
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