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Copies of any advice, briefing, submission or assessment prepared for Ministers
since 1 January 2026 on the criteria for ending the intervention and returning the
Authority to local control, including any advice underpinning the Cabinet Minister's
written statement of 13 July 2026 announcing the continuation of the intervention
until after the 2027 local government elections,

Any ministerial submission, advice, briefing or recommendation prepared in reliance

upon the report when deciding to extend the intervention until after the 2027 local
government elections.
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Subject South Wales Fire and Rescue Authority Intervention

100 word summary | An update on progress made by the South Wales Fire and
Rescue Authority Commissionérs appointed in 2024, an
assessment of the Service’s readiness to return to local
governance arrangements, and the proposed nexi steps

Timing Routine, although i would be helpful to have a decision this
manth to enable work on new Directions fo begin.

Recommendation The Minister is asked lo;

appointed

(SLR-1022)

« Agree to keep the intervention in place until after the
2027 local government elections, but develop a role for
FRA members alongside, aimed at developing
arrangements and conditions that will provide for a
smooth and effective transiion in due course.

* Note the resignation of Commissioner Car Foulkes and
agree that a replacement Commissioner be sought and

» Agree that officials should instruct lawyers to amend the
South Wales Fire and Rescue Authority (Exercise of
Functions) (Wales) Directions 2024 ("the 2024
Directions") to reflect the change in Commissioners
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+ Agree fo pay £3,000 to cover independent advice from
Cardiff University on the options to mitigate the risk of
ineffective transition and £3,562 to cover final costs
associated with WLGA producing new FRA member role
descriptions and a training and development package.

Decision report This decision does require a Decision Report, which may be
published following the issue of a Written Statement setting
out the change 1o the South Wales Fire and Rescue
Autherity Commissioners as reflected in the amending
Welsh Government Direction.

ADVICE

Background

1. In February 2024 the previous Government intervened in South Wales Fire
and Rescue Authority (SWFRA), replacing Fire and Rescue Authority (FRA)
members with four directly appointed Commissioners tasked with making significant
and sustainable improvements to the Fire and Rescue Service (FRS). The
intervention followed a damning independent reper frem Fenella Morris KC that
found evidence of significant dysfunctional culture throughout the FRS, including
discriminatory attitudes and behaviours at all levels including senior management,
and a failure of the FRA itself to hold senior managers to account. AN of the
functions of the FRA were given to Commissioners who were also tasked with
delivering against specific terms of reference which included the implementation of all
the Fenella Morris recommendations as well as improvements in operational delivery

and firefighter safety.

2. As a result of the failures in SWFRA and concemns about the performance of
FRAs more broadly, and their governance arrangements across \Wales (including the
Senedd Equality and Social Justice Committee Report Sound the Alarm) the former
Government consulied on proposals to improve the governance and accountability
arrangements in FRAS in Aufumn 2025. The consultation resulted in the making of
the Fire and Rescue Services (Nafional Framewark and Variation of Combination
Schemes) (Wales) Order 2026 in March which made changes to the membership
and budget setting arrangements for FRAS.

3. Changes to FRA membership (which require each constituent local authority
to appoint 1 FRA member from their executive, with additional members being
appointed directly by the Welsh Ministers) came into force on 1 May in respect of
SWFRA, For the remaining two FRAs (North Wales, and Mid and West Wales),
membership change will come into force on 7 May 2027, afler the local government
elections. The different date for SWFRA was predicated on;

* positive indications from the Commissioners about progress against their
terms of reference, and their estimation that they would be able to hand over a
service capable of continuing its improvement by that date, and

* adesire to not exdend the intervention longer than necessary.
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« the need to ensure that the restoration of local control is sustainable and will
not allow the previous failings to recur.

Recent developments

4 To prepare for transition Commissioners appointed Professors Rachel
Ashworth and Catherine Farrell from Cardiff University to support the development of
a new governance framework and constitution in readiness for the new FRA. In the
course of this work however they have identified challenges with the timeline for
restoring local control. They believe strongly that withdrawing Commissioners this
year could put continued progress at risk. The Commissioners support these views.

5 They have made significant progress against their terms of reference with
several of them being fully delivered. For instance, the Commissioners have
implemented a new false alarms attendance policy, have reviewed historic grievance
cases, and have put in place a new senior management team. They have also
implemented a substantial number of the culture review recommendations.

6. However, a number of key areas have not been fully defivered, and since
taking up post the Commissioners have identified other significant areas of failure
across the service. These include issues identified through a whole service
inspection by His Majesty’s Inspectorate of Constabulary and Fire and Rescue
Services in England (HMICFRS), HMICFRS have undertaken a further review to
assess progress against their recommendations. Whilst their latest report has not
been published yet initial feedback indicates that there has been some progress but
there remain further improvements to be made against the causes for concern that
were identified in their original report. The Commissioners’ view is that all of their
recommendations and wider improvements do not need to be fully implemented
before they can withdraw, but the organisation needs to have the foundations in
place to continue to take this work forward once the Commissioners exit

7. The evidence from Professors Ashworth and Farrell indicates that the
foundations for improvement are not yet strong enough to withstand the transition
back to local control. The organisation has become heavily accustomed to working
to the Commissioners, and replacing them with a councillor-led FRA will amount to a
fundamental change in outlook and accountability.  Professors Ashworth and
Farrell befieve that leadership, structures and systems are new and still need time to
mature to ensure that improvement in SWFRS can be sustained. They also point to
the upheaval of a two-stage transition process (with councillor members and
additional members being appointed at different stages during the year).

Options and Analysis, Including Risks

: k. and Vadation of
mmmmwmwmmmeammtm
Authority to appoint one executive member to SWFRA from 1 May 2026 (10 local
authority members in total), and a duty on Weish Ministers from 1 May 2026 to
appoint five independent “additional” members. Some local authorities have
nominated their members. However, the 2024 Directions intervening in SWFRA and
appointing the Commissioners currently remains in force and local authority
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executive members cumrently being nominated to the FRA will not have any functions
until the Ministerial Direction is revoked or amended.

9. There are three key Options in response to the concerns that have been
raised in paragraphs 6 and 7.

* Option 1 - The Cabinet Minister could continue with plans to return South Wales
Fire and Rescue Service (SWFRS) to local control by revoking the Direction and
transferring control to the new FRA at some point in 2026.

¢ Option 2 - Keeping the intervention in place until after the 2027 local government
elections with the Commissioners continuing to undenake the executive functions
of the FRA, with no involvement from councillor or additicnal members.

* Option 3 - Keeping the intervention in place until after the 2027 local government
elections with Commissioners continuing to undertake all of the executive
functions of the FRA but developing a role alongside that for the local government
FRA members aimed at developing arrangements and conditions that will provide
for a smooth and effective transition.

10.  Option 1 would be consistent with the dates set out in the Order. However,
the issues raised by Professors Ashworth and Farrell have led the Commissioners to
reassess their progress and the sustainability of change to date. Whilst they have
made significant progress in several key areas, their terms of reference have not
been fully delivered, and they do not believe that the organisation is mature enough
yet {o sustain and continue to deliver the change required without the additional
governance and strategic leadership that they provide,

1. Officials share those concemns. Overall, the evidence strongly suggests that,
despite some progress, the recovery is not yet clearly sustainable and could weill not
survive a return to local control, Withdrawing Commissioners on this timescale would
be hard to justify and could carry considerable risk of renewed service and
management failure. In other words, the rationale for appointing the Commissioners
remains valid now: we cannot be fully assured that the quality of culture,
management and leadership in South Wales is sufficient to ensure the consistent
delivery of effective fire and rescue services.

12.  Options 2 and 3 appear more likely to yield a sustainable recovery in the
longer term. Under both options Commissioners would retain executive functions
until at least June 2027 with their exit contingent upon further improvement. New
terms of reference would need to be developed to reflect additional improvement
targets that focus on ensuring the organisation is prepared for transition, and which
encompass some of the additional risks that the Commissioners have identified since
being in post.

13.  Option 2 is the Commissioners' preferred approach. It offers stability for the
service, and an opportunity for the senior leadership team to further establish itself
and its key internal decision-making arrangements under certain and stable
conditions. It is the simpler, cleaner option to deliver and has lower cost implications
for the FRA.
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14.  However, it does continue to exclude local authorities from any involvement in
the delivery of fire and rescue services in South Wales, including the preparations for
the introduction of new governance arrangements in which local authority Cabinet
members will have a key role. It would also necessitate members of the FRA,
currently being nominated by local authorities from their Cabinet as required by the
2026 Order, to be removed from office almost immediately, or to be in post but
without any functions to exercise, without any fault on their part.

15.  Option 3 is preferred by Professors Ashworth and Farrell, and by the Leader of
the Welsh Local Government Association and the Spokesperson for the Workforce.

It provides the opportunity for councillors to have a key role in designing the
governance arrangements that they, or new local authority members, will work within
in the future. Those members will bring their expertise and experience of delivering
executive functions in a local authority into the design of the new constitution. Doing
$0 would also rebuild the relationship between SWFRA and its constituent local
authorities again.

16.  Commissioners have raised concerns regarding additional costs required to
manage a role for councillor members alongside the Commissioners, and the
potential for confusion for staff and for councillor members themselves regarding
roles and responsibilities. Any additional costs however would be minimal and to
avoid the potential complication and confusion we would work with the
Commissioners and local authorities to clearly define roles and responsibilities.

17.  Overall, we believe that Option 3 provides the most effective approach to
mitigating the risks Professors Ashworth and Farrell and their colleagues have
identified, and that the Commissioner concerns with this approach can be managed
appropriately.

18.  There are several tasks that councillor members could be invited to support,
including the development of a new constitution and related working practices that
are consistent with the néw governance arrangements; and giving senior
management experience of working with executive members for the first time. The
Commissioners might also call on the members in an advisory capacity to test some
of their strategic decisions.

19.  If the Cabinet Secretary is content to proceed on the basis of option 2, officials
will develop new terms of reference for Commissioners and consider in more detail
the role that FRA members could undertake in parallel to support the transition
process.

Ministerial appointments to SWFRA

20.  Neither of options 2 and 3 set out above proposes a role for additional
members appointed by Welsh Ministers.

21. We see additional members as having a key role under new governance
arrangements across Wales. They can bring specialist expertise which is especially
important in providing leadership on what are often highly technical matters and in
holding senior officers to account for delivery and can provide balanced and
independent input unencumbered by any unintentional local predisposition. Officials
would propose continuing with preparations to recruit additional members (such as

J
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developing job and person specifications), with a view to advertising the posts and
making appointments in 2027 once the likely timetable for withdrawing the
Commissioners is clearer.

22. However, the value of making such appointments earfier than that is
questionable. While it is possible to define a useful role for councillor members
alongside Commissioners in preparing for a retum {o local control, it is harder to do
so for additional members. The Commissioners already bring extensive and proven
expenence of senior leadership in different fiekds, and it would be difficult to conceive
of how five additional members could add to that It is also difficult to justify having
five additional members as well as four Commissioners and 10 local authority FRA
members, when one of our key aims during the governance consultation was to
reduce the number of FRA members fo provide for more efficient and effective
decision making.

Resignation and Replacement of Commissioner Carl Foulkes

23.  The four Commissioners, Baroness Wilcox of Newport, Kirsty Williams, Viith
Randeniya and Carl Foulkes were appointed as Commissioners based on their
experience in political leadership and decision making, governance and scrutiny in
local government, and management of emergency services as well as a strong
background in equality, diversity and inclusion.

24.  After 2 years in the role, and because of other personal commitments, Carl
Foulkes, former Chief Constable of North Wales Police, has tended his resignation
as Commissioner for personal reasons and will leave that role at the end of July.

25.  The remaining Commissioners’ preferred position would be to replace Mr
Foulkes i the intervention continues until after the 2027 Local Government elections,
citing concerns about Commissioner capacity if their number is reduced. Based on
our regular interaction with the Commissioners we agree with their concerns and
support the replacement of Mr Foulkes.

26. i the Cabinet Minister agrees that a replacement is appropriate, officials will
discuss criteria and potential replacements with Special Advisors. Mr Foulkes is the
former Chief Constable of North Wales Police. His former position has meant that he
fully understands the nature of strategic leadership of an emergency service. That
has been an invaluable asset when combined with the experience of the other
Commissioners, We would therefore advise that any replacement is drawn from a
similar background if that is possible.

Amending the Direction

27.  The South Wales Fire and Rescue Authority (Exercise of Functions) (Wales)
Directions 2024 do not have an expiry date and so remain extant until they are
revoked by a further direction. Keeping the Commissioners in post until after the
2027 Local Government elections therefore does not require a Direction amendment
itself,

28. However the 2024 Directions provide for the functions of SWFRA to be camied
out by nominees of the Weish Ministers (‘the Commissioners’) who are named in the

.
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2024 Dwoctons thomselves  If they are nol revoked, the Direchons will thereloro
noed 1o be amended 10

o romove Carl Foulkes as a Commissionar with effect from 31 July 2026,
o add any new Commessioner agreed by the Cabmet Mirester (paragraphs 25-26
refer)

20 Tho Cabmnet Munusior s asked 10 89r00 that ofcals should nstruct lawyers %
amend the 2024 Direchons 10 reflect the above

Financial implications

30 Thaco are no Costs for the Welsh Government in respect of running the
monvention  These costs are mat by the FRA itself as s appropnate and usual for
any intervention  Commessioners are pand £550 per day.  Based on an input of 1 day
a week the costs of continuing the Intervention for a further 12 months would be n
the regeon of £100,000. There may be costs assocated with FRA maember
remunorabon this will be dependant on e Mambor romuneraton delermination by
the Democracy and Boundary Comemission Cymau. We anticipate thase being
munimal grven the bmited rola that FRA members will have

31 The cosis of intervenbon have been meat by the FRA, on the basis that the
ongingl falkngs were of ds making, and that doing 50 Creates an meentive 10 recover
0% S00N 85 possdio.  Those costs mciude tho costs of support from Cardilf Unevorsity
10 davelop a new govermance framework and consbiuton n readness for the now
FRA. Thete ace, though, separale costs associated with the adwice that Cardt
University have provided to officials in respect of the options for mitigating the
ransition rsks they have entimed. These amount 10 £3.000 There are further
costs of £3 562 relating 1o WLGA's complation of new mamber roles and a momber
trainng and development package commissoned by the Welsh Government to
complement governance teform and the transition in SWFRA. Thes new package will
support SWFRA transibon in due course but will be of benefit to all thwee FRAS n
Wales a5 pan of the miroduction of goveinance reform in the comeng year Ofcials
behave it 1s reasonable for these costs be mel by the Welsh Govermment

32  These costs can be mel from within the FRS Budget Expendture Line 1265
(within the Local Government Planning Main Expendsure Group).



Legal issues, powers & statutory duties
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Communication or media handling

54 We will need to advise the Commissioners and local authoribes of the
Cabinet Stﬂl'f:!al‘;.' % decision as 3000 as practcable 5o that work can be undenaken
with the Commissioners on thewr new terms of reference and to provide clanty to local
authority Leaders and FRA members on their role. Given the previous level of



