Item 10 | Emergency Services Mobile Communications Programme

Buckinghamshire & Milton Keynes
Fire Authority
Meeting and date: Executive Committee, 13 July 2022
Report title: Emergency Services Mobile Communications Programme
Lead Member: Councillor Matthew Walsh
Report sponsor: Anne-Marie Carter, Head of ICT, Transformation and PMO
Author and contact: Marie Crothers - Programme Manager mcrothers@bucksfire.gov.uk
Action: Noting
Recommendations: That this update is noted
Executive summary:
This paper provides Members with an update regarding the latest developments in the
Emergency Services Mobile Communications Programme (ESMCP). The last briefing was
provided to Members in November 2021.
The ESMCP Full Business Case was formally approved by the Government’s Major
Projects Review Group (MPRG) on Friday 23 July 2021. A briefing regarding the Full
Business Case has now been released by the Programme and can be seen at Appendix A.
Members may remember that a Market Investigation Referral made by the Competitions
and Markets Authority (CMA) in relation to the supply of the Airwave network and
ancillary services in Great Britain. The ‘Provisional Decision’ report is due to be released
in June 2022, progress will be reported in future papers.
In May 2021, the Home Office requested that an Independent Assurance Panel (IAP) to
undertake a review of the Local user Resource model that forms the basis of the funding
support provided by the Home Office to fire services to transition to the new Emergency
Services Network (ESN). A detailed examination into how Services have spent their
resource funds during 2020/21 is to be carried out by the Home Office Fire Funding Policy
(FFP) team. The South Central region was visited on 18 May 2022.
ESMCP Full Business Case
Members will recall from the last briefing paper that the Full Business Case (FBC) was
formally approved by the Government’s Major Projects Review Group (MPRG) on Friday
23 July 2021.
This was a key milestone and provided the cross-government support to move the
programme into the delivery phase, however this is conditional on the programme
meeting the challenges of cost, coverage scope and resilience.
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This version of the FBC forecasted two possible delivery dates based on the confidence
levels of the Programme being delivered on time. These dates were known as P50 (50%
confidence level) which was the preferred option and forecast the Airwave switch off
date at the end of 2026, and the other was P90 (90% confidence level), which forecast
Airwave switch off mid-2027. The programme expected the pace to pick up to meet the
roll-out of ESN, with transition being indicated as commencing no earlier than Spring
2024 to enable Airwave switch-off by the end of 2026.
The last paper to Members talked of an expected briefing regarding the Full Business
Case. This has now been released and can be found at Appendix A. As time has passed,
some detail such as governance and spending information has changed and therefore it
may not perfectly align to the Programme today. It is worth noting that this is a summary
of the present FBC and will be subject to review as the Programme moves forward.
Competition and Markets Authority (CMA)
The last briefing talked of the CMA Market Investigation Referral made in relation to the
supply of the Airwave network and ancillary services in Great Britain.
The timeline for delivery of the investigation findings is as follows:
o June 2022 - Provisional Decision report
o July 2022 - Response hearings Final deadline for all parties’ responses before
final report
o September 2022 - Publication of final report
o 24 April 2023 - Statutory deadline
Currently the impact this could have on the Programme is not fully understood and
pending the outcome, the Programme will be releasing communications shortly after the
report is published.
Planning
The expected delivery of the Integrated Programme Plan (IPP) v5.0 by March 2022 has
been delayed. The Programme is working with each of the internal workstreams to rebaseline their plans and hence the delivery date for IPP v5 is unknown. For reference,
Fire and Rescue Services are awaiting the release of IPP v7.0 as this will show the dates
each Service will be transitioning to the Emergency Services Network. The South Central
team continue to work with the central NFCC team to refine their plans in line with
information being made available.
A business change toolkit will be released later in the year which has been designed by
the Assurance Partners who have already adopted aspects of the Emergency Services
Network (ESN). The toolkit will lead teams through all the aspects of business change
that had to be considered when implementing ESN. This will be a good opportunity for
the SC team to begin to understand the wider picture with regards to business change.
Financial implications:
Local User Resource funding
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It was reported previously that an Independent Assurance Panel (IAP) was established to
provide assurance and advice regarding several key topics that affect the strategic
direction of the ESMCP.
In May 2021, the Home Office requested the IAP to undertake a review of the Local User
Resource (LUR) model that forms the basis of the funding support provided by the Home
Office to fire services to transition to the new Emergency Services Network. One
outcome of their report was a recommendation to establish an ESMCP Resources Board,
which comprises representation from Home Office, the Programme, and the National
Fire Chiefs Council (NFCC).
The Resources Board set up a Task and Finish Group chaired by the NFCC ESN Senior
User, and their first task was to consider the roles of the NFCC led Regional Co-ordination
Managers and the Programme Managers employed by each regional Board and how they
can work together in a different way to deliver national work.
The resultant proposal approved through governance was for the Regional Programme
Manager post to be removed from each region and the funding made available by this
being redirected to supplement and boost the NFCC Central ESMCP team. This proposal
has been agreed despite being contested by the South Central (SC) team.
One of the main concerns was the immediate unplanned increase workload on the
Service Project Managers. To mitigate this, the SC team have met with the NFCC central
team to propose a restructure with the inclusion of an additional Thames Valley Project
Manager. This has been agreed in principle and the SC team have submitted a business
case outlining this proposal to the Fire Funding Group and are awaiting their response. It
is proposed that the current SC Regional Programme Manager who took on the role in
December 2021, would then move into the additional Thames Valley Project Manager
role to co-ordinate the SC delivery working with the Service Project Managers.
As the Programme falls under the direction of the Crime, Policing and Fire Group within
the Home Office, changes have been made to its monitoring process for LTR spend for
2021/2022. These changes are being monitored by the treasurer for the SC region,
however each service is required to make an individual return to the ESMCP Funding
team rather than the regional approach that had previously been agreed.
The Home Office Fire Funding Policy (FFP) team will be carrying out a ‘deep dive’
investigation into how the resource funds of each region have been spent in year
2021/22. This is due to continual concerns raised by FFP with some of the claims for
funding being made by regions, and the differences in the amounts being claimed. The
South Central team claims for funding have always been monitored closely by the
regional treasurer and worked on the principle that the team only claim for work done.
As a result of this, the South Central region is recognised as being respectful to the
principles to which the funding has been provided and had no concerns around the’ deep
dive’ process.
The ‘deep dive’ for the South Central region took place on 18 May 2022, where
representatives from the SC Programme Board met with Emma Lawrence, Head of the
Fire Funding & Resilience Team. The region has since received assurances that it is felt
that there are robust governance processes in place and that the region has a ‘clear grip
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on the finances and how any claims can be evidenced’. The comment was made that
‘this is what we want to see across England’. Since these assurances were received, a
meeting of the Fire Customer Group has taken place, where the SC region have been
asked to present to a future meeting on the approach being taken. One further outcome
from the ‘deep dive’ meeting was that the business case to create a Thames Valley
project manager has been approved. Infrastructure funding will continue to be directed
through the Fire Directorate via a business case.
The expected in life costs for Fire and Rescue Services predicted in the FBC are still being
monitored closely by the SC team so that the overall cost implication to the region when
switching over to ESN is understood. Indication from early in-life modelling was, for the
Thames Valley Fire and Rescue Services, the cost of ESN will increase compared to what is
currently being paid for Airwave at a local level. The reality is that with any potential
delay and the subsequent changes to the FBC because of this, the in life costs will be
difficult to fully assess at this time, although continual work and discussions around the
in-life costs have been taken to the Fire Finance Network from which the ‘ESN costs’ is a
reference for one of the members.
Risk management:
The South Central Programme team maintains a risk register on behalf of the South
Central Programme Board. The Risk Register v24 was reviewed by the three TV FRS
project managers in April 2022.
New risks:
ESMCP 044 – Amber – Capita Secure Solutions and Services (SSS) performance during and
beyond corporate take-over by NEC resulting in poor progress in all elements of the SSS
service (which provides the mobilising system to the TVFCS)
Risk changes:
ESMCP 010 – Red to Black – Due to delays already experienced within the Programme,
reduced experience in managing the roll-out of the programme as retirement profile
suggests experience from ESMCP, Vision system and Airwave delivery projects will be
lost.
Probability increased from medium to very high due to current retirement profile – some
or all the project managers may not be in post at the point of mobilisation
ESMCP 013 – Red to Amber - Unable to fit out fire service vehicles
Impact and probability reduced from high to medium due to early fit hybrid approach of
many services
ESMCP 022 – Green to Amber - Correct funding for TVFCS upgrade work may not be
achieved or delayed due to timescales for submission of estimates – Estimates provided
2017.
Probability increased from Low to High due to potential change in App and technical
providers
ESMCP 037 – Red to Black - Uncertainty regarding the cost of delivering the Full Business
Case. 29/04 Timescales have not been met and will need to be revisited.
Executive Committee, 13 July 2022 | Item 10 – Emergency Services Mobile Communications Programme

Probability increased from High to Very High due to current delays and potential revisit of
the FBC
ESMCP 041 – Amber to Red - Timescales for TVFCS governance signoff for the spend for
DCS upgrade mean that this approval will not be given until July 2022, ahead of Capita
SSS order being placed and scheduled for completion by September 2022.
Probability and impact increased to High from Medium due to need for ESMCP board to
agree funding for increased SSS costs and concerns regarding spend to SSS considering
current performance
ESMCP 043 – Green to Amber - Funding shortfall in financial year 2022/23 onwards
Probability increased from low to medium due to no confirmation of existing funding
being secure and the LUR review reviewing the current LTR model
Legal implications:
Buckinghamshire Fire and Rescue Service have already signed up to the principles of the
ESN. Officers will continue to monitor the progress of the Programme closely and will
provide challenge to the process where it is felt necessary.
Privacy and security implications:
As the Programme remains in the ‘Prepare’ phase, there have been no privacy issues or
security implications identified. This will remain under review, particularly when the
Programme moves to the ‘Mobilisation’ phase.
Duty to collaborate:
This Authority remains an active participant of the South Central Transition Delivery
arrangements. The governance and delivery models have now been established and
Buckinghamshire Fire and Rescue Service officers are involved at each level. The
principle has been adopted that information is shared across all three South Central
services and where appropriate, joint responses to work requests are submitted.
The South Central region is also working with the South East region and Thames Valley
Police on activities such as the Coverage and Assurance work in order to achieve a
consistent approach and effective use of the limited resources available.
Health and safety implications:
There are no health and safety implications perceived at this time. There is constant
review of this and any issues that may arise in the future will be referred.
Environmental implications:
There are no environmental implications perceived at this time. There is constant review
of this and any issues that may arise in the future will be referred.
Equality, diversity, and inclusion implications:
There have been no equality and diversity implications identified to date. As the
programme progresses, further information, and a confirmed plan become available,
then an impact assessment will be completed.
Consultation and communication:
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The need to communicate and consult with all identified stakeholders is reviewed
regularly. Once the Programme has entered its mobilisation and transition phases then
regular communications will be established.
Background papers:
ESMCP Update, Executive Committee 17 November 2021
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A
ESMCP Summary of Full Business Case 23/07/2021

Protective Marking
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ESMCP - Appendix A

Emergency Services Mobile
Communications Programme
Summary of the Full Business Case (FBC)
version agreed by the Major Projects
Review Group (MPRG) on 23/07/2021

Summary date: 03/02/2022
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Introduction
This abridged version of the ESMCP FBC summarises the main themes from the actual
business case that was agreed by MPRG on 23/07/2021, and has been made available as a
reference document for user organisations. The business case provides an update on delivery
of the Emergency Services Network (ESN) solution. ESN will replace the current Terrestrial
Trunked Radio (TETRA) system known as Airwave (and Firelink within the Fire and Rescue
Service) with critical mobile voice and data services for the emergency services of Great Britain
(England, Scotland and Wales). The summary covers the five cases that form the business
case; strategic, economic, commercial, financial and management cases. It should be noted
that details included in the actual business case that are not for public consumption have been
excluded from this summary.

Strategic Case
ESN’s Vision
The ESN vision is to deliver a cost effective and improved mobile voice and data
communications capability that supports and enables the emergency services to
protect the public. We are moving from a dedicated bespoke network to a service
that exploits commercial networks, benefiting from and tracking innovation in the
consumer mobile market. This provides a communication and collaboration platform
for our users that offers integrated voice and data and is in line with global standards
for mission-critical communications. Switching Airwave off will save £250m per
year.
The strategic case sets out the strategic drivers for the introduction of ESN which are:
•

•

•

•
•

It supports key departmental priorities in:
− managing civil emergencies in accordance with the Civil Contingencies Act 2004
within the remit of Funding Sponsoring Bodies; and
− protecting vulnerable people and communities by providing the emergency
services with communications coverage in rural and remote areas of Great Britain.
It aligns with digital communications for emergency service strategies and developing
international standards, mainly 3GPP (umbrella term for international mobile technical
standards), for all elements of the end-to-end solution.
It provides a voice and data service for the emergency services introducing a single
network that allows the sharing of data (including images and video) and enabling faster
adoption of mobile applications.
It replaces the reliable but expensive, limited and ageing Airwave system.
It represents value for money for the taxpayer by delivering steady state savings of circa
£250m per year.
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•

•

It provides the emergency services with access to high speed, secure, resilient and
prioritised data, which can support a range of applications and services across the
emergency services.
It minimises or avoids the need to develop bespoke components, relying instead on
‘commercial off the shelf’ products and commercial mobile networks to simplify delivery,
reduce risk and support a more standards-based future.

The three emergency services (Police, Fire & Rescue and Ambulance, collectively referred to
as 3ES) use Airwave for mission-critical voice and short data communications (in effect text
messages or SMS) within and between the services. The Airwave system is a private radio
network based on TETRA specifications. The central elements were rolled out in the period
2001-2005. Whilst Airwave provides reliable critical voice services, it is based on ageing
technology, and in particular does not provide a mobile broadband data service. As a bespoke
and standalone network, Airwave is extremely expensive to run. The Airwave network is
operated by a single supplier, Airwave Solutions Ltd, now owned by Motorola, under a public
finance initiative arrangement that began in 2001 and has since been extended.
The Home Office is leading the cross-government Emergency Services Mobile Communications
Programme (ESMCP) to deliver the new ESN critical communications system to replace
Airwave. The ESN service will introduce 4G/Long Term Evolution (LTE) technology capability
to emergency services mobile communications. The ESN service will provide:
•
•

Integrated voice and mobile broadband data capability
Reduced reliance on bespoke infrastructure and increased ability to keep pace with
mobile communications technology evolution as it is built on a commercial mobile
network

The significance of the provision of reliable voice and data communications to our emergency
services cannot be overstated. In the most extreme of circumstances, the reliability of the
device and coverage can mean the difference between life and death. Equally important is the
ability of the 3ES to work seamlessly together during everything from the routine to the most
serious of incidents, in order to best protect themselves and serve the public. When fully
adopted, ESN will enhance that capability.
The migration of emergency services critical communications to 4G/LTE is now the established
direction of travel globally. Even where TETRA systems have been deployed relatively recently,
for example in Germany, a supplementary data capability has been sought and this entails
additional cost. ESN essentially provides voice and data at a lower overall cost, on a single
network.
The independent review commissioned by the Infrastructure and Projects Authority into what
strategies other countries are following in the area of emergency service communications is
complete. It has also reached out to the international standards bodies who govern both
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TETRA, (i.e. Airwave) and 4G/LTE (i.e. 3GPP). Firstly, there is wide agreement that TETRA
will be obsolete towards the end of the current decade, and increasingly expensive to support
beyond that. Secondly, all the countries that were interviewed are intending to follow the same
strategy as Great Britain, with six countries well on their way. All countries have benefited from
Great Britain’s experience as one of the first adopters.
The programme has consulted widely and in depth with users in the preparation of the FBC.
Consequently, timelines were amended to ensure a more realistic and agreed delivery plan in
which users and other stakeholders can have confidence. The business case was predicated
upon the planning assumption that 3ES will start to transition to ESN from 2024, and transition
will complete around the end of 2026. Whilst we are working to deliver the technology in the
shortest possible timeframe, the transition of users from Airwave to ESN needs to consider
safety and operational imperatives above all else. For this reason, the timeline needs to allow
us the flexibility to upgrade over 200 control rooms and transition circa 300,000 users to the
new service.
The case for continuing the ESN programme remains compelling despite the comparatively
short timespan over which the benefits and savings are measured (to FY 2036/37). However,
the ESN solution and its benefits to the public, in both increased public safety and economical
terms, will persist beyond 2037.
ESN will introduce a mission critical push to talk (MCPTT) solution based on modern mobile
telephony technology (4G/LTE) to emergency services mobile communications, providing an
integrated voice and data capability. Crucially, it reduces the reliance on bespoke
infrastructure, and it will leverage mobile communications technology developments allowing
the 3ES to benefit from wider commercial improvements in capability over the lifespan of the
service. It is built on a commercial mobile network, meaning that it is therefore projected to be
much cheaper to run than Airwave (with annual savings at circa £250m per annum). Core ESN
capability has been proven to work, for example, Bedfordshire with Connect fleetwide from
November 2021 and West Yorkshire FRS use Direct 2 (voice communications) for a limited
subset of users alongside Airwave as a fallback. It has also been used by Immigration
Enforcement staff operationally in low risk environments.
The programme’s Independent Assurance Panel (IAP) has looked at the emergency
communication strategies that other countries are pursuing. The panel interviewed the
international standards organisation, ETSI (European Telecommunications Standards Institute),
and those responsible for emergency communications in nine other countries and concluded
that Great Britain is following the right strategy. The IAP observed that there are no plans to
develop advanced data communications capabilities within TETRA. The view of ETSI is that
TETRA will effectively be obsolete by 2030.
The IAP review highlights the fact that all the administrations they have spoken with are in the
process of replacing their TETRA capability or are about to start. There is no evidence that
anyone is planning to retain TETRA beyond 2030, and a number will have fully implemented an
alternate solution by 2025.
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The IAP review concluded that retaining TETRA in any form is not recommended; 4G/LTE is the
chosen path for ESN. A number of countries have been watching ESMCP and have learnt from
the programme’s evolution; from a time where there were no international standards to a point
at which we now have devices in users’ hands.
The main strategic risks for the programme are:
•

•

•

•
•

The successful implementation of ESN depends on user organisations being satisfied
that it is an adequate replacement for Airwave and provides sufficient capacity,
coverage, security and resilience to meet operational needs, as well as being affordable
in order to manage future financial pressures on other operational services they provide.
The programme may be unable to secure a long-term financial commitment in terms of
Spending Review funding for the life of the programme to enable delivery within
timescales. The Covid pandemic impact is also likely to result in financial pressures
across government departments to achieve savings over the coming years.
There is a financial affordability pressure that may constrain the programme and its
stakeholders’ critical path to transition. There are supplemental activities that may incur
additional spend over and above the costs identified in the FBC, that may risk the ability
of user organisations to be able to afford the transition from Airwave to ESN.
The ability of one or more suppliers to deliver in the required timeframe, which could
result in further delays.
Management of the conflict of interest presented by Motorola being both a main supplier
to ESN and the owner of Airwave. This must ensure fair competition and not put user
organisations at a commercial disadvantage, as well ensuring the future device strategy
promotes growth in the competition market for future procurements.

The programme has an ongoing risk management system to ensure that containment and
mitigation plans are in place for all programme risks.

Economic Case
The economic case considers the following options:
• Option 1: Stop ESN and continue with Airwave indefinitely (do minimum)
• Option 2: Stop ESN, extend Airwave and start a new programme to replace it from April
2022 (discounted before full appraisal)
• Option 3: Deliver ESN incrementally, with a risk-based expected Airwave Shut Down
date of December 2026.
As explained above, Option 1 which would mean Airwave continuing, really is not a realistic
option that would deliver the capability required for emergency services and would be financially
unsustainable. Option 2 would, in effect, mean that the investment in the development of the
ESN service to date would be lost.
Option 3 (the preferred option) is based on a realistic plan and assumptions of when the
transition from Airwave to ESN can be achieved for user organisations. This plan is based on:
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•
•
•

•
•

•

Delivery of the functionality that users require to commence transition with a solution that
is operationally safe and fit for purpose by mid-2023.
The need for users to have a comprehensive assurance process including six months of
Operation Evaluation that will not start until the full functionality is delivered.
Three months of live pilot to further exercise the solution in a live unconstrained
environment whilst formal service governance is undertaken to thoroughly review and
accept ESN as a safe and secure service.
A transition window of 27 months that will allow user organisations to safely move from
Airwave to ESN.
The provision of core network coverage ahead of transition commencing. This includes
the London Underground and remote areas delivered under the Extended Area Services
(EAS) project. Whilst the programme recognises that further additional coverage for
critical operational locations will continue to be put in place during transition, no user
organisation will be asked to commence their transition until they have acceptable
coverage.
Completion of control room upgrade work to ensure that control room systems and
necessary components are upgraded to interface with ESN. Whilst further development
is required, the current plan allows for this to be completed away from the critical path.

The business case concludes that Option 3 offers by far the best Net Present Social Value
(NPSV) by introducing a system that:
•
•
•

Matches and improves on Airwave’s critical voice functionality at lower cost.
Provides significant additional data functionality than Airwave.
Delivers a series of benefits to the general public, particularly around coverage.

Economic Benefits
The monetised benefits in the table below phase in as the ESN network is fully rolled out. These
benefits are all non-cashable wider public benefits and do not include the benefit of 3ES
transferring from Airwave to ESN, which instead enter the NPSV through reductions in cost.
It is important to note that this cost reduction element (about £250m per year) far exceeds the
total of other all other benefits.

6

ESMCP

We expect that ESN will deliver improvements in efficiency and effectiveness for all users
compared to Airwave and their current commercial mobile offerings, however these benefits
have not been monetised.

As user organisations and the Programme work together towards implementation of the ESN
service, this will only be on the premise that the operational service can continue to be delivered
without 3ES users being put at risk.

Commercial Case
The commercial case provides historical context for the programme’s current commercial
structure. It explains why there is the same supplier for the legacy Airwave contract and the
ESN Lot 2 contract.
The existing legacy Airwave contract has been extended until December 2026 from its current
end date of December 2022.
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The long-term commercial challenges are being worked through, including how procurement
can support a future operating model and allow ESN to evolve to take advantage of
technological advances, and continue to deliver value for money. In addition, the current
structure of ESN contracts needs to be reviewed in order to examine the possibility of
maximising the opportunities of disaggregation, with contracts aligned to international mobile
technical standards driving greater competition in the supply chain.

Finance Case
The actual financial case contains the breakdown of the cost of the programme to date, and for
the lifetime of the business case to 2036/37. It also covers how funding for the ESN service is
allocated between the Home Office, Department of Health and Social Care (DHSC), and the
Scottish and Welsh Governments.
Based on the preferred option (option 3, incremental delivery of ESN), the total cost of the
ESMCP programme to 2036/37 including costs that have already been incurred and the costs of
Airwave until ESN is fully rolled out is £11.3bn.

Management Case
ESMCP is a complex programme that is a cross-government and multi-agency undertaking
which necessitates for multi-tiered and parallel governance arrangements. The management
case outlines how ESMCP manages all the different facets needed to deploy and implement the
preferred option in such an environment successfully.
The Programme Senior Responsible Owner (SRO), Simon Parr, has ultimate accountability for
the Programme. The Programme Director, John Black, has responsibility for the delivery of the
programme.
ESMCP is included within the Government Major Projects Portfolio (GMPP), which contains
approximately 200 of the largest and complex government projects. This brings with it a
number of reporting requirements that are managed though the Infrastructure and Projects
Authority, a joint unit of the Cabinet Office and the Treasury.
The governance structure levels align with the overall programme structure Levels 0-4:
•

Level 0: Programme Board: Provide oversight and direction, ensuring efficient and
effective operational leadership of the ESMCP programme. This board brings together
key stakeholders from across Government, including Funding Sponsoring Bodies, 3ES
Senior Users (SUs), and other senior representatives of the user communities and other
stakeholders. This is chaired by the SRO and reports into the Ministerial Steering
Committee.
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•

•

Level 1 Boards: Programme Level Boards: In place to oversee the successful delivery
of the key facets of the programme in terms of strategy, design, delivery and
management of the programme itself. SUs and suppliers are members of the Project
Review Board. These are chaired by the Programme Director.
Level 2 Boards: Functional Boards: Make decisions on key delivery areas, such as
approval of level 2 milestones, assumptions, dependencies and risks. The majority of
these have user representation and there is a dedicated board to Assurance, and one
governing deployment of the ESN solution to user organisations. These are chaired by
function leads.
Level 3 & 4 Working Groups: These support the running of workstreams and the
management of interactions between workstreams. This also includes governance
which is being established within user organisations to successfully deploy the ESN
solution. This includes the Deployment Delivery Group, which monitors and controls
deployment across the regional/service level. These are typically chaired by
workstream/project leads.

ESMCP reports to the Home Office Finance & Investment Committee for investment related
requests that require Home Office approval. It also reports to the Home Office’s Commercial
Approvals Board for commercial approvals, and technical approvals from the Technical Delivery
Board for technical assurance.
User Engagement Strategy and Plan
User engagement activities are underpinned by a user engagement strategy which outlines the
outcomes and principles for effective user engagement. The user engagement plan is built
based on programme attendance at user governance at the national, regional and local level
but also includes one to one engagement with key stakeholders from the user community and a
sequenced set of targeted engagement activities to support delivery of the outcomes below.
The outcomes that effective user engagement aims to achieve are:
•
•
•
•

Building confidence in ESN capabilities and deliverability
Ensuring structure and consistency in all interactions with the programme
Meeting the dynamic needs of user organisations
Keeping users in formed throughout the delivery lifecycle.

Communications Strategy and Plan
The communication strategy for the programme is focussed on how professional
communication tools and techniques can support the delivery of the programme. The strategy
is underpinned by a communications plan that is jointly owned and developed with user
representatives and core suppliers in a regular forum chaired by the Communications Lead
within the programme.
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Deployment
ESN deployment planning to date has had to be assumptive. As a result of the re-baselining of
the Integrated Programme Plan, most deployment-impacting assumptions will be addressed.
However, given the technical nature of ESN functionality; the need to perform transition
planning well in advance of the solution and enabling capabilities being delivered; and the
operational environment into which it is being deployed an element of assumptive planning will
always feature in user organisation deployment plans.
Deployment planning will take an iterative approach, with deployment plans being refined over
time. The initial priority of the ESMCP Programme is to identify a high-level deployment
timeline for each of the 3ES England, 3ES Scotland and 3ES Wales. In order to achieve this, a
service deployment sequencing plan will be developed which identifies the first user to
commence deployment and the last user to finish all transition activities within each service.
The service deployment sequencing plans will be underpinned by detailed deployment plans for
each individual user organisation deploying ESN. These sequencing plans will be coalesced
into a single ESN national deployment plan that will provide a baseline plan for ESN
Deployment and capture the end-to-end timeline against which each user organisation will
deploy ESN.
Transition
The Home Office ESN Live Service team is responsible for all ESN products once they have
reached / achieved Service Acceptance. The Full Operating Model will be delivered before
Airwave is shut down and will allow the programme to be closed and all remaining services
provided by the programme to be subsumed into a sustainable organisation.
Benefits Realisation
The programme is following the Home Office benefits management guidance and processes
within the Home Office Investment Portfolio. The programme will use a benefit profile and
Benefits Realisation Plan to manage, track and report benefits realisation progress throughout
delivery.
Glossary
3ES

The three emergency services, i.e. police, fire and
ambulance

3GPP

3rd Generation Partnership Project. The
telecommunications standards development
organisation which develops technical specifications
for communications solutions such as mission-critical
push-to-talk, mobile communications networks and a
range of other communications solutions deployed in
the industry
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ESMCP
ESN
ETSI
FBC
GMPP
IAP
LTE

MCPTT
MPRG
NPSV

SRO
SU

TETRA

Emergency Services Mobile Communications
Programme
Emergency Services Network, system that will
replace Airwave
European Telecommunications Standards Institute
Full Business Case
Government Major Projects Portfolio
Independent Assurance Panel
Long Term Evolution; standard of wireless data
transmission for mobile devices that allows increased
capacity and speed using a different radio interface
Mission Critical Push-To-Talk (the functionality for
devices to be able to communicate with other users)
Major Projects Review Group
Net Present Social Value; standardised calculation of
the present value, taking account of future costs and
benefits allowing multiple options to be compared
Senior Responsible Owner
Senior User; nominated lead representatives of each
of the user communities including police, fire,
ambulance, Wales, Scotland, and larger national
organisations
TErrestrial Trunked Radio; radio technology upon
which the Airwave system is based
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