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 1.  BACKGROUND  

  
1.1  The Emergency Services Mobile Communications Programme (ESMCP) is 

intended to provide the next generation communication system for the three 
emergency services and other public safety users as the contract for Airwave 
was scheduled to expire by 2020, this has now been extended until 2022.  
This system will be called the Emergency Services Network (ESN) and 
provides integrated critical voice and broadband data services for the 
emergency services.  
  

1.2  The programme has three key objectives it aims to achieve:  
  

 Better – integrated service, functionality and coverage;  

 Smarter – more flexible and pay only for what is used;  

 Cheaper – address budget pressures and leverage market forces.  
  

1.3 The Fire Authority previously received (July 2018) a progress update report 
detailing the implications of ESN project delays and the national review of the 
full business case and value for money exercise that was being undertaken.  
This work is now complete and the report provides an overview of the latest 
position. 
  

1.4  As was previously agreed, members will continue to be provided with further 
updates as the project progresses to ensure that the Fire Authority is fully 
briefed on the ESN work as a critical national project.   

 

2.  REPORT  

  
INCREMENTAL ADOPTION 

 
2.1 Following a Government review of options for the future direction of ESN the 

Home Office announced on Friday 21 September that ESN will be 
implemented using an incremental approach.  This decision requires additional 
verification by specialists within Government which will be provided by a series 
of assurance reviews.  
 

2.2 The Full Business Case will be amended to reflect this updated approach and 
will be subject to a further governance and assurance review before formal 
endorsement and sign-off.  It is anticipated that this process will be concluded 
in early 2019.  
 

2.3 The first part of the commercial Heads of Terms negotiations with the major 
suppliers to enable ESN to be delivered in an incremental way, as well as 
extending the existing Airwave service, are now complete. The Airwave 
agreement will extend the network on substantially similar terms for three 
additional years to the 31 December 2022, with the option to be further 
extended. 



 
2.4 The incremental approach will allow an element of choice around adoption of 

ESN products prior to full implementation and switch-off of Airwave.  The aim 
being to allow the emergency services to access many of the data service 
benefits and capabilities of ESN ahead of the full suite of products being 
available.  

 
2.5 Under the new plan the existing Airwave service will be shut down only once 

all emergency services are using each ESN product or service they require 
and can demonstrate that they can safely operate without Airwave. 

 
2.6 An overall report has been produced to reflect East Midlands incremental 

adoption position. The sector has stressed that more clarity is required around 
ESN products before further planning work both regionally and locally can be 
undertaken. This is now recognised by the programme and work is underway 
to develop additional product descriptor information. 

 
ESN PRODUCTS 
 
2.7 As part of the incremental approach there are a number of products available, 

descriptors of these have been released to ESN teams as detailed below: 
 

 ESN Assure – Beta Product to enable internal programme users and 
customers to validate ESN coverage – due Q4 2018; 

 

 ESN Connect – SIM-only offer, to connect vehicle Modems with the ESN 
Data service – due January 2019; 

 

 ESN Connect+ - a package of telephony, messaging and data services 
over the ESN network, running on an approved Commercial Off The Shelf 
handset or the Galaxy ESN ruggedised handset – due February 2019; 

 

 ESN Direct Alpha – Press to Talk (PTT) and Public Safety Messaging on 
Galaxy ESN pre-production handsets (Demo/Trial) – due Q4 2018; 

 

 ESN Direct 1.0 – PTT including full network priority and pre-emption – due 
Q2 2019; 

 

 ESN Direct 2.0 – as above but including integrated Control Rooms and 
Interworking with Airwave – due Q3 2019; 

 

 ESN Direct 3.0 – as above but including Public Safety Video – due Q1 
2020; 

 

 ESN Prime – Full Featured Public Safety Communications Suite of 
applications on the dedicated 4G Emergency Services Network. With full 
mission critical KPIs and Service Regime, including the convergence of all 
necessary Services – due November 2020. 

  



VALUE FOR MONEY EXERCISE 
 
2.8 Following payment in 2017/18 of the Local Transition Resource and Control 

Rooms Transition Section 31 Grants, the Home Office is required to assess 
how value for money is being, and will be, achieved for the ESMCP grant 
funding paid from April 2015 to March 2018, namely:   

  

 Local transition funding;  

 Control Room upgrades;   

 IT health check and remedial action plan funding;  

 Direct network service provider funding.  
 
2.9 The Home Office is particularly interested in the outcomes – i.e: what has 

been achieved in terms of:   
 

 Output/deliverables;   

 Benefits; 

 Efficiencies (financial and non-financial) that are being realised;   

 Savings;   

 How value for money is being achieved; 

 How the work and spend is being monitored locally.  
  

2.10 During June and July 2018 Services have reviewed their ESN funds and 
submitted their current position through to Fire and Resilience Directorate. In 
parallel with this exercise work has been carried out on developing the future 
funding requirements for the Fire Sector. A report will go the Fire Customer 
Group for their approval before going to the Minister for sign off and reflected 
in the Full Business Case. 

 
PROPOSAL TO APPOINT LEAD USER ORGANISATIONS 
 
2.11 As part of the delivery of ESN user services the Programme has now taken 

the decision to replace the Wave 7000 mission critical push to talk (MCPTT) 
application originally proposed, with Kodiak 3GPP standards-based push-to-
talk (PTT) software solution. This will have a significant impact on Control 
Room System vendors, many of whom have been developing solutions to 
enable their customer’s control rooms to interface with Motorola’s Wave 7000 
application. Some have been working on this since the first half of 2016.  

 
2.12 In view of this the NFCC is proposing and have released a draft paper around 

the Programme’s proposal to appoint Lead User Organisations to work with 
Control Room system suppliers. This proposal was sent out to regions for 
feedback, the general returns being that this approach may not save time, that 
user organisations may not have the technical expertise to undertake the role, 
the risk of progress of the new development and associated costs would fall to 
the user organisations, and there is a concern that the process will be 
challenging and may erode or be detrimental to vendor/customer relations.   



2.13 The NFCC conclusion is that whilst the concept of the Lead Organisation has 
merit and may contribute to achieving the objectives, it is extremely complex 
and will require a great deal of effort to implement successfully. 

 
2.14 Nottinghamshire Fire and Rescue Service have made it clear in our feedback 

that we would not be putting ourselves forward as a Lead User Organisation 
for Systel, notwithstanding the concerns highlighted above, with the proposal 
for a joint Fire Control function with Derbyshire it is felt that the Service may 
not meet the criteria required for a Lead User Organisation. 

 
TECHNICAL ISSUES 

 
2.15 ESN Code of Connection standards remain an outstanding concern. A Code 

of Connection standard and Architecture document have been developed and 
endorsed by Fire Customer Group, however the full suite of documents is still 
not finalised to progress a review of remedial action work. Once Services have 
full clarity, work will begin on realignment of remedial action plans, and 
commencement of compliance/security activity to enable ESN accreditation.  

 
2.16 The full design specification for Kodiak version 9 is due shortly, this version is 

mainly to enable the prioritisation of voice within the ESN network, and there 
are also changes to the user interface. Discussions on refining the detailed 
designs for remaining software releases continues. 

 
REGIONAL 3ES COLLABORATION 

 
2.17 Collaboration opportunities continue to be pursued in the delivery of ESN 

across the East Midlands, including coverage assurance, device management, 
training and equipment installation. As previously reported a Joint Board has 
now been set up and terms of reference for the board have been agreed and 
signed off. Work has commenced on collaborative coverage activities around 
assurance of the network within the East Midlands in advance of Assure being 
available.  

 
2.18 This is a key expectation of the government programme team to ensure that 

commercial benefits are delivered both nationally and locally.    
 
REGIONAL ESN PEER REVIEW 

 
2.19 At the October 2017 strategic CFOA meeting it was agreed, due to the 

possibility of reduced funds from the Home Office, that a Regional review of 
the programme within East Midlands would take place. This review has been 
undertaken and a report submitted. The outcomes of the report show the 
current governance and structure is still fit for purpose and cost effective. The 
current sector proposal is to continue with regional structures and funds have 
been requested to enable the necessary local transition funding. 

 
  



COVERAGE AND COVERAGE ASSURANCE 
 

2.20 A Coverage Steering Group has been established to engage with all the 
Coverage related work areas within the programme. The group are in the 
process of agreeing Terms of Reference and, as a priority, create an 
overarching Coverage Strategy. A Coverage Assurance Strategy is also being 
developed.  

 
2.21 The ESN Assure product is an app that will be installed onto ESN testing 

devices to assess coverage on the ESN network.  An Assure soft launch in 
November will involve three to four regions receiving a limited number of 
devices to prove the processes being designed around deployment and use of 
the device and third party Geographical Information System GIS and reporting 
systems. Lessons learned will further inform the full roll out of Assure 1.0 and 
2.0. early 2019. 

 

3.  FINANCIAL IMPLICATIONS  

  
3.1 An earmarked reserve of £200k was originally established for the supporting 

work required to prepare for PSN compliance, significant spend against it has 
been used in conjunction with government transition funding to address 
remediation plans. This has focused upon assuring the infrastructure of NFRS 
is ESN ready, increased timescales will clearly protract the financial 
implications for the Authority.   

  
3.2 The ESN programme has always set a clear expectation that government will 

only fund the like for like replacement of the current Airwave infrastructure – 
e.g.: radios – although Services are able to fund any additional elements of 
functionality themselves. At present only one handheld device has satisfied 
the national procurement process, therefore reducing choice for UOs.  

 
3.3 The Authority will continue to receive transition funding from government for 

preparation and implementation. However, the 2017/18 payment was only 
received at the end of November 2017 following ministerial sign off. This 
aspect is of concern as the Authority works towards reducing budgets and 
continues to place a degree of uncertainty for the Authority to best manage 
resources.  

 
3.4 As previously reported, the programme of work has increased demands upon 

the Service, these will only be partially funded from government and this 
continues to be closely monitored, indeed the current Home Office Value for 
Money process will feed into any future funding received. This theme of 
technological demand continues to increase pressure on the Service.  

  
  



 

4.  HUMAN RESOURCES AND LEARNING AND DEVELOPMENT 
IMPLICATIONS  

  
4.1 The ESN programme has requirements for staff training and these will be 

addressed as part of the implementation phase across the East Midlands and 
offers potential opportunities for wider collaboration.  

 
4.2 ESN continues to place increasing demands upon most support departments, 

this has resulted in many fixed term arrangements being put in place, 
specifically across the procurement, corporate and ICT functions. These have 
all been delivered within the Service’s existing policy framework, but it is 
anticipated that capacity will need to increase further in the build up to 
transition to ESN and members will need to consider longer term implications 
as further delays are anticipated.  

 
4.3 Consideration of the longer-term implications of both PSN and ESN are 

already beginning to highlight additional skill requirements, for example, 
information security, which is currently being delivered with a fixed term 
appointment and was further included in the ICT update report to the Finance 
and Resources Committee 19 January 2018 and further updated at the June 
2018 committee.  

 
4.4 An East Midlands lead for training is in post from Leicestershire Fire and 

Rescue Service, who will be liaising with East Midlands FRS’s to ensure a 
consistent approach is taken and the learning and development team will need 
to consider ESN support as part of its business plan and delivery of the 
proposed national training strategy for ESN.  

 
4.5 Continued delays to transition timelines have increasing potential to impact 

upon the retention of employees and in some organisations, has seen a delay 
in appointment to posts that will support transition to ESN. This is under review 
in NFRS and is dependent upon future funding decisions that the Authority 
may need to consider, balanced against the need to deliver ESN.    

  

5.  EQUALITIES IMPLICATIONS  

  
An equality impact assessment has not been undertaken as this report does not 
amend existing policy or service provision.  
  

6.  CRIME AND DISORDER IMPLICATIONS  

  
There are no crime and disorder implications arising from this report.  
  
  



 
 

7.  LEGAL IMPLICATIONS  

  
There are no legal implications arising from this report.  
  

8.  RISK MANAGEMENT IMPLICATIONS  

  
8.1  The ESN programme presents an escalating high-risk potential for the 

Authority solely dependent on external factors beyond its day-to-day control, 
the main issue being slippage at a national level.  

 
8.2 Tri-Service Control implementation issues have a direct implication for NFRS 

and its Tri-Service partners to be able to connect to ESN, this will continue to 
place a protracted demand upon the organisation and will need consideration 
following the requirement to provide options for a joint Fire Control function 
with Derbyshire.   

 
8.3 The Service is engaged with ESN regionally and has previously reviewed the 

East Midlands ESN risk register, it is further included within the Corporate Risk 
Register, which has been reviewed and informed Service department leads to 
ensure risks are communicated and work is planned to manage and or 
mitigate risk.  

 
8.4 Regular project meetings are led by the Head of Corporate and these monitor 

changes in any areas of risk and update both the Service project and inform 
the regional lead to monitor progress made by Nottinghamshire.  

 
8.5 Members should be aware that the ESN places a demand upon the 

organisation and ‘programme governance’ is a key risk highlighted within the 
Corporate Risk Register and officers are obliged to monitor the capacity of the 
Service to ensure they deliver upon its commitments. As the project delays 
continue and financial pressures impact upon the Service this risk will require 
scrutiny.  

 
8.6 With the now significant delay in transition timelines and funding, it is 

recommended that the risk of ESN to NFRS is maintained at an increased 
level and the ACFO will look to ensure that this is reflected in the Services 
governance arrangements. The Chief Fire Officer will also receive information 
directly through the NFCC and these will inform the Service’s position in 
future.  
  

9.  COLLABORATION IMPLICATIONS  

  
9.1  Following discussion and workshops with East Midlands Police and Fire 

strategic leads, five areas had been developed over the last year, including: 
training, procurement, devices, installation and coverage assurance.  



 
9.2 Following discussions with the East Midlands strategic police lead, agreement 

was reached to introduce a joint strategic board with terms of reference.  
 
9.3 Future collaboration between Fire and Police will prove complex, not least 

given that this spans ten separate organisations, even more so now that the 
Programme has adopted incremental delivery.  

 

10.  RECOMMENDATIONS  

  
That Members note the contents of this report and agree to receive further updates 
as the project develops.  
  

11.  BACKGROUND PAPERS FOR INSPECTION (OTHER THAN PUBLISHED 
DOCUMENTS)  

  
None.  
  
  
  
  
  
  
  
  
John Buckley  
CHIEF FIRE OFFICER  
  


