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1.  EXECUTIVE SUMMARY 
 

1.1 This report provides an update and assessment of the progress of the 
National Emergency Services Mobile Communication Programme (ESMCP) 
and delivery of the Emergency Services Network (ESN) that will replace the 
current Airwave provision.  

 
1.2 The report addresses the current situation set forth by the National 

Programme (NP) and ESMCP South Central (SC) Region input to this. A 
cautious welcome is given to the formal adoption of an incremental approach 
of delivering the Emergency Services Network (ESN) and the extension of the 
current Airwave system that ESN will replace. 

 
1.3 In this context the report highlights work taking place to enable the Thames 

Valley Fire and Rescue Services (FRS’) and Thames Valley Fire Control 
Service (TVFCS) to be able to adopt ESN whilst maintaining sufficient 
flexibility to absorb any National Programme schedule changes and 
minimising operational and financial risk to service provision across the 
region. 
 

1.4 The report provides an update on a formal NFCC and LGA letter to the Home 

Office Permanent Secretary, Sir Phillip Rutnam, and his response. 
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1.5 An update is made on the NP and its governance as well as the regional and 

service governance approach and progress on the control work-stream in the 
SC Region. Finally, the report updates the current financial and funding 
arrangements in regard to the SC Region. 
 

 
2. RECOMMENDATION 
 

The Joint Committee are asked to: 
 

2.1 NOTE the contents of this report on the ESMCP and delivery of the ESN. 
 
 

3. REPORT 
 
National Programme Status and Timeline 
 
3.1 On the 21 September this year the Home Office officially announced its 

revised ‘incremental’ approach to the delivery of the proposed Emergency 
Services Network (ESN).   
 

3.2 In essence the NP reviewed the approach to delivery and formally adopted an 
incremental approach to availability of ESN products; the timescales for 
delivery of which are included as appendix A. The products bring different 
aspects of the ESN capability on-line at different times during 2019 – 2020 
with the current plan showing the full ESN product, known as ESN Prime 
going live during Q3 2020. 

 
3.3 Having considered the earlier products and what they offer, there will be 

minimal (and potentially no) adoption of products across the SC Region until 
the full delivery of ESN Prime.  
 

3.4 The only area of adoption forecast ahead of ESN Prime is the provision of 2 
devices per service to undertake assurance work. This is essentially a device 
that can be placed in a vehicle which is constantly testing and recording the 
signal of the ESN. This is to assist user organisations in building assurance in 
the network capability and identifying any concerns back to the National 
Programme. These devices will be issued to all blue light services and where 
possible we will align activity. Focus will be given to those areas where we 
may have the greatest concerns. There are no implications for TVFCS in this 
activity. It is clear that the provider and the NP (not the user organisations) 
retain the responsibility to assure the programme on the reliability of the ESN. 
 

3.5 On the 16 May 2018 all FRS’s received a consultation questionnaire from the 
NFCC team working within the programme. This questionnaire was designed 
to gauge services appetite for adoption of products and services. A return 
was required by 05 June 2018 and the NFCC team recognised that returns 
would have a low level of assurance and would be indicative only and based 
on a range of assumptions. 
  

3.6 A subsequent request for further information was made in September 2018.  
The nature of this request was to refine to a higher degree of certainty the  



 
likely adoption profile for each FRS.  Thames Valley FRS’s alongside South 
Central region partners did not provide any updated information as it had 
been made clear in the 05 June submission that additional certainty would 
only be possible if further information was provided by the NP to address 
assumptions having to be made at a service level. This information, regarding 
costs, transition arrangements and hardened timescales, had not been 
forthcoming from the NP at the time of the second request.  
 

3.7 Separately, the NP are reviewing the Full Business Case (FBC) for the ESN.  
Review of the FBC is now anticipated to be completed in the first quarter of 
2019. Until recently this was expected by the end of 2018. The FBC is subject 
to agreement within the Home Office.  Visibility of the FBC should be 
considered a pre-requisite for the Thames Valley FRS’s, and the other partner 
organisations within the South Central region for: 
 

 Establishing the cost impacts of migration to ESN. 
 

 Establishing the specific timing of any adoption activities across the region. 
 

 Creating and managing a fully detailed plan to execute adoption activities in 
concert with other associated strategic projects.  
 

3.8 Consequently, through the SC Board, work continues with all interested 
parties (including colleagues in Police and Ambulance) to maintain the 
maximum possible planning flexibility and to keep as many options for 
execution open as possible. 
 

3.9 The latest information regarding planned cessation of the existing Airwave 
network indicates this as being at the end of 2022.  This is a change from 
previous indications of “seven to ten years” from 2018 (i.e. 2025-2028).   
 

3.10 The original cessation window was used as an assumption for planning 
purposes to guide TVFCS approach to ESN migration, taking into account 
dependant projects and contract renewals falling within the ESN adoption 
window.  The publication and subsequent analysis of the FBC, alongside the 
constraint of the current Airwave contract extension, remain the most 
significant impediments to effective planning for deployment.  Whilst work has 
begun to model ESN adoption plans, final planning decisions for ESN 
adoption cannot be recommended for approval before the FBC is published. 
We will ensure an alignment of plans for the Thames Valley FRS’s and 
TVFCS 
 

3.11 There has been no material change to the consensus position amongst FRS’s 
in the South Central region that: 
 

 Exploitation of increased data capacity and device functionality will require 
significant change to FRS ways of working that will require lengthy 
business and cultural change processes to be undertaken. It is positive 
that the NP recognise this is a change programme not just a technology 
programme. 

 



 

 Currently, products earlier in the lifecycle offer little material benefit or 
compelling business case when compared to existing commercially 
available solutions; particularly as some earlier service offerings provide 
no clear update/upgrade path to later, more fully featured products. 

 

 Lack of clarity regarding pricing of ESN products is a significant deterrent 
to committing, particularly where existing commercial solutions are offered 
at a highly competitive cost. 

 

 Lack of clarity regarding transitional arrangement and interoperability is a 
significant deterrent to committing, particularly from a Control perspective, 
but also in terms of overall digital and device strategies. 

 

 Lack of clarity regarding overall cost envelope is a cause for concern, 
particularly in terms of ongoing Airwave costs and where funding sources 
are intended to be derived. 

 

 Currently, there is limited interest in any ESN product until the full suite 
solution (ESN Prime) becomes available (currently scheduled for Q3 
2020)  

 

 TVFCS control systems become a significant strategic factor in planning 
for any product adoption due to current contractual arrangements and life 
expectancy of the current solution. 

 

 The window of opportunity for migration appears to be at some point 
between availability of ESN prime and the Airwave termination window 
opening, i.e. some point between Q3 2020 and Q4 2022. 

 
3.12 Until we know more about costs and operating benefits of earlier product sets, 

there is little to be gained in committing to early adoption. We will keep an 
open mind and remain flexible to early adoption where the business case and 
opportunity is valid. 
 

3.13 To inform decision making on when the service should move to ESN, officers 
are undertaking ongoing assessments of current technology provision and 
timing for when we may wish to complete upgrades and renewal of systems. 
These assessments remain ongoing as officers are adapting to the 
developing information coming from the NP. 
 

3.14 This approach has allowed for development of potential options for timing of 
migration to ESN and will inform further discussion internally and across the 
TVFCS partnership. As previously stated, greater clarity from the NP is 
required in order to bring forward a full option appraisal and recommendations 
through the appropriate governance routes of Fire Authority and TVFCS Joint 
Committee.  
 

3.15 One working assumption is that transition to full ESN is implemented no later 
than 12 months prior to the confirmed Airwave cessation date. This would 
allow for assessment of viability of achieving delivery in context of other 
commitments and our wider technology needs. It would also allow for a  



 
prudent period of overlap between the old and new systems.  This 
assumption would put TV FRS’ and TVFCS provisional adoption date as the 
end of 2021. To be clear this is currently purely a date to assess as services 
the viability, challenges and risks of delivery against a forecast timeline and to 
develop our thinking with colleagues across the Thames Valley. 
 

3.16 On the 21 August 2018 the NFCC and LGA jointly signed and sent a letter to 
the Home Office Permanent Secretary, Sir Phillip Rutnam, setting a range of 
concerns on behalf of Services and Local Authorities. This letter is included 
within this report in appendix A in light of this. On the 18 October 2018 The 
Permanent Secretary to the Home Office responded to the RBFA letter. The 
response is included within this report as appendix B. 
 

Governance 
 

3.17 An ESMCP South Central (SC) Regional Programme Board continues to 
operate. This is one of a number of ESMCP FRS regions across the UK. The 
SC Board meets monthly and comprises senior representation from the three 
Thames Valley FRS’s alongside Hampshire and the Isle-of-Wight FRS’s. 
 

3.18 Through this regional approach services have been able to share and align 
resources to meet the needs of the key ESMCP work-streams. The change to 
an incremental approach to delivery of ESN has brought into question the 
need for a regional delivery group. This is because its original creation was to 
support the regional implementation model of the ESN (now discounted for 
the revised incremental approach). However, there is consensus between the 
NFCC team and the lead officers from across the regional boards to retain the 
regional arrangements at this time as it supports effective dialogue between 
the NP and FRS’s as user organisations as well as enabling the continued 
sharing of resources across work-streams. 
 

3.19 Through the SC Board, relationships are maintained with other regional 
groups (South East Operational Response and Resilience Group); the South 
East and South West Regional Groups and leads from blue light leads in 
Police and Ambulance. This supports shared understanding and allows for 
consideration of opportunities for joint working and potential collaboration, 
such as on procurement. 
 

3.20 Programme Management arrangements for the SC Board are delivered 
through Mott Macdonald using funding from the National Programme. This 
reduces individual project and programme resources in each service, allowing 
services to focus on delivery of work-streams.  

 
3.21 A dedicated team (funded by the NP) works within the NP and reports to the 

National Fire Chiefs Council (NFCC). This team acts on behalf of the fire and 
rescue service within the NP; assures on FRS progress; and coordinates FRS 
responses to requests from the NP. To achieve this the team maintain 
relationships with FRS Regional leads through a Fire Customer Group 
(attended on behalf of South Central Region by DCFO Foye). The NFCC 
team also support staff working within services in addressing questions and 
requirements of the NP. 
 



 
 

Control Room Work Stream Update 
 

3.22 A number of work-streams are in place across the South Central region. This 
report concerns itself with an update on Control Rooms and Information 
Technology Health checks. 
 

3.23 The DNSP connections are in place and tested. Charges for install and rental 
are currently funded through the NP and we are making the case that ongoing 
cover of rental should be in place until ESN provision is achieved by the NP.  
 

3.24 Control Upgrades continue and are currently forecast to take place in January 
having been delayed from September by the provider Capita. 
 

3.25 Over recent months, a new product, called Kodiak, has been introduced 
which provides a mission critical ‘Press to Talk’ capability. This has been 
broadly welcomed, as it addresses a key requirement and removes significant 
development work for the NP. This said, its introduction creates new work 
including potential further changes to control systems. We continue to monitor 
for implications and we are making the case that the NP should address any 
costs associated with this change.  
 

3.26 Incremental delivery may create opportunities and risks in terms of 
technology changes. We continue to monitor the change against our wider 
organisational technology plans to reduce risks and exploit opportunities. 

 
 
4. COMPLIANCE WITH THE TVFCS PARTNERSHIP AGREEMENT 
  
4.1 This report and its contents are considered to offer no conflict to the Steady 

State Legal Agreement. 
 
5. FINANCIAL IMPLICATIONS 
 
5.1 Regional funding is overseen through the South Central Programme Board 

and services draw down funding to cover costs of work-streams leads and 
ancillary costs, such as attendance at meetings, workshops etc. For 2017/18 
Once the FBC has been released we will review the financial implications to 
the service. 
 

5.2 We have separate full funding from the National Programme for control room 
upgrades and DNSP connections into TVFCS. This funding is based upon the 
original regional delivery plan. With the change to the incremental delivery 
plan, we are seeking assurance that additional costs incurred by this change 
will be met by the national programme. 
 

5.3 All services received a request from the Fire and Resilience Directorate of the 
Home Office to complete a monitoring form on the utilisation of ESMCP 
Transition Grant Payments made to individual services and to overall South 
Central Region. The Home Office is required to assess how value for money 
is being, and will be, achieved. Buckinghamshire FRS retain the South 
Central Grant and oversee monitoring of spend on behalf of the South Central  



 
ESMCP Board. A return was made with the approval of Buckinghamshire’s 
Chief Finance Officer and Chief Fire Officer and with the agreement of all 
other SC region ESMCP service strategic leads.  

 
5.4 This return has been accepted by the Home Office though they have sought 

additional insight as to the roles that have been in place. In providing a 
response we will remind the Home Office team that the structures established 
and commitments made have, very much, been in response to the 
expectations of the National Programme and the planned regional delivery 
model that has only recently altered to an incremental approach. We continue 
to deliver activity in respect of ESMCP in good faith whilst raising risks and 
registering concerns with the National Programme delivery plan timelines and 
assumptions having to be made. 

 
5.5 In essence, of the funding received in the SC Region we have spent circa 

£581K and have circa £574K remaining. The Home Office have indicated that 
we should not expect any LTR funding this year. We continually review 
expected costs against delivery and will challenge the national programme on 
any shortfalls in funding that we identify. This includes on-going Airwave costs 
stemming from the Airwave contract extension. 

 
6. LEGAL IMPLICATIONS 
 
6.1 None 
 
7.        EQUALITY AND DIVERSITY IMPLICATIONS 
 
7.1 None  
 
8. RISK IMPLICATIONS 
 
8.1 Each Service will need to consider any Corporate Risk associated with the 

ECMCP Programme and record treatments to mitigate this risk. The SC 
Board provides a good mechanism to help manage the risk and align the 
approach of Thames Valley Fire and Rescue Services with developments and 
progress being monitored by the TVFCS Thames Valley Joint Committee. 

 
8.2 By example, two risks are recorded on the RBFRS Corporate Risk Register in 

regard to ESMCP and these take account of implications on TVFCS.  
 
9.        CONTRIBUTION TO SERVICE AIMS 
 
9.1 This report complies with the “Principles of Collaboration” 
 
10.       PRINCIPAL CONSULTATION 
 
10.1 None 
 
11.       BACKGROUND PAPERS 
 
11.1 None 
 



 
 
 
12.       APPENDICES 
 
12.1 Appendix A – Letter to Home Office from NFCC and LGA 
12.2 Appendix B – Letter from Home Office to NFCC and LGA 
 
 
13.       CONTACT DETAILS 
 

Steve Foye 
Deputy Chief Fire Officer, Royal Berkshire Fire and Rescue Service 
Tel: 07887 830208 


