




NGCC: Public Safety Network Implementation Case - commercial in confidence 
 

2   |   Better Business Cases: Implementation Business Case  

Paul Turner (ARO - FENZ) 
Matt Winter (ARO - Police) 

Executive Governance Board Rob Fyfe (Chair) Approved 



NGCC: Public Safety Network Implementation Case - commercial in confidence 
 

3   |   Better Business Cases: Implementation Business Case  

Contents 
Contents ............................................................................................................. 3 

Key terms ........................................................................................................... 4 

NGCC Board Chair’s introduction ....................................................................... 6 

Heads of agency comment ................................................................................. 7 

Executive Summary ........................................................................................... 8 

Strategic Case – reviewing the case for change .............................................. 20 

Economic Case – reviewing the Preferred Option ............................................ 31 

Commercial Case – contracting for the project................................................. 43 

Financial case .................................................................................................. 54 

Management Case – planning for successful delivery ..................................... 61 

Annex 1: Commissioning Letter ........................................................................ 80 

Annex 2:  Documents supporting this business case ....................................... 81 

Annex 3: Economic Analysis ............................................................................ 83 

Annex 4: Full list of financial assumptions ........................................................ 92 

Annex 5: Benefits Realisation Plan (BRP) ........................................................ 96 

Annex 6: Top 10 current risks........................................................................... 97 

Annex 7: Agency Change Plans ..................................................................... 100 

Annex 8: LMR Commercial and Ownership Models considered..................... 108 

 

  





NGCC: Public Safety Network Implementation Case - commercial in confidence 
 

5   |   Better Business Cases: Implementation Business Case  

tsunami or bush fire incident partially disables 
elements of a mobile network in an area). 

Next Generation Critical 
Communications 

Previously described as the Lead Agency. The NGCC 
is a branded unit of NZ Police with responsibility for 
delivering the Public Safety Network. 

NGCC 

Public Safety Network The Public Safety Network is described in this 
document and is the successor to the current 
emergency services communications networks. 

PSN 

Over the Top applications OTT applications offer additional, emergency services 
specific functionality operating over a mobile cellular 
network; typically including situational awareness 
applications, automation of emergency processes (for 
example train derailment response) and improved 
collaboration/ group communication capabilities. 
Correctly configured OTT apps will be able to take 
advantage of the QPP and Roaming capabilities 
offered on the PSN mobile network.  

OTT 

Roaming Roaming allows a single cellular device to seamlessly 
transfer between the two major commercial mobile 
networks, increasing coverage and resilience for voice, 
messaging, data and video communications. The 
Roaming service will offer the most extensive level of 
coverage in New Zealand. 

 

Network of Last Resort The network which is built with sufficient resilience to 
the “last network standing” in the event of a significant 
environment disaster. 

NoLR 
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NGCC Board Chair’s introduction 
 

My decision to accept the appointment to chair the Governance Board of 
the Next Generation Critical Communications programme was motivated 
by my belief that if we're to create the best possible future for New Zealand, 
and the best possible opportunities for New Zealanders, then we must 
invest in the best possible infrastructure to support that future.  

The current state of communications across emergency services highlights 
significant risk to New Zealand in the face of natural disasters and 
represents lost opportunities for service improvement and care. 

This business case, and the solution it proposes, reflect our engagement with the emergency services, 
market providers, and international experts. It provides a path forward for a reliable, robust and modern 
communications suite and supporting infrastructure, ensuring the longevity of the communications 
capability. 

The solution improves data coverage, prioritises emergency communications across commercial 
networks, resolves security gaps, and significantly improves the resilience of our communications 
technology. This ensures our frontline responder’s safety while on the job, and supports them in 
protecting New Zealanders, growing and improving their services, and delivering the best possible future 
for New Zealand. 

 

Nāku iti noa, nā 

 

Rob Fyfe 
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Heads of agency comment 
NGCC 
NGCC would like to express its thanks to everyone who has been involved in 
the creation of this business case. This has been a huge endeavour across 
many agencies and organisations, and we are proud of the solution it proposes. 

The Public Safety Network will provide a modern, reliable communications 
capability to emergency service agencies.  This common platform will provide 
agencies with more opportunities to share information and work collaboratively 
at a marginal cost.  

We enjoy the full support of emergency service agencies, and appreciate their  
drive, commitment, and partnership as we create the Public Safety Network. 

- Steve Ferguson, Director, Next Generation Critical Communications 

New Zealand Police 
The proposed solution delivers critical infrastructure for our emergency 
services now, and well into the future. Police will see benefits such as increased 
resilience, coverage, access to cellular networks, and priority access in the 
event of network congestion. All communications will be encrypted and secure 
- another tool to help us keep our frontline people safe and protected from harm. 

- Andrew Coster, Commissioner, New Zealand Police 

St John Ambulance 

The Public Safety Network will add resilience across our communications 
network and will ensure we can get the right information to the right people. 
Unfortunately, there are large areas of rural New Zealand where currently, the 
messages struggle to get through. For us at St John, and across all emergency 
services, this new technology creates new opportunities to further expand our 
reach and range of services - ensuring equitable access to health care and 
doing the best we can for all New Zealanders. 

- Peter Bradley, Chief Executive, St John 

Wellington Free Ambulance 

The Public Safety Network project will improve our communications capability 
across our region, enabling information to be shared quickly and effectively 
across all urban state highway and rural areas commonly accessed by frontline 
ambulance officers.  

- Dave Robinson, Chief Executive, Wellington Free Ambulance 

Fire and Emergency New Zealand 
For our people in Fire and Emergency New Zealand, this project will develop a 
system that allows us faster access to better information than we've ever had 
before. It will keep them safer and allow us to better protect and preserve life, 
property and the environment right across Aotearoa New Zealand.  

- Kerry Gregory, Chief Executive, Fire and Emergency New Zealand 
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Strategic case: confirming the case for change 
The case for change outlined in the DBC remains compelling: the radio 
communications network which supports emergency services is 
obsolete. Increasingly, replacement parts are no longer manufactured, 
and existing infrastructure (towers, foundations and radio equipment) is 
at significant risk of failure.  

Doing nothing is not an option – the assets have had their life extended 
beyond all anticipated timeframes. For each year that passes: 

• The risk to frontline responders’ safety increases. 

• Emergency services ability to respond to incidents is 
compromised. 

• Obsolescence of technology means injecting additional capital 
into the existing networks cannot remediate the identified risks 
of failure. 

• During the past twenty years, the requirement for refresh of the 
communications technology and infrastructure has been deferred. 

The existing network must be replaced. Beyond 2025 existing communications networks will have 
degraded to such an extent that the likelihood of failure and consequent unavailability to emergency 
services presents an unacceptable risk. 

A modern critical communications network that utilises new technologies will: 

• better support the day-to-day management of Emergency Services and emergency response 

• enable cross-Agency collaboration  

• maintain secure, encrypted communications 

• provide an enduring Network of Last Resort  

• have sufficient flexibility to enable other participating agencies to join in the future.  
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Figure 1: The Case for Change 

 

Economic case: updating the preferred option 
The recommended investment has changed from the DBC. The DBC recommended a cellular based 
solution supported by Digital LMR, with Digital LMR being replaced by satellite in a future phase. The 
programme has completed an RFP and solution refinement activities which have shown the solution set 
recommended in the DBC is not technically mature or affordable, and does not meet required resilience 
and coverage needs given New Zealand’s geographic environment. 

Resilience in New Zealand must account for seismic and climate change perils increasing in frequency 
and severity. This is demonstrated through the Christchurch and Kaikōura earthquakes, and the 
increasing impacts of climate change. The RFP1 responses and lessons from international emergency 
services peer groups clarified that only a Digital LMR solution provides the required level of resilience, 
while also meeting value for money requirements for mission critical voice communications.  

The PSN strategy (the new preferred option) incorporates three technology solution sets, and 
deliberately positions Digital LMR as the Network of Last Resort, supported by Priority Cellular and 
Personal Alerting. Devices and services can be accessed by agencies through the service catalogue 
once they have signed on to the syndicated contract. 

Digital LMR 

Digital LMR is a proven, mature and trusted technology that will now form the backbone of the new 
critical communications platform. The primary purpose of LMR technology is to support push-to-talk 
(PTT) communications, which enables near instantaneous transmission of voice communications from 
one user to a group. This is used extensively by emergency services and allows them to both send and 
receive communications while remaining “eyes up” – focussed on the event they are responding to. 

 
1 Public Safety Network Request for Proposals RFx ID: 2389934; Crown Infrastructure Partners 
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Moving from the current Analogue LMR technology to a modern Digital network, provides new features 
that enable better outcomes for New Zealanders and protect frontline staff from harm. For example, 
voice communications will be encrypted  

 and location services will provide additional situational awareness where frontline are 
under stress and unable to communicate verbally.  

Digital LMR will be provided through a consortium of Tait 
and Kordia, two organisations experienced in the delivery 
and operation of LMR services.  

 
 
Priority Cellular 

Priority Cellular services, and the data-rich interactions they enable, will play an ever-increasing and 
evolving role in the Emergency Services communication landscape and is a key aspect of the PSN 
strategy.  

The inclusion of cellular based services enables a significant step forward for Emergency Services, and 
follows international trends, enabling front line staff to share rich information via Mobile Applications 
(“apps”), and vastly improve cross-Agency collaboration at all levels to support better decision making 
and outcomes for New Zealanders.  

Priority access to the cellular networks means PSN users can have confidence that their reliance on 
cellular communications will not be compromised when the networks become congested by consumers 
during significant events or major incidents.  

Priority cellular, Roaming and Apps will be 
provided by Hourua, a purpose designed 
consortium to be established by Spark and 
Vodafone. The nature of the agreement 
provisions building and operating the solution, but 
is separate to, and protects the value and 
competitive aspects of the retail cellular solutions 
currently contracted to Agencies.  

Personal Alerting 

The third aspect of the PSN strategy is personal alerting services, provided over a stabilised paging 
network. This provides a reliable personal alerting service which is critical for ensuring a response in 
communities supported by volunteers. Paging technology allows small amounts of data to be transferred 
over large distances. 

Personal Alerting allows responders to be turned out to emergencies where they may not be in coverage 
of other networks, or where it may not be practical to supply or use more expensive equipment (such as 
digital LMR handsets) which would only be used occasionally. This is especially useful in rural areas, 
where there are small populations spread out over wider areas who may be supported by emergency 
service volunteers rather than permanent staff. 

Service Governance 

The NGCC provides emergency services agencies access to equipment, services and Apps at pricing 
negotiated by NGCC on the agency’s behalf.  

s9(2)(c)
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The PSN will have the flexibility to allow the addition of other agencies in the future, with appropriate 
investment. The PSN core infrastructure is being constructed in a way that allows more capacity to be 
added in the future with a lower level of investment that is required for the initial build.  

Ministerial and Departmental consultation on progress to date has been completed, with an 82% 
engagement rate. Feedback provided indicated significant support for what the PSN Programme is 
trying to achieve, and interest in leveraging the solution for wider use (outside the initial four agencies). 

The trunk which forms the backbone of the network will have significantly more capacity than is required 
for day one operations. This allows new agencies to on board to the PSN with a lower level of investment 
than undertaking a build independently. New agencies investment will be for update items like the radio 
technology, which controls sending and receiving signals, not significant portions of underground 
cabling. 

Where a communications technology is not being delivered by the PSN, agencies remain able to source 
those technologies directly. 
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Figure 2: Solution refinement path from DBC to ImBC 
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The market has been thoroughly tested for value 
and this investment proposal represents the best 
outcome achievable. This is the fifth market 
engagement since 2006, including two RFP’s 
and two RFI’s, resulting in significant vendor 
fatigue. Given the asset condition noted earlier, 
further market engagements will not result in 
better value for money and will significantly 
increase risk to the emergency services 
communication capability. 

Further delays will result in increased cost and risk. 

Key terms have been agreed with the preferred suppliers, and final contract documentation will be 
available for signing by the Commissioner of Police in line with approval of this document. 

 

Figure 3: Approved contracts structure 

 

Land Mobile Radio Asset Ownership 

The LMR network is designed to meet Emergency Services sector’s operational outcomes and service 
levels. The contract reflects vendor expertise in radio network development and holds them accountable 
for maintaining the service levels. The contract offered is a Design, Build, Operate, Own, Transfer 
contract, with warranty conditions.  

Under this model the Crown retains the financial interest in the assets, hence is treated as capital 
expenditure and it would require depreciation treatment accordingly. 

The Crown, through NGCC as part of NZ Police, will retain oversight of the performance and manage 
network capacity. The assets are recognised as public owned assets and are not able to be utilised by 
the vendor to service other customers without the permission of the NGCC. 

The Build, Operate, Own, Transfer (BOOT) contract shifts responsibility for performance risks to the 
vendor ensuring that the asset achieves the desired outcomes and service levels with asset ownership 
risks being retained by the Crown. This has been adopted as a lower risk option to retain security, control 
and flexibility over the network of last resort. 

s9(2)(b)(ii)
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Mobile Network Operator (MNO) Joint Venture - Hourua 

The Hourua joint venture provides a structure for Spark and Vodafone to work together as a wholesaler 
and provide roaming capability between their two networks, QPP and an App Store for emergency 
services specific apps. 

Market competition is maintained using existing telecommunications industry structures, through the 
separation of wholesale and retail divisions. Devices and services will be purchased through their retail 
chains. 

Roaming allows an additional 16,500 km2 of cellular coverage (+5% over current state) and supports 
46,000 people and 10,000 households. This additional coverage has a disproportionate benefit to lower 
coverage areas like the Gisborne region, where it enables an additional 5% of population coverage as 
compared with either individual network. 

The Priority Cellular build cost will be treated as an intangible asset and capitalised over the life of the 
contract. Vendors will essentially augment their existing software to provide this service to Emergency 
Services. 

 

Financial case 
Costs 

The Programme Business Case (PBC) indicated an investment range between $840 million and $1,050 
million. The DBC included a total cost estimate of $905 million over 10 years (undiscounted), funded by 

$161 million agency contribution and $744 
million government contribution.  

The DBC was not fully funded with the tagged 
operating contingency recognising that future 
phases of the investment sought future 
funding requests. The ImBC funding request 
covers all phases of the DBC.  

The first 10 years of investment for build and 
run costs of the PSN is $1,411 million2, 
compared to the DBC at $905 million - a $506 

million increase. This reflects the higher upfront costs for capital purchases of an LMR network and 
terminals, as well as cost increases in the period since the DBC was written.  

The costed figure includes of contingency funding, which has been calculated from a Quantitative 
Risk Assessment completed by KPMG at a P85 confidence. While this includes indexation funding to 
protect against rising costs, if costs exceed these forecasts, additional funding or descoping may be 
necessary. 

These costs were previously assumed to be consumed as a service with the vendor funding these initial 
costs and recovering these through annual charges. The 24-year Whole of Life Cost is $1,718 million in 
Net Present Value (NPV) terms calculated at a 6% discount rate.  

The current volatility in the global environment has added cost-risk pressure to the investment envelope. 
Vendors are unable to secure long term fixed price arrangements for specialist equipment, and scarcity 
of supply or availability of manufactured items create greater cost risk. Our delivery strategy has 

 
2 Expenditure in cash terms excluding depreciation and capital charge as a compariable metric to the DBC investment sizing 

s9(2)(b)
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accounted for this risk with appropriate QRA risk tolerances and contingency funding to support 
successful delivery.       

 

Funding 

The investment over 10-year period (undiscounted FY22-FY31) is $1,411 million, this is cash purchases 
for both capital and operating items and excludes non-cash items such as Depreciation and Capital 
Charges. Separating the investment in to operating and capital funding with the inclusion of the non-
cash items the funding requires is a capital injection of $449 million and operating funding of $1,327 
million. Operating funding is proposed to be co-funded with  

• Agency contributions of $213 million 

• Existing Government investment of $586 million from existing tagged contingency and Vote 
Police appropriations 

• New Government investment of $528 million operating (which includes depreciation and capital 
charge to sustain the assets created)  

And a Capital Injection of $449 million 

These costs include a contingency of . 

The Chief Executives of the participating agencies have confirmed their agreement with the proposed 
funding arrangements and the required agency contributions. Their letters are attached as Annex 1. 

Management case: growing on strong foundations 
NGCC has leveraged processes and structures used throughout the business case phase to ensure 
robust engagement with Emergency Services agencies in programme planning and execution, a result 
noted in the recent IQA3. Contract negotiation for LMR 
has produced delivery milestones for 12 geographic 
regions across New Zealand, starting with a pilot 
project in Timaru. The PSN programme will use a 
repeatable deployment structure across the regions 
which will allow learnings from each stage to be 
applied downstream.  

The programme will centralise common project 
capabilities and delivery frameworks (e.g., 
governance, design, change management and 
transition tasks) to ensure consistency and efficiency across the agencies during the implementation 
phase. The programme will co-ordinate agency projects with programme transition delivery to ensure 
successful transition to the PSN.  

The NGCC is pivoting its current capability mix to ensure it has the right skills for the delivery programme. 
This will ensure the NGCC can effectively meet delivery requirements as the programme moves into the 
design and build phases. 

The PSN Programme will continue to engage with other agencies and departments who can leverage 
this solution, ensuring that best value is gained from this investment for emergency services across New 
Zealand. 

Implementation of Roaming and Priority Cellular involve, predominantly, the configuration of specific 
software within the existing cellular network systems of the mobile network operators. As such the 
implementation is somewhat less complex than a nation-wide construction of the LMR network and will 

 
3 Ernst & Young IQA3 January 2022 
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Strategic Case – reviewing the case for change  

Summary 
The purpose of the strategic case is to confirm: the challenges to be solved by the proposed investment, 
alignment with government strategy and highlight any changes to the Case for Change, benefits and 
risks identified since the DBC. 

● There are no changes to the DBC Case for Change. 

● Several risks have been realised through the RFP responses and subsequent vendor 
engagements 

● Additional work has been completed on direct benefits, with new benefits identified. 

Strategic context and the case for change 
The case for change outlined in the DBC remains compelling: the communications network which 
supports emergency services is obsolete and will be unsustainable from 2025. Increasingly, 
replacement parts are no longer manufactured, and existing infrastructure (towers, foundations and 
radio equipment) is at significant risk of failure.  

Doing nothing is not an option – the assets have had their life extended beyond all anticipated 
timeframes. For each year that passes: 

• The risk to frontline responders’ safety increases. 

• Emergency services ability to respond to incidents is compromised. 

• Obsolescence of technology means injecting additional capital into the existing operation cannot 
remediate the identified risks of failure. 

• During the past twenty years, the requirement for refresh of the communications technology and 
infrastructure has been deferred. 

The existing network must be replaced. Beyond 2025 existing communications networks will have 
degraded to an extent as to be unusable by emergency services. 

A modern critical communications network that utilises modern technologies will: 

• better support the day-to-day management of Emergency Services 

• enable cross-agency collaboration 

• provide an enduring Network of Last Resort 

• have sufficient flexibility to enable other participating agencies to join in the future.  
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Figure 4: Case for Change 

  

Current challenges 
Contributing to each of the challenges in the Case for Change are several operational drivers. These 
are listed below. 

Challenge 1: Unreliable communications are endangering operations and lives. 

The last 15 years have seen a wide range of critical events around New Zealand that require a large-
scale emergency services response. These include the Christchurch & Kaikōura earthquakes, and the 
Christchurch Terror Attack. Looking to future needs, there is clear evidence of increasing significant 
climate-based events and Te Pū Ao (GNS Science) predicts that there is a 30% chance of the Alpine 
Fault rupturing in the next 50 years. Historically, this event has produced an earthquake measuring 
magnitude 8. 

The current communications systems supporting our emergency services are no longer fit for purpose. 
There are key deficiencies and risks created by the current communications network which endanger 
operations and lives during emergency services response. These include: 

a. Obsolete technology: analogue network components and radio devices are no longer 
manufactured, making repair increasingly difficult and expensive, and maintenance costs will 
continue to grow until it fails or is preplaced. Already obsolete, the network will be unsustainable 
from 2025. Previous technology refreshment exercises have been deferred. 

b. Lack of encryption: the current analogue network is not secure,  
 
 

 

c. Insufficient coverage: current coverage, especially in rural areas, is insufficient for emergency 
response needs. 

s9(2)(c)
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● Indirect benefits are ones that relate to changes which are enabled by the investment in the PSN. 
While these benefits cannot be directly claimed by NGCC, they cannot be achieved without the 
centralised PSN programme work completed by the NGCC.  

With additional clarity on solutions post-RFP, this document focuses specifically on the direct benefits. 
While indirect benefits may also be achieved by emergency services organisations, these will be noted 
and realised through their own delivery programmes.  

Direct benefits attributable to this investment are listed in the table below. All direct benefits contribute 
to the Safety domain in the Treasury Wellbeing Framework. 

Benefits removed since DBC 

The DBC listed thirteen indirect benefits which would be realised by emergency services agencies. 
These benefits were linked to previous emergency services agencies KPIs and operational targets and 
have not been included in this case. Where relevant and appropriate, these will be included the agencies 
individual business cases. These benefits are consistent with the benefit areas outlined in the table 
below. 

One direct benefit has been removed since the DBC: Public has better access to Emergency Services 
due to enhanced cellular coverage and resilience. 

This benefit was to be realised by the creation of additional cellular coverage from the previous preferred 
option – a significant portion of this coverage will still be realised through the Crown Infrastructure 
Partners’ Mobile Blackspot Fund (MBSF) and Rural Broadband Initiative (RBI2). These initiatives will 
add 500 additional mobile towers in rural NZ but are outside the scope of the PSN programme.  

The additional coverage provided by CIP’s MBSF and RBI2 initiatives will enhance the viability of 
deliverables of this programme, specifically cellular roaming and all standard consumer communications 
services - voice, video, data and messaging. 
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B05 Enabled 
innovation and 
improved 
operational 
response 

Emergency 
services 

Additional features such as device-based GPS 
location tracking, caller identification and 
interoperability between emergency services 
improves safety for frontline responders. 

Mobile pre-emption, priority and quality of 
service provides a higher-grade mobile data, 
video and voice service than what the 
commercial mobile services provide and is in 
priority to the public and all other mobile 
network users. 

Reduction in risk of harm experienced 
by responders attending emergency 
events. 

Consolidated from benefits listed in DBC 
under Outcome 2: Our communications 
services make people safer. 
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• Risk to CSF4 - affordability 

• Risk to CSF5 - achievability 

 

The costs of extending existing mobile networks 
to provide the coverage and resilience required 
to operate as a standalone PSN network are 
prohibitive.  

The proposed approach provides the best value 
for money approach to correcting this. 

 

s9(2)(b)(ii)
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Economic Case – reviewing the Preferred Option  

Summary 
The purpose of the economic case is to identify the proposal that delivers best public value. For this 
business case, that includes revisiting the DBC preferred option and ensuring it still delivers the best 
value. Since the DBC was written: 

● The market engagement has been completed, and the following risks have been realised: 

○ Mobile network operators won’t expand or upgrade commercial networks to the level 
required for emergency services (as planned in the DBC), without significant additional 
funding. 

○ Pricing received for proposed targeted hardening (making towers resilient to earthquakes, 
storms) of existing cellular networks, is unaffordable  

 

○ Mission Critical Push to Talk (MCPTT) over cellular platform remains an emerging 
technology and cannot provide the level of reliability and robustness required for an 
Emergency Services network of last resort. 

○ Satellite technologies are not yet sufficiently mature or financially viable for wider 
emergency services. 

● Key risks have become issues – making the DBC preferred option unfeasible. The recommended 
option has been re-evaluated with new information gathered during the market engagement and in 
consultation with global peers. 

● A new preferred option has been assessed, Option 2: Cellular Evolution. This provides a new, 
resilient nationwide Digital LMR network for voice, supported by priority cellular services with 
roaming across existing commercial cellular networks for data and video, and a stabilised personal 
alerting network. This option meets DBC objectives at an achievable cost. 

 

Figure 6: Proposed DBC option, preferred ImBC option 
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The DBC Preferred Option 
The DBC determined that the Preferred Option to optimise value to New Zealand is Option 3: evolving 
mission critical (lower risk). This is a cellular-centric option that uses expanded and hardened 
commercial cellular infrastructure to provide the primary critical communications network for emergency 
services, with a secondary LMR network for redundancy.  

This option is described in the DBC: 

This option would provide mission-critical voice, video, messaging and data services in urban 
areas, on state highways and in rural areas commonly accessed by Emergency Services; and 
mission-critical voice and messaging services in other rural areas.  

The proposed nationwide digital radio network would provide minimum essential services, 
although the network would be designed for vehicle use, relying on cellular service for in-building 
use. Once satellite technology becomes proven and affordable, agencies would transition from 
using radio to satellite in rural areas. 

Services would be delivered by commercial service providers over enhanced networks.  (DBC 
pg. 60) 

DBC assumptions and dependencies 
For the DBC Preferred Option to be feasible, several conditions need to be met. These were outlined in 
DBC’s assumptions, dependencies, and constraints, and include: 

• Cellular coverage (ASM01): The NGCC Programme will not provide nationwide cellular coverage 
for Emergency Services or the wider community. 

• Service availability (ASM08): Critical cellular-service features will be standardised and 
commercially available by the time they are needed for the NGCC Programme. 

• Critical communications service levels (ASM15): Commercial service providers will be prepared 
to offer the service levels required for critical communications. 

• Crown Infrastructure Partners coverage programmes (DEP01): the Crown Infrastructure 
Partners RBI2 and MBSF initiatives will increase the geographical coverage of existing cellular 
networks from approximately 50% to 70% of New Zealand, leaving only 700km of major roads 
without cellular coverage. 

• International standards are sufficiently mature (DEP02): standards for mission-critical 
communications on cellular technologies are well advanced but not all key features have been 
agreed. The timeframe for delivering international standards for cellular services through the 3GPP 
framework will determine when its key features become available and how they are implemented 
on commercial cellular networks. 

• Commercial network operators’ investment (DEP04): commercial network operators will need 
to invest in upgrading their networks to offer the coverage, resilience and features that Emergency 
Services need. The level of investment needed, and how much will be commercially non-viable (i.e., 
will need additional government funding to complete), is still uncertain. 

DBC preferred option is no longer viable 
Information gathered during the market engagement and international learnings confirm the 
recommended option is no longer viable due to the lack of technical maturity in MCPTT; high cost of 
increased coverage; and lack of resilience to catastrophic events that could cripple the technology and 
prevent it from functioning.  

This section provides a summary of the three key changes and their impact. 
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1. Commercial networks cannot be made appropriately resilient within budget 

The DBC proposed a critical communications network that primarily utilised existing commercial cellular 
networks.  This was to be supported by a new digital LMR to provide backup and redundancy in the 
event the cellular network failed. 

Additional investment to “harden” the commercial cellular network and reduce the risk of unauthorised 
access was envisaged to take place in a subsequent phase of implementation (Enhance). 

 
 

  
 
 

 

  
 

 

Failure to get competitive pricing between networks was noted as a risk, with the RFP being a mitigation 
activity (listed in the DBC as RSK03 - products in the market are unaffordable). It has become clear 
through the RFP that there is little commercial incentive for mobile network operators to invest in their 
networks for services that are required for emergency services. The scale of use of the emergency 
services in New Zealand is not sufficient to generate significant pricing leverage from respondents. 

2. Cellular network features are not well suited to high resilience needs 

Technical differences between digital radio and cellular networks also became more significant when 
viewed in the resilience context. Cellular towers cannot function in an ‘offline’ mode, meaning that if their 
connection back to the central network (backhaul) is severed, they will stop working completely 
(invalidating ASM08 and ASM15). There have been developments in this issue with 5G, but 5G 
coverage is not sufficient for emergency services use. 

A recent example is where flooding broke a fibre cable across the Ashburton River. A bridge with 
backhaul connection running beneath it was washed out, compromising all cellular towers in the area. 

The previous solution proposed in the DBC (to build multiple backhaul connections between towers) 
has been found to be cost prohibitive. 

In contrast, a digital radio tower will function as a local repeater if disconnected from the rest of the 
network. This allows any emergency services responders in range of that tower to continue to 
communicate locally if the backhaul is severed or non-functional.  

As a last resort LMR devices can communicate directly with each other over several kilometres, which 
cellular devices are unable to do. This provides a significant benefit to responders working in a large-
scale event where backhaul may have been compromised, such as earthquake or flood response. 

3. Mission critical over cellular not fit for purpose, nor economically viable 

The preferred option proposed use of MCPTT over cellular and satellite technologies. The cost 
implications of these decisions became clear in the RFP responses, with mobile network operators 
unwilling to expand their networks without passing on the cost of the additional towers. Cellular towers 
have a smaller range meaning to cover a given area, more towers are required.  

This is shown in the table below and has significant impacts for the number of towers required to cover 
a given area. While the exact number can vary according to conditions, around 4-5 cellular towers could 
be needed to cover the same area as an LMR tower. With the necessary resilience requirements for 
each tower, this significantly increases the overall cost. 
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International examples 

NGCC is working closely with global peers to share our thinking and learn from their experiences. 

MCPTT functionality over cellular networks has not progressed as far was anticipated in the DBC. 
NGCC’s UK counterparts have been working on implementing cellular MCPTT since 2011, at a total 
cost of more than £11 billion4 from an original budget of £2 billion. This network was planned for delivery 
in 2019 and is now targeting 2026. 

FirstNet, an emergency services network in the United States, has deployed QPP to over 3,000,000 first 
responders but has fewer than 1,000 responders utilising its MCPTT option. 

The most advanced MCPTT over cellular deployment is SafeNet in South Korea. As of November 2021, 
more than 24,000 4G cellular towers were deployed to gain sufficient coverage to support 285,000 
network users, including groups from public safety, rail and maritime5. South Korea also built a new 
Digital LMR capability, as MCPTT over cellular did not meet all their requirements. 

Increased tower numbers required for MCPTT over cellular in South Korea was economically viable 
given South Korea’s population density - 52m people over 100,000km2, or 520 people per km2. By 
comparison New Zealand has 5m people over 268,000km2, or around 19 people per km2. New Zealand’s 
greater area and lower population density generates significant diseconomies of scale for the PSN. 
These diseconomies impact the commercial viability for non-government ownership. 

Conversely, Digital LMR networks continue to be built and deployed internationally, with recent 
examples including California and Tasmania. The PSN Programme will continue to utilise international 
connections to take lessons from these deployments. The NGCC Board includes members who have 
been involved in mission critical radio network deployments in the United States and the programme will 
continue to use that experience and connections during delivery.  

Options analysis 
In July 2021, the NGCC Executive Governance Board was presented with a set of refined options, which 
considered: 

● Outcomes - operational needs, safety, evolving and affordable communications services 
● Our immediate need - mitigating the risk of current end of life technology 
● Global experience - the experience of our international peers working on the same problem 
● RFP learnings - maturity and affordability of solutions presented by the NZ market 

These updated options are shown in the image below and described below. 

Figure 7: Updated options used during solution refinement 

 

 
4https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1002058/HO_Government_Major_Projects_Po
rtofolio_Data_March_2021.csv/preview 
5 South Korea Safe-net Presenta ion to Global Public Safety Operators Conference, Nov 18th, 2021. 
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Commentary 
Following the market engagement, it was determined: 

• Delivering three networks (new digital LMR, cellular, and then migrating from new LMR to satellite) 
was not affordable. 

• There is insufficient supplier capability to deliver the cellular network enhancements required to 
position cellular as the primary PSN network. 

• There is insufficient supplier capability to deliver the integration between cellular and LMR networks. 

• Given New Zealand’s topography, regular seismic activity and volcanic eruptions, cellular 
technology was not well suited to underpin a network of last resort. 

• International efforts to deliver similar nation-wide emergency service networks over cellular 
networks demonstrated the significant risks and financial investment required for this approach, 
significantly beyond New Zealand’s reach. 

Reassessment of the options with this information changed the preferred option from Option 3: Dual 
Network PTT (previously called Evolving Mission Critical: Lower Risk) to Option 2: Cellular Evolution. 

 

Changes to scope since DBC 

As a result of the change in preferred option, there have been some changes in scope. The key points 
of these changes are: 

1. Delivery of a mission critical cellular network, and the network hardening required to create it, is no 
longer in scope. However, uplifting commercial cellular networks enables the delivery of video and 
data albeit without the resilience and additional cost of a mission critical network.  

2. Upgrades to cellular services through the implementation of roaming and QPP and common 
purposes applications  

3. A future assessment (post initial implementation) of technological maturity and value for money of 
a mission critical cellular network has been added to the scope. 

4. Delivery of a satellite network to replace LMR is no longer in scope. 

5. A future assessment (post initial implementation) of technological maturity and value for money in 
a satellite network has been added to the scope. 

6. OTT Applications provisioned via the PSN App Store are within scope. 

The technology elements of these changes are noted in the diagram below. 
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Figure 8: Changes to technology scope 

 

 

 

Preferred option 
This option will deliver a voice Network of Last Resort using Digital LMR technology - a network which is 
built with sufficient resilience to the last network standing in the event of a significant environment disaster 
– addressing Challenge 1.  

This network will have a scalable design that allows the requirements of other agencies to be met in the 
future. This business case was shared with several agencies and ministries, and interest included: 

• New Zealand Defence Force – NZDF have several services which would benefit from inclusion on the 
PSN in the future 

o Military fire service, and noted they work with Fire and Emergency New Zealand in event 
response and operational compatibility would benefit both services 

o Military Police operations 

o Hospital and emergency evacuation responses 

• Department of Conservation - large radio network of 125 repeaters and several thousand terminals. 
This network is used to provide communications services for rangers on public conservation land and 
is often used by other agencies when coverage is needed outside of normal networks, e.g. LandSAR 

• Department of Corrections – to ensure operational compatibility with Police is continued 

• New Zealand Customs Service 
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• Ministry for Primary Industries 

• Ministry of Health 

The option will also deliver Priority Cellular and Roaming across commercial networks for video and data 
services and OTT applications allowing agencies to best utilise common data capabilities.  

The option acknowledges that cellular technologies do not yet have the level of maturity required for a 
stand-alone network of last resort but provide a pathway for agencies to continue to realise the benefits of 
data-rich interactions by delivering network Roaming across the major commercial cellular networks – 
addressing Challenge 2. Other communications technologies, such as cellular MCPTT and satellite can be 
reconsidered in the future as their maturity progresses. 

The shift from the current state analogue LMR network to a single digital LMR network is a smaller 
technological change than shifting to cellular network, which lowers implementation risk and increases re-
use of existing skill sets in the agencies. 

The NGCC Executive Governance Board endorsed the proposed option, and it was presented to the NGCC 
Oversight Ministers in December 2021. 

Figure 9: PSN Strategic Vision 

 

The PSN strategy (delivered through the new preferred option) incorporates three technology solution sets, 
and deliberately positions Digital LMR as the network of last resort, supported by Priority Cellular and 
Personal Alerting. Devices and services can be accessed by agencies through the service catalogue once 
they have signed on to the syndicated contract. 

Digital LMR 

Digital LMR is a proven, mature and trusted technology that will now form the backbone of the new critical 
communications platform – the Network of Last Resort. The primary purpose of LMR technology is to 
support push-to-talk (PTT) communications, which enables near instantaneous transmission of voice 
communications from one user to a group. This is used extensively by emergency services and allows 
responders to both send and receive communications while remaining “eyes up” – focussed on the event 
they are responding to. 

Moving from the current Analogue LMR technology to a modern Digital network, provides new features that 
enable better outcomes for New Zealanders and protect frontline staff from harm. Key features include: 

• Location services 

• Encryption  
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Commercial Case – contracting for the project  
The Commercial Case outlines the processes used to select the preferred suppliers and contract 
arrangements required to implement the Preferred Option. The procurement process allowed vendors to 
bid for some or all of five solution components comprising the proposed Public Service Network. These 
were: 

• Priority Cellular  

• Mission Critical Platform 

• Digital LMR 
• Personal Alerting 

• Aggregation 

 
The process followed complies with the Government Procurement Rules 2019. Crown Infrastructure 
Partners (CIP) are NGCC’s delivery partner for procurement and delivery of the network build. In November 
2021, the process to select preferred suppliers was independently audited by Audit New Zealand, who 
concluded: 

“We considered whether the procurement process, as a whole, was conducted in accordance with: 

• Crown Infrastructure Partners’ policy, planning, and published procurement documentation; 

• applicable rules and good practice for public sector procurement; and 

• probity principles. 
Nothing has come to our attention to indicate this has not been achieved. We are not aware of any 
outstanding probity issues.” 

Audit NZ’s report is listed in Annex 2 and is available on request. 

Selection of Preferred Suppliers 

Approach to the market 
The Procurement Plan provides more detail on the procurement process and evaluation methodology used.  
The approved Procurement Plan and Final Evaluation Report are listed in Annex 2 and are available on 
request. The Final Evaluation Report were reviewed and approved by the Advisory Services team within 
MBIE’s New Zealand Government Procurement branch in December 2021. 

Independent legal advice was sought prior to making any changes or deviations to the procurement plan 
and was included in the process and probity assurance completed by Audit NZ at the conclusion of the 
process. 

The procurement process followed these stages: 

1. Preconditions - for example, correct documentation and schedules submitted 

2. Independent evaluation by Evaluation Team 

3. Moderation of independent evaluations 

4. Pricing analysis 

5. Supplier clarifications 

6. Evaluation Panel (Priority Cellular, Mission Critical Platform, Aggregation) 

7. Solution refinement sessions (LMR, Personal Alerting) 

8. Evaluation Panel (LMR, Personal Alerting) 
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9. Evaluation of suppliers

10. Final Evaluation Report and Recommendations

11. Recommendations approved by Negotiation Steering Committee in October 2021

12. Recommendations noted by the NGCC Executive Governance Board in October 2021

Evaluation of supplier offers 
A cross-functional evaluation panel representing business, technical, commercial, legal and user 
perspectives was established to review all valid supplier offers following the process described in the 
Procurement Plan.  The Evaluation and Moderation teams included a range of subject matter experts 
provided by the emergency services agencies, CIP and NGCC. The panel followed consistent process for 
all proposals and evaluated proposals against documented criteria. Audit NZ attended selected evaluation 
and all moderation sessions. 

Initial evaluation of the vendor proposals found many did not meet the requirements. To progress, the 
process was adapted, and it was recommended: 

● Priority Cellular would not be progressed to negotiation, but an alternative pathway would be
considered separate to this process.

● MC Platform and Aggregation were removed from scope of the programme.

● Solution refinement sessions were held with appropriate vendors for LMR and Personal Alerting.

Following the initial evaluation of these responses, an adjusted set of possible options which aligned to 
programme outcomes and investment objectives, but more accurately reflected vendor capability and 
capacity, was presented to the NGCC Executive Governance Board and endorsed in July 2021. These 
options are shown in the economic case. At the conclusion of the evaluation process, the new preferred 
option was endorsed by the NGCC Executive Governance Board in December 2021 and is reflected in this 
document. 

The following table shows suppliers whose proposals met preconditions to the evaluation process, and the 
final recommendations of the evaluation panel. Full details, including evaluation criteria and scoring are 
available in the Final Evaluation Report is listed in Annex 2 and is available on request. 
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The recommendations of the Evaluation Panel, as endorsed by the NGCC Executive Governance Board in 
October 2021, were to: 

1. Proceed to negotiation for LMR with  

2. Proceed to negotiation for Personal Alerting with . 

3. Remove Mission Critical Platform and Aggregation from scope. 

4. Seek an alternative pathway for Priority Cellular outside of this procurement process. 

Priority Cellular 
Following the Final Evaluation Report, the Programme ran a short solution refinement process for Priority 
Cellular to revise the scope following the removal of MCPTT from the scope. This process allowed Hourua 
to engage with the Programme to better understand Emergency Services needs and requirements. 

This exception process was run in accordance with advice from probity advisors (Bell Gully), was approved 
by the NGCC Executive Governance Board, and had oversight from Audit New Zealand. This process was 
also included in the review completed by Audit New Zealand. 

As a result of this process, the scope for Priority Cellular, Roaming, Applications development and 
Deployables was refined and confirmed. Refined pricing was also provided. Negotiations have been 
ongoing to further refine this pricing and obtain visibility and transparency of costs – contract summary 
details are available in the Contract Summary section below, and negotiated costs detailed in the Financial 
Case. 

Personal Alerting 
 

 

 
 
 
  
 

 

 
 

  

 
 
 

 

 
 

 

s9(2)(b)(ii)

s9(2)(b)(ii)

s9(2)(b)(ii), s9(2)(j)



 

47   |   Better Business Cases: Implementation Business Case  

Supplier Contract Arrangements 

Contract execution 
The Commissioner of Police will sign supplier contracts on behalf of the Crown. Contracts have the 
endorsement of the Commercial Working Group, comprising of NGCC, CIP and agency commercial and 
legal representation and subsequent approval by the NGCC independent Executive Governance Board.   

An independent review of contracts carried out by Police legal advisors, Russell McVeagh is also being 
carried out to provide additional assurance to the Commissioner, prior to execution. 

Contracts framework 
In September 2021 Bell Gully provided this overview of the contractual framework, summarising the 
relationship of the five central documents: Infrastructure Deployment and Services Agreement (IDSA), Lead 
Agency Services Agreement (LASA), Participating Agency Services Agreement (PASA), Participation 
Memorandum of Understanding, and the Letter of Accession.  

The PASA and the LASA are open syndicated contracts, with access to the contracts overseen by NGCC. 
As noted in the Final Procurement Plan: 

The services available under the services catalogue will be procured via an Open Syndicated (OS) 
contract. Whilst we could make an assessment now as to the agencies who might use these services, 
and make this a closed syndicated arrangement, we believe that this would be short sighted. This is 
because there are new agencies being created that are likely to have a need for these services. 
Further, we do not have full knowledge of all Eligible Agencies operations, and where these Eligible 
Agencies operations might lead in the future. 

The contract structure and terms were reviewed and approved by the Advisory Services team within MBIE’s 
New Zealand Government Procurement branch in December 2021. This contract framework has been 
successfully applied for the LMR build and service provision. 

 

Key contractual documents are listed in Annex 2 and are available on request. 
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Ownership structure of the Land Mobile Radio network protects the Crown’s 
interests  
The LMR network is designed to meet Emergency Services sector’s operational outcomes and service 
levels. The contract reflects vendor expertise in radio network development and holds them accountable 
for maintaining the service levels.  

The contract offered is a Design, Build, Operate, Own, Transfer contract, with warranty conditions. These 
conditions ensure the vendor maintains network operation and service levels throughout the life of the 
contract - and for a warranty period at the end of the contract. The vendor will also provide operational 
support, ensuring services are available. 

A revised ownership model for LMR network assets is proposed. Under this model the Crown retains the 
financial interest in the assets, hence is treated as capital expenditure and it would require depreciation 
treatment accordingly. Whilst the legal ownership of these assets sits with the vendor for the term of the 
contract, at the conclusion or termination of the contract they are returned to the Crown.  It is more efficient 
for the vendor to legally own the assets during the contract term for two reasons:  first, the vendor has 
considerably greater existing resource than NGCC to manage sites and communication assets; and 
secondly, the contracting structure can be streamlined to allow the vendor to acquire and develop new sites 
itself without back-to-back arrangements with NGCC for those sites. 

The Crown, through NGCC as part of NZ Police, will retain oversight of the service performance and 
network capacity. The assets are recognised as public owned assets and cannot be utilised by the vendor 
to service other customers without NGCC’s consent. 

Ongoing beneficial ownership by the Crown results in a longer service life enabling more public sector 
agencies to be able to consume services and the Crown to enjoy a lower cost of ownership.  

In the event the contract is not renewed or terminated, the LMR network assets would be transferred from 
the vendor to NGCC (currently sitting within NZ Police). This mitigates the risk for NGCC if a satisfactory 
commercial pricing cannot be reached on contract renewal, early termination due to vendor material breach 
or at the end of contract term. 

The Build, Operate, Own, Transfer (BOOT) contract shifts responsibility for performance risks to the vendor 
ensuring that the asset achieves the desired outcomes and service levels. This has been adopted as a 
lower risk option to retain security, control and flexibility over the network of last resort. 

 

Figure 11: Digital LMR  
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Impact on the participating agencies 
Each participating agency is a direct entity type with different funding pathways and rules. The PSN is made 
up of: 

• Fire and Emergency being a Crown entity predominantly funded through a fire service levy and a 
component of Vote Internal Affairs 

• NZ Police is a government department funded through Vote Police 

• St John and Wellington Free Ambulance are Charities being funded through Vote Health and donations. 
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Management Case – planning for successful delivery  
Summary 
The Management Case shows how the agency has capacity and capability to deliver the programme if this 
investment proposal is successful. Over previous business case iterations, market engagement processes 
and contract negotiations, the NGCC has developed rigorous planning, risk, governance, engagement and 
change control frameworks and processes which can be re-deployed and adapted for the proposed delivery 
phase. 

Programme management  
Emergency Services agencies will own their individual agency transition projects and business change 
activities with NGCC funding delivery. The PSN Programme team will assist agencies preparing for 
transition using a common transition framework and identifying interdependencies. Core change functions 
will be centralised where appropriate to avoid duplication, enhance knowledge sharing and provide 
consistency across the four agencies, e.g., programme and project management, change management, 
training and communications.  These approaches will be applied flexibly to enable agencies to tailor and 
brand change artefacts for their own agencies. 

Each agency will run its own projects to transition to the PSN capability and decommission any of its existing 
services. Project activities will include procuring services and devices from the PSN Service Catalogue; 
deploying equipment to vehicles, buildings and first responders, undertaking any agency specific system 
integration not delivered by the PSN core network procurement and managing changes to the business so 
that Emergency Services agencies support, and are ready for, the change.  

Programme Management Plan 
The detailed day-to-day control processes that will be used to manage delivery including governance, 
reporting, risk and issues management, dependency management, resourcing, scope and change, how the 
P3M3 methodology will be applied, are detailed in the Programme Management Plan.  

The Programme Management Plan is a living document; the current version is listed in Annex 2 and is 
available on request.  This reflects the implementation timescales agreed with the preferred supplier for the 
delivery of the negotiated services and signed off by stakeholders. 

Project and programme governance 
The programme has multiple levels of governance in place that are responsible for ensuring the investment 
outcomes for the PSN programme are achieved.  The Senior Responsible Officer for the Programme is 
Steve Ferguson, the Director for NGCC. This was previously Jevon McSkimming, Assistant Commissioner, 
NZ Police. 

Governance structures used throughout the business case phase will continue. Changes will be made to 
governance membership as required to accommodate additional functions NGCC undertakes in the future 
e.g. integration of Emergency Caller Location Information (ECLI). Additional governance structures will also 
be established to manage vendor contracts. 

The governance boards within the programme delivery structure include: 

● The Executive Governance Board (EGB) - The EGB operates at a strategic level. It governs 
the NGCC and is accountable to the Oversight Ministers for investment outcomes and the 
ongoing evolution of PSN.  The EGB Chair is directly accountable to the Lead Minister for the 
delivery of the NGCC Programme [GOV-20-MIN-0002 and CAB-20-MIN-0032 refer] 

● The Programme Control Board (PCB) - The PCB operates at a tactical level. It is accountable 
for successfully delivering the programme by establishing the PSN capability. The PCB will 
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oversee the transition of Emergency Services to the new capability and will assure existing radio 
networks until transition is complete. The PCB also provides connection between individual 
agency programmes, to share learnings and ensure delivery programmes remain aligned. 

● Agency Project Boards (APB) - Each agency has its own APB that governs the projects that 
will transition their respective agencies to PSN capabilities and realise the agency specific 
business benefits. The Agency Project Boards also govern Radio Assurance projects while they 
are still being delivered. 

● Project Control Group (PCG) – during the build, there will also be an additional group with 
representatives from NGCC, CIP and the supplier. Terms of reference and reporting 
arrangements for this group will be determined once the contract is executed. 

● Executive Committee (EC) – this will comprise the CEO or CTO of each vendor, CIP & NGCC. 
Terms of reference and reporting arrangements for this group will be determined once the 
contract is executed but will include contract governance. 

The terms of references for the Programme’s governance boards detail the mandate, objectives, principles, 
operating arrangements, membership and responsibilities of each board.  

Specifically the Terms of Reference for the EGB states [GOV-20-MIN-0002 and CAB-20-MIN-0032 refer]:  

a. that the Commissioner of Police as appropriation administrator (or their delegate the Director of 
the Lead Entity business unit) will make decisions on spending in relation to this investment only 
in accordance with recommendations made by the Executive Governance Board; 

b. that, although under the Public Finance Act 1989 the Commissioner of Police will remain 
formally responsible to the appropriation Minister for what has been achieved within the relevant 
appropriation, the members of the Executive Governance Board will be regarded as being 
collectively responsible for the delivery of the NGCC Programme. 

The Terms of Reference for PCB and EGB are listed in Annex 2 and available on request. 

This structure allows NGCC to co-ordinate centrally as appropriate and ensure that all stakeholder agencies 
remain aligned and on track. The agency project boards will run the change programmes within each 
agency and will liaise with each other and the NGCC via the PCB. The PCB will report to the EGB as the 
formal governance body for the programme. The EGB will provide updates to the Oversight Ministers group 
regularly or as requested by that group. 
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Figure 12: PSN governance arrangements 
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Timeframes and milestones 
The following table, plan and timeline summarise the planned delivery schedule (timeline) and key 
milestones, aligned with timelines supplied by the preferred suppliers. Work is continuing with the preferred 
suppliers on delivery milestones, and these artefacts will be updated in line with any changes and outyear 
additions. 

The project phases follow a regional deployment model that has been developed in conjunction with 
relevant technical and operational managers. The deployment approach is designed around the use of a 
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Resource management 
Managers responsible for programme/project management, change, benefits, contracts, risks and 
assurance are appointed and in place.  

Resource planning with Emergency Services agencies identified the following capability managers as 
essential to successful programme delivery. This structure has been used for resource planning - specific 
roles and resource numbers are detailed in the Resource Plan as listed in Annex 2. 

Figure 18: Summary of capabilities across agencies 

 

 

Key positions are already in place to begin the design phases of the programme, these staff from NGCC 
and Emergency Services agencies have been involved extensively in the procurement and negotiation 
processes. Existing cross-agency sub-groups (such as the Technical Working Group) would be well placed 
to continue onto planning, design and delivery tasks without needing to wait for remaining roles to be 
recruited. 

Where there are common resource requirements, it is planned that NGCC will co-ordinate or provide 
centralised resources as appropriate to reduce duplication of effort. This will also reduce the risk of 
inconsistencies in messaging across agencies. 

Stakeholder management and communications  
Key communications to stakeholder groups are covered in the Programme Management Plan.  This is a 
living document; the current version is listed in Annex 2 and is available on request.  

Stakeholder management and communications will vary in regularity and channel of communication 
depending on the stakeholder groups level of involvement and the programmes requirements. A summary 
of key audiences and messages is shown in the following table. 
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Table 31: Change control process 

 

Benefits Management Arrangements 

Benefits Realisation Plan 
The benefits arrangements have been reviewed after the change in preferred option and acknowledging 
progress made through the procurement and contract negotiation processes. As a result, the Benefits 
Realisation Plan has been updated, and includes the following benefits map  

Figure 19: Benefits map 

  

 

Benefits measurements are largely based on two sources: 
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(I) Maintain updated skills matrix and 
succession matrix to cover all critical roles. 

(I) Regular reviews of Processes and 
procedures. 

(L) Planning to fill roles aligned to critical 
path and tasks. 

(L) Development of Resource Plan 

(L) Reassessing capability requirements and 
resourcing model for delivery 

(L) Culture and retention activities e.g. Hui, 
He Tukutuku, social activities etc. 

2 IF the condition of network assets is 
worse than currently thought 

THEN there may be additional build 
and decommissioning costs outside of 
that currently budgeted. 

VH Risk accepted 

(L) Continue with inspection schedule and 
extrapolate potential impacts for remaining 
sites 

(L) Use of QRA results to inform contingency 
around re-use of existing assets 

H 

3 IF COVID-19 causes other supply 
chain issues either locally or 
internationally 
THEN there may be higher costs 
and/or an extended delivery 
timeframe. 

VH (I) Indexation methods have been agreed 
with the vendor to provide some shielding 
along with forward ordering of materials and 
hedge contracts. 

(I) Programme contingency built into pricing 

H 

4 If Acceptance needs/requirements 
are not properly addressed during 
design, or appear during acceptance 
testing 

Then acceptance may be 
compromised resulting in lower 
quality and increased time / costs 
associated with change control / 
rectification / remediation 

VH (I/L) IQA of acceptance criteria 

(I/L) Testing milestone in contracts 

(I/L) Joint planning to deal with misalignment 

(I/L) Acceptance schedule has been 
included in the IDSA and LASA. Changes to 
these schedules to be monitored during 
negotiation. 

(I/L) Reassess after high level design 

H 

5 If the global supply/shipping issues 
resulting from COVID cause 
unmanageable delays to receiving 
hardware for ongoing radio assurance 
activities and/or devices for agency 
trials/testing 

THEN this:  

-could lead to underspend that may 
not be able to be transferred and/or 
additional funding outside of what has 
been approved (radio assurance).  

-may impact device trial timelines. 

-may impact network development 
timeframes once a contract has been 
awarded if hardware is required from 
overseas. 

VH (I) Keeping in touch with market constraints 
(CIP) 

(I) Plan for delays 

(I) Adapt procurement strategies for critical 
items (e.g. partial deliveries, ordering early 
etc. noting any warranty issues) 

(I) Agency management with vendors and 
suppliers 

(I) Look for alternatives 

H 

6 If there is failure to identify Agency 
change management gaps and 
support these through the programme 
business change role 

VH Then we will not be able deliver effective 
change leadership and build the change 
capability needed.  

Lack of effective decision making at PCB 
resulting in delays and a focus on technical 
impacts of a change only.  Full operational 
impacts of a change are not understood and 
risks are not identified early. 

M 
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Mitigation and Contingency plans are included in the Risk Register / Contingency plan as part of Contract 
Management documentation. 

Contract and Service Management Arrangements 
The NGCC Commercial & Finance Manager has been appointed to manage the relationship with the 
preferred supplier over the term of the contract. Areas of responsibility include:  

● Service Delivery Management – ensuring the contracted services are being delivered to the agreed 
level of performance 

● Relationship Management – a partnership type arrangement where open communication will 
contribute to successful outcomes for both parties 

● Contract Administration – ensuring the ongoing consistency and currency of the formal contract 
documentation as the implementation proceeds. 

Contract change management. Over the life of the service contract, it is likely that there will be some 
significant change that is unforeseen and falls outside routine contract management.  The formal and 
informal processes which need to be in place to successfully manage contract change will follow the 
process outlined in the Change Management section of this case. 

Contingency plans, including penalties in the event of non-delivery of the contracted services, are included 
in the Contract Schedules.  The contracts are listed in Annex 2 and is available on request. 

Assurance and Post-Project Arrangements 

Assurance and quality management 
An Assurance Plan has been developed with key assurance activities outlined in the diagram below. This 
is from the PSN Assurance Plan (Delivery Phase) document. The Assurance Plan is a living document; the 
current version (as at December 2021) is listed in Annex 2 and is available on request. 

Table 33: Key assurance activities 
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Post-project reviews 
Post implementation reviews will be completed after each stage of the project is completed, which will 
include lessons learned sessions with all project participants to inform future projects within the programme.  

As required by Cabinet Office Circular CO(19)69, the programme will report back to Cabinet within 12 
months of the in-service date on the actual level of benefits achieved compared with those outlined in the 
Cabinet-approved investment. 

A Treasury Operations and Benefits Realisation Review will be undertaken at agreed points; the initial 
review will be timed to inform the Benefits report-back to Cabinet.  

 
9   https://dpmc.govt.nz/publications/co-19-6-investment-management-and-asset-performance-state-services 
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Annex 1: Commissioning Letter 

March 2022 

To whom it may concern, 

This Implementation Business Case represents a significant deliverable of a major strategic initiative by 
Next Generation Critical Communications.  This document confirms the urgent case for change required to 
meet communications requirements for the Emergency Services sector.  

We confirm that: 

i. We have been actively involved in the development of the attached investment proposal through its
various stages

ii. We accept the strategic aims and investment objectives of the investment proposal, its functional
content, size and services

iii. the financial costs of the proposal can be contained within the agreed and available budget

iv. the organisation has the ability to pay for the services at the specified price level*

v. the agency has the capability and capacity to ensure successful delivery of the work

vi. suitable contingency arrangements are in place to work with suppliers to address any current or
unforeseen affordability pressures.

* Noting that the contributions of St John Ambulance and Wellington Free Ambulance are dependent
on Crown funding, which is not yet confirmed for the period that the Implementation Business Case
covers. These services are unable to bear any expenditure over and above the contribution outlined in
this Implementation Business Case.

This letter fulfils the requirements of the current Treasury Better Business Cases guidance. Should either 
these requirements or the key assumptions on which this case is based change significantly, revalidation 
of this letter of support will be sought. 

Individual agency letters are listed in Annex 2 of this document, and available on request. 

Ngā mihi 





















 

90   |   Better Business Cases: Implementation Business Case  

Option 2: 
Cellular 
evolution 

Option 1, plus: 

● Implementation of QPP across networks 
allowing emergency services to take 
precedence over public traffic and authorised 
high priority traffic to take over resources 
assigned to lower priority traffic. 

● Implementation of a ‘lite’ aggregation service 
layer providing an integrated view across 
networks, irrespective of technology being 
used. 

● Cost: $902m – 1,617m 

● Provides secure, resilient voice and 
messaging network with increased 
coverage. 

● Supports use of new technologies via 
priority cellular, allowing the maturity of 
these services to continue to grow, and 
efficiencies to be realised in most situations. 

● In situations where the network is 
congested, emergency services traffic 
would have priority over all other cellular 
traffic. 

● Roaming provides dual network 
redundancy. 

● Provides for a transition to a data-rich, 
mobile broadband experience. 

● Infrastructure providing data and video is 
not hardened, meaning it may fail in 
extreme events. This is largely mitigated by 
the implementation of cellular roaming and 
QPP, allowing users to connect to a wider 
variety of towers. 

Option 3:  
Dual network 
PTT 

Option 2, plus 

● Implementation of MCPTT. This would enable 
two-way radio style communication across one 
or more priority cellular networks. 

● Full integration between LMR and Cellular 
networks enabling use of a single device 

● Cost: $1,481m – $2,419m 

● Provides secure, resilient voice and 
messaging network with increased 
coverage. 

● Supports use of new technologies and 
applications via priority cellular, allowing the 
maturity of these services to continue to 
grow, and efficiencies to be realised in most 
situations. 

● In situations where the network is 
congested, emergency services traffic 
would have priority over all other domestic 
cellular traffic. 

● This option would provide the widest 
coverage, and seamless connectivity 
between networks. 

● Provides for a transition to a data-rich, 
mobile broadband experience 

● A lack of cellular network hardening results 
in the requirement to still build the LMR 
network to provide resilience and 
redundancy. Building two networks to cover 
New Zealand requires significant additional 
infrastructure, lowering affordability.  

● Integrating between radio and cellular 
networks is internationally immature and 
standards are still developing for this 
capability, increasing risk and lowering 
supplier capability and capacity. 
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Option 4:  
All cellular 

● Implementation of MCPTT over one or more 
Hardened Cellular networks. This would enable 
two-way radio style communication across one 
or more priority cellular networks as per option 
3. 

● Cellular network hardening would aim to 
provide resilience and redundancy within a 
single network such that an LMR network is no 
longer required. 

● Personal alerting could potentially be provided 
via IoT functionality over a hardened cellular 
network such that a dedicated PA network is no 
longer required. 

● Cost: $1,676m - $1,917m 

● Network resilience improved through 
hardening. 

● Access to data-driven applications 
nationwide through extended cellular 
network. 

● Integration risk removed as LMR no longer 
required. 

● Fully supports a data-rich, mobile 
broadband experience. 

● Mission critical cellular technology has not 
been widely deployed or standardised 
internationally, increasing delivery and 
operational risk. 

● Cellular networks require a greater number 
of towers for a given coverage area, 
lowering affordability. 
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Annex 5: Benefits Realisation Plan (BRP) 
 

Public Safety Network Benefits Management and Realisation Plan v1.0 

As at 28 February 2022 
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Annex 6: Top 10 current risks 
s9(2)(b)(ii), s9(2)(g)(i), s9(2)(j)
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s9(2)(b)(ii), s9(2)(g)(i), s9(2)(j)
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s9(2)(b)(ii), s9(2)(g)(i), s9(2)(j)
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Annex 7: Agency Change Plans 
As part of ongoing engagement, each agency has completed a change plan. The next iteration of 
change planning will occur with the high-level design phase once funding has been approved. 

The following are excerpts from the agencies’ current plans, which will be refined as additional delivery 
information is available during the high-level and detailed design phases. 

Fire and Emergency New Zealand Change Management Approach - 
Executive Summary  
This document outlines the Change Approach which Fire and Emergency NZ will adopt for the 
Operational Communications Programme under the Public Safety Network Programme (PSN).  

This document is presented to the Fire and Emergency NZ Agency Project Board (APB) for approval 
and to the PSN Programme Control Board for visibility and to provide assurance. This Change Approach 
will be reviewed in line with critical milestones such as approval of Implementation Business Case, 
contracting and purchasing.  

At the time of writing, the process for selection of the providers and products related to the programme 
has not been completed, which means that some of the detail of the Change Management approach 
might be subject to some change, but the broad approach outlined here is likely to remain. 

Change Approach Summary 
Change Management is concerned with anticipating, acknowledging and planning for human behaviour 
and focusses on ‘how’ we change what we do, while the transition planning focusses on the ‘what’ we 
change. It helps to explain what will change and what can be expected.  

The key benefits of change management for this Project are: 

• Minimising resistance to secure full engagement and take-up from as many people as possible 

• Minimising the time taken for the new systems to become fully effective 

• Reducing the costs associated with overruns and rework that could potentially arise from lack 
of understanding or knowledge 

Change Management Strategy  
The introduction of the proposed Public Safety Network will require changes in behaviour from our 
people: 

• Adapting to new technology and procedure 

• Acquiring new skills and knowledge 

• A shift in the way they interact with the other agencies using the network to enhance effective 
cooperation 

Such changes in behaviour can be effectively achieved through following a clear process that, above 
all, “takes people with us” and that enables the identification of issues and potential obstacles in a timely 
fashion. 

Our broad strategy is to involve stakeholders at the earliest stage in consultation and discussion 
structured by the use of our Change Management Toolkit, which follows the ADKAR model (described 
below). This allows us to identify risks and issues to be addressed throughout the programme and 
generates: 

• An impact assessment 
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• A communications plan 

• A training plan 

• A resistance management plan 

At the same time, we have support for individuals, which particularly assists with managing resistance: 
this includes workshops that develop understanding and insight into how change can affect people. We 
are also able, if required, to provide coaching on an individual basis. We hope that we can involve people 
fully and, with a combination of clarity about what the programme is doing and insight into the potential 
effects of change on them as individuals, enlist their full support and maximise their input. 

We consider that an effective approach will be to introduce the programme carefully and with the 
emphasis on its practical benefits and processes, decoupling an operational development from the wider 
organisational changes. As far as possible, introducing the new processes to thought leaders who can 
influence the reception given to a fuller rollout is desirable and, in any case, involving a wide range of 
potential users in workshops to assess readiness, risk and resistance is essential. 
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Wellington Free Ambulance Change Management Approach – 
Executive Summary 
The purpose of this document is to outline the change management approach that will be used for the 
Public Safety Network Project at Wellington Free Ambulance. The Public Safety Network (PSN) is an 
Emergency Services initiative encompassing Wellington Free Ambulance, Fire and Emergency New 
Zealand, St John Ambulance, and Police.  

The PSN capability is intended to provide modern, sustainable, mobile communications, where and 
when needed, to ensure the safety of our staff, responders and others across our communities. PSN 
will enable Emergency Services to enhance productivity and effectiveness, and further evolve mobility 
strategies through innovative solutions - using a mix of voice, data and video services. The scope of this 
document is the change management related to the Wellington Free Ambulance tranche of the project. 
It contains details regarding the intended strategy and a comprehensive plan for the change 
management activities. 

Change Approach Summary 
To successfully change organisational systems, all technical and non-technical aspects must be 
effectively managed. Change management refers to the structured processes, methodologies and tools 
used to manage the people aspects of change. The foundations of change management are that change 
is a process not an event, and that it won’t happen because of a single decree or training.   

Organisational change can be represented as three states; current state (how things are done today), 
the transition state, and future state (how things will be done tomorrow). Typically, we take an 
organisational perspective but in reality, each employee has their own current and future states. An 
organisation’s future state is actually the collection of many individual future states. If we do not support 
and enable individual transitions between the states, then an organisations future state looks nothing 
like that we expected.  

 





 

104   |   Better Business Cases: Implementation Business Case  
 

 

St John Change Management Approach – Executive Summary 
This document is the St John change approach for the St John Public Safety Network (PSN) 
Programme. It is presented to the St John Project Board for approval and to the Programme Control 
Board for visibility and to provide assurance. This change approach will be reviewed and may be 
updated in line with critical milestones such as approval of Implementation Business Case, contracting 
and purchasing.  

The change approach will enable change to be implemented into St John and factors in organisational, 
cultural and clinical elements to ensure that the PSN meets St John’s needs. 

Change Approach Summary 
Standing in the future when the change is implemented, we hope that due to our actions St John staff 
have:  

• Experienced engagement, communications and training which truly reflected their needs and the 
impact assessed  

• An appetite and the necessary infrastructure for the further improvements they want to make  

• Confidence when working with emergency sector agencies that we can work together on areas of 
common interest  

• An aligned ambulance sector roadmap  

• Confidence the Government will fulfil their commitment to the programme  

Successful change means:  

• Staff perceive the St John PSN programme and the deliverables of the individual projects positively  

• Staff will have better tools and networks to support them when they do their job • Staff are capable 
and motivated to use the new tools  

• St John is positioned to take advantage of future opportunities which PSN enables  

• The rollouts do not disrupt St John or conflict with other initiatives  

• The PSN programme has contributed to St John staff engagement and connectedness to purpose  

It is an over-simplification that people who are attracted to working at St John are caring, practical and 
independent thinkers but this does represent a large portion of the organisation. The plus side of this as 
that people want to get things done and will welcome improvements if they understand what it means 
for them.  

Improvements in clinical practice are ongoing so frontline staff are used to receiving changes through 
established channels on a regular basis. We will use these channels for PSN changes and integrate our 
messaging with BAU for a seamless delivery. 

Change Management Strategy 
This document will focus on the following areas: 

• Leadership change and maturity 

• Staff engagement and participation in designing the change 

• Lessons learned from previous projects at St John 

The St John Change Management philosophy and principles as shown in the diagram below will guide 
our change management approach and activities. 
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New Zealand Police Change Management Approach – Executive 
Summary 
This document is the Change Approach for the PSN-PP under the Public Safety Network (PSN) 
Programme. It is presented to the Police Project Board for approval and to the Programme Control 
Board for visibility and to provide assurance. This Change Approach will be reviewed in line with critical 
milestones such as approval of Implementation Business Case, contracting and purchasing.  

This will be a living document and will be updated once the final solution is known. 

Change Approach Summary 
Change Management is concerned with anticipating, planning for and acknowledging human behaviour 
and focusses on ‘how’ we change what we do as the transition planning focusses on the ‘what’. It helps 
to explain what will change and what can be expected.  

The key benefits of change management for this Project are: 

• Recognising this is a people-centred project where technology is an enabler. 

• Understanding the need and impact of change by getting know our stakeholders, then meeting 
(and exceeding) their expectations based on their engagement preferences.  

• Aligning resources to deliver and support the change with the right people in the right place at 
the right time. 

• Ensuring continuity of operations before, during and after transition, by ensuring there is 
sufficient knowledge of how to use the network and its equipment. 

Police are adept with change – something that has been normalised over the last decade. Despite being 
a large organisation, we are in a strong position to lead the PSN journey through our mindset and 
experience in large scale operations – planning and delivering change relating to people, process and 
technology.   

• We are in a constant state of change.  We are always responding and changing in response to 
something – the strategic landscape with every change of Government or Commissioner; the 
technology ‘curve’ to ensure we are working effectively and efficiently; the increasing dangers on 
our frontline by implementing safety measures to keep our people safe.   

• We know the radio business.  We have been maintaining the existing radio network on behalf of 
Police, FENZ and Wellington Free Ambulance for 40+ years.  We have teams of engineers making 
sure our existing network remains working 24/7 until it is finally decommissioned.  We can provide 
reassurance to our people and stakeholders that this service will continue uninterrupted.  We are 
able to provide clarity about our current and future state. 

• PSN may be perceived as a technology refresh programme for our frontline10, especially those 
in our digital radio districts whose greatest need will be learning how to use new equipment.  For 
regional areas still operating on analogue, PSN will represent a bigger change as they learn new 
behaviours in order to use a digital network with new hardware.  

These change principles will be applied to the Change Management Plan. 

Change Management Strategy 
Police will lead the change through the Police High Performance Framework (PHPF). This framework 
reflects: 

 
10 This includes Emergency Communications Centres dispatchers using District channels (digital and analogue) 
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[end of document] 




