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POLICE SERVICE OF NORTHERN IRELAND

ESTATE SERVICES BUSINESS UNIT

BACKGROUND

In 2004, Estate Services Business Unit with the District Commanders completed reviews of the
building stocks within the 29 District Command Unit structure existing at that time. These Estate
Audits allowed the development of a range of work programmes — new build, minor works,

property management, Patten related work programmes, normalisation, security and energy.

These work programmes formed the basis of the 2005 Estate Strategy, endorsed by Chief Officers
and the Northern Ireland Policing Board in 2005. In addition, the 2005 Estate Strategy identified a
number of structural estate issues, which were being developed or being implemented at that point
in time. These included a station review process, Headquarter sites review, rationalisation and
review of custody structure and Crime Ops, possible impact of the Review of Public
Administration, linkage of work programmes to available funding and progress in relation to

compliance with recommendations of the Independent Commission on Policing Report of 1999.

The 2005 Estate Strategy was subsequently the subject of consultation with local District Policing
Partnership Boards and was the subject of audit by the National Audit Office during the 2006/07
year. A number of recommendations were contained in this Audit Report which are detailed at a
later point in this document. The PSNI Estate Services Business Unit present reviews of progress

against the 2005 Estate Strategy twice yearly to the Northern Ireland Policing Board.

Since the issue of the 2005 Estate Strategy, the District Command Unit structure has been
rationalised from 29 District Commands to 8 District Commands. Progress has been made in
relation to the implementation of a number of key strategic work programmes and funding has now
been clarified for the SR2007 period spanning 2008/09, 2009/10, 2010/11. The current eight
District Commanders have now reviewed their current building stock and planned work
programmes with Estate Services Business Unit, and it is now appropriate to complete a 2008
Estate Strategy reflecting the outcome of these District reviews within the context of the available
funding, capital and revenue, allocated to Estate Services Business Unit during the next three year



period. In addition, this 2008 Estate Strategy will record the progress in Estate programmes

delivered during the past three years.

This document highlights key issues which will have a significant impact on the implementation of
the Estate Strategy during the next three years, in particular, the need to significantly rationalise the
Estate and dispose of stations, available funding within the context of the SR2007 budget, the
continued utilisation of third party premises and the possible review of the Headquarter Estate after

completion of the Headquarter Review.



VISION AND KEY ISSUES

The Vision of the Estate Strategy is to develop Estate Services that support and enhance operational
policing strategies. These are based on using police resources, staff, equipment and buildings in the
most effective and efficient manner. This strategy seeks to support the provision of an efficient
policing service to local communities and achieve the police objective of making Northern Ireland a

safer place for all citizens.

During the next SR2007 three year period, the Police Service will incur expenditure on its Estate of
over £200m in the construction of new stations, maintenance and upgrade programmes, running
costs and security review measures, and the ‘softening’ of a substantial proportion of the Estate in
line with the Patten Report’s Recommendation 53.

Recent capital investments of more than £30m, have included new District Command Unit
Headquarters at Magherafelt and Omagh, enhanced custody and enquiry office at Bangor,
development of training facilities at Magilligan and commencement of a £25m new build District
Command HQs at Musgrave Street. The continued development of Seapark has allowed for the
relocation of Motor Transport Branch from Lislea Drive to Seapark in addition to the provision of
accommodation for Crime Review and other functions. Development of Mahon Road will facilitate
the relocation of functions from Gough Barracks and the closure of Edward Street, Portadown.

Major refurbishments have commenced and/or being completed at Antrim Road, Oldpark, Strand
Road, Tennent Street, Newtownards, Portadown, Limavady. Further substantial maintenance
upgrade works are planned at a further thirty PSNI stations during the next three year period,
subject to available funding. A second Patten 53 audit of the Estate has recently been completed
and over 25 new softening projects have been identified at an estimated cost of £4m-£5m.
However, funding limitations will restrict the number of Patten 53 softening projects implemented
during the next three financial years. New builds are being developed for implementation at
Cookstown, Ballymoney, Downpatrick, Ballymena and Portadown, however, available funding
during SR2007 will only allow the commencement of the Ballymoney, Cookstown and
Downpatrick projects. Subject to further reviews of custody structures (discussed at a later point in
this document), upgrades and refurbishments may require to be implemented at a number of
custody suites including Waterside, Craigavon, Ardmore and Lisburn, although these works may

not take place until 2010/11 onwards, subject to available funding.



Condition surveys of the Estate continue to drive the maintenance upgrade programme focussing on
compliance with Health & Safety legislation, maintenance of asset values and improvement in
operational conditions. General maintenance programmes include refurbishment and upgrades, as
well as maintenance under legislation and Health and Safety Codes of Practice. Minor Works
programmes include the creation of new offices, extensions, conversions and substantial investment

in security work continues in accordance with the PSNI Security Plan.

The PSNI are required to attain the Government’s targets in relation to the carbon footprint
associated with Public Sector Estates and an Energy strategy has been developed and is currently

being implemented in order to attain these objectives.

Patten programmes of work include the softening of police stations, the development of a new
Police College and the aim that all new build police stations should be more open to the
community, more aesthetically pleasing and possess a softer appearance, subject to security

assessment.

The Police Service recognised in 2005 that the Estate is disproportionately larger and older than
comparable Police Services in the UK, with a considerable number of under-utilised stations. Many
were built over fifty years ago, a number are not in the appropriate location, and there is an urgent
need to make our Estate fit for modern service delivery. Benchmarking against other UK Police
Services continues annually and, whilst there has been a rationalisation of the operational Estate,
this has been negated to a degree by an increase in Headquarter accommodation required to support
the creation of new Headquarter Business Units. The financial pressures are real and funding
available during SR2007 will not continue to support the high cost of Estate maintenance within the
context of present stringent building standards. Further pressures in the Estate’s budgets will result

from the current Treasury Efficiency Review and continued increases in construction cost inflation.

Recent discussions with the NIO during the months of November/December 2008 have indicated
significant funding pressures within the 2008/09 financial year and potential significant funding
issues during 2009/10 and onwards. As a consequence, the PSNI have introduced funding
reductions in Estates budgets for 2008/09 requiring the rephasing of minor revenue and capital
projects. It is probable that, in order to achieve a balanced budget for 2009/10 (and possibly
2010/11), rephasing and/or cancellation of Estates projects may be required.



A key aspect of this Strategy is to support the delivery of local community based policing plans, an
inherent part of which is full community consultation, including District Policing Partnerships
(DPPs), leading to the review of specific stations based on alternative and flexible community
policing plans. The recent closures of stations have created capital funding, which has been utilised
to accelerate the maintenance upgrade programme. However, the NIO have recently informed the
PSNI that the PSNI will have to make a bid to retain surplus sale receipts and it is no longer
accepted that such receipts will be available for the advancement of maintenance upgrade works (or
indeed other projects) in the medium term.  This is a significant change and may result in a
decrease in the number of maintenance upgrade projects commencing on site during the next three

financial years.

Local Commanders will prepare plans in relation to potential closures of stations in which all
aspects of community consultation, and development of alternative policing strategies are
considered in detail, examples of which are the use of shop fronts, other non-police property such as
Community facilities, or mobile police vehicles. These plans will be submitted to the Northern
Ireland Policing Board for consideration, review and endorsement prior to any action being taken at
local level to close a station. The Police Service has developed a formal process whereby local
Commanders may consider using non-PSNI facilities for policing purposes. It is evident that there
is a clear linkage between a potential closure of an under-utilised PSNI station and the development
of a more flexible, responsive facility enabling greater access by the community and providing a
more direct and open policing service. In some cases, the closure of a station will release more
officers for use in front line policing. In addition, funding released from the closures of stations
will be reinvested in the development of the overall Estate within the context of the agreed annual

budgets.

Alternative options, supported by policing strategies agreed with the local community, will continue
to be actively pursued by local Commanders in a variety of locations. The PSNI recognises that a
communication and information sharing strategy addressing concerns of local communities is
absolutely essential to providing reassurance where reviews of stations are being progressed. In
addition, it is recognised that a review of the effectiveness of policing strategies should be
conducted at local level after the closure of specific stations, to ensure service provision is

maintained and enhanced.

Since the commencement of the 2005 Estate Strategy, the Policing Board have approved 21

closures, the majority of which have been disposed. However, during 2007/08, there was a



significant decline in station reviews by the District Commanders and only one station, Sion Mills,
was approved for closure in the 2007/08 financial year. Recent Government direction requires
public bodies to attain 10% reduction in capital assets (including building stock) and a

rationalisation programme is required to be implemented in order to achieve this target.

Initial indications are that these closures have had little impact on community policing and indeed

the release of police resources has been beneficial to the community.

The Police Service continue to assess the use of mobile police facilities on the basis of a cost benefit
analysis and three mobile police stations have been acquired, located at Castlereagh, Enniskillen
and Newry & Mourne. Further mobile police units may be procured in the medium term.
Consideration will continue to be given to the use of police surgeries in non-PSNI premises,
although the requirement to comply with Health & Safety legislation in relation to such facilities
may negatively impact on the development of such initiatives eg the Beragh proposal.
Development of other surgeries are being considered at Ballywalter, Titanic Quarter (Belfast),
Portadown, Coalisland, Carryduff and possibly Gilford and Toomebridge. A joint
PSNI/Community Group facility is being developed at Crumlin.  The PSNI will continue to
monitor the effectiveness of such police surgeries and it is worth noting that security issues will

continue to be a significant risk issue in relation to expanding this concept throughout the Estate.

The PSNI Estate Services Business Unit completed a Headquarter and Support Site Review in 2006
and the recommendations were accepted by the Chief Officers in June 2006. This issue will be
addressed further in this Report but it should be noted that until the functional review of
Headquarter Business Units is completed, limited progress will take place in relation to a coherent

and long term Headquarter Estate Strategy.

The implementation of a rationalised eight District Command structure was completed without any
significant disruption to Estate work programmes or significant cost. The benefits of the new
structure are already being realised in a number of areas such as downscoping of significant projects
including new builds, sharing of facilities leading to armoury closures, rationalisation of fuel

installations and greater ownership of building stock at local level.

The efficient use of the building stock, supported by the work programmes contained within this
document, represents the end game of this Strategy. The Strategy is a live document with an

inherent flexibility within the work programmes, which may be required due to funding changes



and evolving policing strategies and drivers. In particular, District Commanders continually assess
their requirement for building stock and facilities within their Districts in order to ensure that
operational policing plans are being supported in the most effective and efficient manner.
Appendix ‘E’ of this document simply lists stations for potential review. District Commanders may
decide to retain individual stations ie remove them from the review list, and substitute new stations

for consideration as determined by operational requirements in the medium and long term.

A further reassessment of this Strategy will take place in 2011/12.
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POLICE SERVICE OF NORTHERN IRELAND

ESTATE SERVICES BUSINESS UNIT

THE STRATEGIC AIM

Estate Services Business Unit will contribute to the attainment of the Chief Constable’s corporate
objectives (strategic objective 6.0 — to improve organisational effectiveness in the Police Service)
by ensuring that it provides a range of property services, strategic and operational to the Police
Service of Northern Ireland. These services will be provided in a manner which supports the
District Command based operational policing structure and Local Command Policing Plans in
relation to general public enquiries, arrests, custody provision, District Command Policing, and

other functions.

In support of this Business Strategy, the Unit prepares an Annual Business Plan detailing all
significant programmes of work, and will achieve its aims through the establishment of clear goals
and objectives by investing in staff, by continuously improving standards through the application of
a range of efficiency measures and continuous improvements programmes. In addition, the Unit
will utilise the key aspects of the Audit Commission’s Action Stations Report on the Management
of UK Police Estates and will implement the recommendations of the 2006/07 National Audit
Office Review of PSNI Estate.

Particular emphasis will continue to be placed on the development and implementation of

prioritised maintenance strategies, which achieve a significant improvement in the overall condition

of the Estate in accordance with Home Office Accommodation Standards.
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INTRODUCTION

Estate Structure

The Police Estate possesses a total gross floor area of approximately 320,000m? with an open
market valuation of £553.7m as of 31% March 2008.

The facilities range from standard police stations, Headquarter sites, limited opening stations,
hill top sites and logistics/transport bases. A number of sites are joint occupancy with the
Ministry of Defence and a variety of leases and licenses exist with third parties.

The Estate consists of 108 police stations (excluding closed facilities), 12 Headquarter
locations, 38 Hilltop/Portal sites and 6 Training/Admin sites. Forty stations are open 24
hours, 46 stations are limited opening and 22 stations are lock and return. The significant
proportion of limited opening and lock and return stations within the Estate utilises revenue
funding eg Rates/Utilities/Maintenance in support of facilities, which contribute debatable
policing value within respective communities.

Within the Estate, 12 properties are built to resist Mark 15 mortars whilst conventional builds
make up the remainder of the Estate with varying degrees of mortar resistant protection levels.

Twelve stations are over 100 years old with 49 further stations greater than 50 years old. This
age profile requires increasing maintenance expenditure year-on-year to upkeep and replace
the fabric and assets contained within the ageing building stock.

Condition Surveys in 1998/99 indicated approximately £65m-£70m of outstanding
maintenance work within which £11m was associated with categories 1 and 2 Health &
Safety works. This was a reflection of the lack of maintenance investment in the period 1980
— 1998 during which funding was channelled into the construction of secure new build
stations and fortification of the existing building stock. The current position is that there is
outstanding £3m Health & Safety works, none of which are classified as Categories 1 & 2.
This, of course, ignores day to day Health & Safety issues which can arise within the Estate at
any time. Significant progress has been made during the past three years in addressing the
maintenance backlog and bringing entire police facilities up to appropriate accommodation
standards. However, there is still considerable work to be completed in order to address all
maintenance standards issues and the work programmes will be constrained by the available
budgets during the next three financial years.

The Estate is owned by the Northern Ireland Policing Board and the Terms of Reference of
the Police Act 2000 combined with the Conditions of Grant, 2002, define the scope of
involvement of the Northern Ireland Policing Board in the business of the management of the
Estate.

Contracting Out - Best Value

The application of Best Value Reviews to Estate Services Business Unit has resulted in the
contracting-out of the delivery of work programmes resulting in the attainment of a range of
efficiencies during the period 1999-2008. Gershon Efficiencies associated with the Estate,
arising from the contracting out process and the rationalisation of the Estate have been
recorded through Finance Branch to the NIO for the past three years. Similar efficiencies are
expected to be attained within the next three years. This issue is referred to later in the
document. Estate Services Business Unit will continue to develop and implement partnership
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based outsourced contracts for the delivery of works programmes in accordance with
Treasury guidelines, and Office of Government and Commerce recommendations.

Size of Estate

Estate Services Business Unit implemented detailed Benchmarking exercise annually against
other UK Police Services. A number of significant issues are identified within this
Benchmarking exercise, in particular the size and scope of the Estate, servicing a relatively
small geographical area with a population of 1.8m.

It is generally accepted that the current Police Estate, based on an 8 Nr. District Command
structure, possesses too many facilities — requiring funding commitments in relation to
Maintenance, Rates, Utilities, which are unlikely to be sustainable in the medium/long term.
Funding limitations during SR2007 will increase the pressure on the Service to rationalise the
Estate in terms of number of facilities and in relation to the number of specific elements of the
Estate which incur substantial annual revenue commitments eg Armouries, Custody facilities,
etc.

Discussions with other UK Police Services indicate that we share the common objective of
rationalisation of the Police Estate and individual elements of the Estate. This is in line with
one of the key themes of the Audit Commission Action Stations Report on Management of
Police Estates which focused on the need to improve utilisation of the police buildings stock,
identify under-utilised stations and dispose of such properties (or seek alternative solutions).
Indeed, there is now increasing recognition within Government of the high cost of
maintaining the Public Sector Estate and increasing pressure will be put on Public Sector
bodies to review the size and use of the public building stock with a view to seeking disposal,
alterative utilisations and reducing the running cost of buildings.

Financial pressures will continue to be a clear driver within all UK Police Services including
the PSNI and it has been evident during the past five years that the PSNI cannot continue to
fund the current size of the Police Estate. Further pressures on the Estates budgets will result
from the future Efficiency reviews, requiring a 15% target efficiency saving in PSNI budgets
spanning the years 2008/09, 2009/10, 2010/11, and Treasury pressure to identify and attain
efficiency savings.

In addition, the continuing reduction in the establishment of the PSNI is emphasising the
excessive size of the Estate combined with the creation of under utilised buildings. Whilst
closures in the past three years have reduced the size of the operational Estate, this has been
negated to a degree by the expansion of Headquarter accommodation to accommodate new
Headquarter Business Units. The size of the Estate is now 320,000m? compared to
350,000m? in 2005. Appendix ‘I’ illustrates the current breakdown of the status of PSNI
sites.

The introduction of the new District Command structure resulted in a slowdown in the
submission of Closure Business Cases to the Northern Ireland Policing Board as the new
District Commanders reviewed their building stocks with a view to identifying their future
Estate needs in relation to their operational requirements. Appendix ‘E’ lists the planned
review stations and it should be stressed that the closure of a station will be predicated on the
identification of alternative policing arrangements.

13



1.6

Benchmarking

Benchmarking against other UK Police Services is expedited by Estate Services Business
Unit and examples of broad Estate comparisons are indicated in Appendix ‘H’. It is evident
that the PSNI Estate is disproportional in size to other UK Police Services in relation to its
establishment numbers and population sizes. A particular point of interest is the absence of
limited opening stations within the benchmarked Services and the numbers of police shop
fronts/community posts/shared buildings, etc. In addition, utilisation surveys indicate the
increase in proportion of existing buildings which are now under utilised due to decrease in
establishment. However, these buildings incur maintenance, rates and utilities revenue costs
irrespective of their degree of utilisation.

It is necessary that such under utilised facilities are assessed within the context of the total
building stock in each District Command in order that business functions are relocated in a
manner that utilises effectively a reduced number of buildings in each District Command.
This should result in the identification of additional stations for review although it is
recognised that this initiative may be limited by the operational need to locate specific
policing functions in specific areas.

It is also appreciated that each UK Police Constabulary services different population
demographics, criminality profiles, and has unique frameworks of policing issues. However,
in common with other UK Police Services, the PSNI are actively exploring a number of
police surgeries, shared Public Sector facilities and mobile police stations. The innovative
approach at Crumlin, where the existing site will be leased to a local community group for
development of a community facility including a police surgery, is an example of an initiative
which has been explored elsewhere in the UK. It is considered probable that further such
initiatives will be presented to the Northern Ireland Policing Board during the next three
years.

Appendix ‘H’ contains a summary of key benchmarking figures (space utilisation and critical
Estate cost criteria) which illustrate the continued high cost of the Estate within UK Police
Services and indicate critical performance areas which require attention. The monitoring of
these performance areas over the next five years will indicate progress towards the
establishment of a reduced and more efficient Estate. A brief report on benchmarking is
given to the Resource and Improvement Committee twice yearly contained within the Estates
Review Presentation.

The Patten Report

In 1999, the Independent Commission of Policing published their Report — the Patten Report.

The Patten Report included a number of recommendations relating to the Estate, which
continue to be implemented during SR2007 period subject to funding approvals. Section 4 of
this document summarises progress against these recommendations during the first three
years of the 2005 Estate Strategy and identifies outstanding works to be implemented during
the SR2007 period.

14



1.7

1.8

Programmes of Works

In broad terms, the Estate Services Business Unit attains its strategic objectives by the
development and implementation of a range of building projects/work programmes. These
are as follows:-

(@)

(b)

(©)

(d)

(€)

()
(9)

(h)

Major Works — principally new builds or significant extensions. These works are
generally deemed to be capital expenditure.

Maintenance Programmes — principally refurbishment/upgrade works deemed to be
revenue expenditure. In addition, these programmes include cyclical and reactive
maintenance required under legislation and Health & Safety Codes of Practice.

Minor Works — principally the creation of new offices, small extensions, conversions,
etc, generally deemed to be revenue. It should be noted that in the last few years the
Minor Works programme has been substantially targeted on security works following
the Security Review of 2002 and this continues to be the case. The creation of under
utilised facilities within the Districts has negated the need for the provision of additional
accommodation — free accommodation already exists. However, Minor Works within
Headquarter sites continues to be required in order to provide new accommodation for
Business Units.

Energy Projects — these consist of a range of projects designed to achieve the
Government’s Energy Consumption reduction target of 15% over the next five year
period, revenue or capital designation.

Acquisitions — required for the Major Works programme or security purposes, deemed
to be capital.

Disposals — resulting from closure of stations, receipts deemed to be capital.

Patten Programmes — work programmes associated with Patten Recommendation 53,
the softening of the Estate and Patten Recommendation 131, the development of a new
Police College.

Normalisation — the programmes of works associated with Normalisation has been
completed within the first three years of the 2005 Estate Strategy. No further work
requirements have been identified although outstanding land acquisitions at
Newtownhamilton and Crossmaglen require to be completed during the next 12-18
months.

Estate Review

District Commanders have now completed an Estate Review of the restructured District
Command Units which focussed on the following activities:-

(@)

Reassessment of the justification and scope of new build projects at Ballymoney,
Cookstown, Downpatrick, Ballymena, Craigavon, Musgrave Street. The Omagh project
is currently on site and due for completion in January 2009. A reassessment of the
scope of this project has been completed and validates the scale of the current in situ
development. A number of changes have been proposed for future new builds in

15



1.9

relation to provision of accommodation of Property Stores, VIPER accommodation, and
other ancillary functions.

It should, however, be noted that this reassessment process has resulted in a
downscoping of the original scale of the new build projects at Ballymoney and
Cookstown. Both projects will now be significantly reduced sector stations. This is a
direct benefit of the creation of under utilised accommodation within Districts ‘H’ and
‘F’ allowing for a reduction in the size of these developments.

(b) The development of a new station review list with more defined timeframes. The 2005
Estate Strategy (Appendix ‘E’) identified 61 stations for potential review spanning a
five year period. The revised station review listing is contained within Appendix ‘E’ of
this document. It contains 27 potential review stations with a further 9 associated with
Major Works/New Build developments. In addition, the stations approved for closure
since the endorsement of the 2005 Estate Strategy are also listed. Appendix ‘E’ also
contains the Procedure for Station Closures and the Process for Utilisation of Non PSNI
Premises.

(c) Identification of Patten 53 softening projects and development requirements for sector
stations.

(d) A number of minor issues focussing on rationalisation of Armouries and Fuel
Installation facilities. Current legislation requires upgrading of the 43 Fuel Installations
within the Estate at substantial costs. These reviews have identified opportunities for
the closure of 13 such facilities resulting in revenue/capital savings in excess of £1m.
Further consideration of additional closures will take place during the next 12 months.

The anticipated closures of stations, and specific facilities, are reflected within proposed
efficiencies, discussed in Section 11 of this document.

Restructuring of District Commands

The restructuring of the District Commands is now completed. The implications for the
Estate programmes are reflected within the attached Appendices to this document and have
been beneficial in terms of rationalisation, creation of under utilised space (therefore negating
planned Minor Works) and downscoping of specific new build projects.

No significant expenditure was required in relation to provision of additional accommodation
within the District Commands at this point in time. Discussions will continue to take place
between Estate Services Business Unit and the District Commanders to identify further
opportunities for reviews of stations for closure and opportunities for further increased
utilisation of District Command HQs and Sector stations. It is recognised that some
additional facilities will require to be provided during the next three-five year period to
support Property and Exhibit storage and Call Management facilities.

The recent appointment of new Heads of Business Services within the District Commands
creates another focus point for promoting improved management of buildings within the
District Commands. Areas under scrutiny include Energy Management, Health & Safety
issues, improved use of car parking, neighbouring lands issues, requirement for requisition
lands and rights of ways, regular measurement and monitoring of office utilisation allowing
for possible reorganisations of functions, and liaison with operational police in relation to
building works.

16



2.1

2.2

2.3

24

2.5

2.6

2.7

MAJOR WORKS PROGRAMME

Key Issues

Appendix ‘A’ of this document details the current Major Works New Build programme for
the SR2007 period (budgets confirmed) and SR2009 period (subject to available funding). As
a consequence of discussions with District Commanders, two new potential significant new
build projects have been identified at Ballymena and Mahon Road, Portadown.

The Mahon Road, Portadown development will replace the original planned Craigavon
(Brownlow) project and will contain upgraded Call Management facilities, enhanced custody
facilities and accommodation for functions currently located at Gough Barracks. This will
become the core Operational Headquarter site for District ‘E’.

A new District Command HQ at Ballymena has been identified as the core facility for District
‘H’. The Ballymoney project has subsequently been downgraded to a sector station.

It is not anticipated that the Mahon Road, Portadown project or the Ballymena project will
commence until SR2009 period.

The Cookstown project has similarly been downgraded to a sector station within District ‘F’
recognising the status of the current Omagh new build project which is due to be completed in
January 2009.

The current PSNI Policing Plan requires the delivery of specific Region/District
Command/Community based policing functions within each operational policing area ie a
District Command Unit.

In line with other UK Police Services, the provision of these policing functions is
accommodated within an Estates structure focussed on a single District Command
Headquarter station supported by Sector stations within each District Command Unit. In
addition, specific part-time stations may exist within Rural communities although the current
impetus is to seek rationalisation of the Estate by exploring opportunities for the use of police
surgeries/shops and/or mobile police facilities. As stated previously, the Crumlin Initiative is
an example of a PSNI/Community Group development. This topic is discussed further within
Section 6 of this document.

Estate Services Business Unit and District Commanders have developed a process for the
identification and utilisation of non-police facilities for policing functions within District
Commands (reference Appendix ‘E’).

New Builds

The District Command Estate Reviews validates the requirement for new build stations at the
following locations:-

(a) Omagh District Command Headquarters, due for completion, January 2009.

(b) Ballymoney Sector Station, due to commence in 2009/10.

(c) Downpatrick New Build (status currently under discussion with District Commander in
relation to functions to be provided within Downpatrick and Newtownards), due to
commence in 2009/10.

(d) Cookstown Sector Station due to commence in 2009/10.

17



2.8

(e) Musgrave Street District Command Headquarters, commenced January 2008.

(f) Mahon Road, Portadown District Command Headquarters, scheduled for 2011/12, subject
to funding.

(g9) Ballymena District Command Headquarters, scheduled for 2011/12, subject to funding.

This Estate Strategy details the timescales and broad costs associated with these projects
within Appendix ‘A’ taking into account available funding during SR2007. It should be
noted that available funding for the last two years of SR2007 period ie 2009/10 and 2010/11,
may be subject to change.

Appendix ‘A’ further details other Major Works required to support operational policing
plans. These include extensions at Castlereagh and Armagh and a variety of custody upgrades
which are currently on hold pending a further review of the proposed custody structure
(Centres of Excellence Strategy).

The 2007 year was a period of reassessment of the aforementioned new build projects. It was
necessary that the new District Commanders had a period of time to assess their building
stock within the context of their future operational policing plans and anticipated
establishment available for delivery of these plans. This has resulted in significant revision to
the scale of the Cookstown and Ballymoney projects. Furthermore, this period of
reassessment validated the requirement for the aforementioned new build projects.

The funding outcome for SR2007, reflected in the budgets detailed in Appendix ‘F’, has
dictated a construction programme for Ballymoney, Cookstown, Downpatrick new build
projects commencing in 2009/10. This is approximately 12 months after the planned
commencement date in 2008/09.

As stated earlier in this document, the age profile of the Estate and the condition of facilities
will continue to dictate the replacement of individual stations during the next 5-20 year period
irrespective of the policing structure (with the exception of potential closure targets).
Ballymoney, Musgrave Street and Downpatrick are three such examples.

Custody Structure

In 2003, the Chief Officers of the PSNI endorsed a rationalised custody structure consisting of
four Supersuites and thirteen designated PACE Suites. Since that endorsement, Estate
Services Business Unit has queried two specific items in relation to this structure and it has
been agreed that Banbridge will no longer be required as a designated PACE Suite. The four
Supersuites will be at Musgrave Street, Antrim (already complete), Craigavon, and Waterside.
Musgrave Street and Antrim will be capable of the retention of high risk prisoners.

The twelve designated PACE Suites will be Lisburn, Bangor, Downpatrick, Ardmore,
Dungannon, Enniskillen, Omagh, Strabane, Coleraine, Limavady, Ballymena and Cookstown.

Individual projects have been completed at Bangor and Ardmore, and a number of significant
Custody Suites contained within the new structure will be provided within the new build
station programme and therefore these projects will be dictated by the overall new build
programme eg Omagh, Mahon Road and Musgrave Street. A further review of the proposed
Custody structure has commenced by PSNI Operational Support and planned projects at
Lisburn, Ballymena, Waterside are now on hold until this review is completed. Furthermore,
the budgets available during the next three financial years will not allow the commencement
of significant upgrade works at Lisburn, Ballymena, Waterside.
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As a minor point, a programme of works designed to remove ligature hazard points is
currently underway within all PSNI custody facilities in order to minimise the risk of self
harm to a detainee. This programme of works is required to satisfy Health and Safety
recommendations.

Armouries Structure

As stated in the 2005 Estate Strategy, the rationalised District Command structure has allowed
a review of the historic Armouries structure and, as a consequence, District Commands are
now closing a substantial number of armouries. To date, forty armouries have been
declassified and further works are ongoing in relation to upgraded armouries to comply with
the latest Management and Storage of Explosives and Weapons legislation.

The Management and Storage of Explosives and Weapons legislation, combined with general
Health & Safety legislative requirements, will continue to create pressure to rationalise the
armouries structure and result in a reduction of held weapons within District Commands. A
significant rationalisation of this structure will result in efficiency savings (reference Section
11) and allow an enhanced management control of weapons within the Estate, compliant with
legislation and good practice. These efficiencies are reflected within the SR2007 revenue
Estates bids.

The Central Armoury at Seapark is now completed and is resulting in a draw back of excess
weapons from the District Commands to Seapark.

Other Projects

Other completed Major Works of note include the completion of refurbished training facilities
at Magilligan, enhanced Custody/CID facilities at Bangor, completion of the Bullet Resistant
Glass (BRG) replacement programme and DDA programme throughout the Estate, Special
Exhibits/Murder Archives Stores at Seapark in addition to the aforementioned new central
armoury.

Appendix ‘A’ of this document summarises the principal New Build/Major Works
programme for the next five-year period and associated funding requirements. The
programme has been phased in accordance with the available funding during the SR2007
period. The outcome of SR2007 was announced to the PSNI in December 2007 and therefore
this document is able to reflect the anticipated available funding during the next three
financial years. It should be noted that the NIO have informed the PSNI that the use of
surplus capital receipts may not be available for utilisation within the PSNI. During the past
two years, the PSNI have benefited significantly from rising land values resulting in higher
than anticipated sale values. Surplus receipts have been utilised to accelerate and progress
significant maintenance upgrade projects. However, this will not be the position during the
next three years. Prioritisation of the new build programme will continue to be a matter for
the PSNI Governance Committees within the available funding framework.

Conditions of Grant

In accordance with the current Conditions of Grant, all Major Works projects greater than
£500k value require full Investment Appraisal in accordance with Treasury Guidelines. All
projects greater than £750k require approval by the Director of Finance and Support Services
with projects greater than £1m necessitating the approval of the Deputy Chief Constable.
Projects with a value greater than £3m require NIO/Treasury approval.
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The proposed PSNI Corporate Governance Framework, discussed within Section 7 of this
document, will continue to be the forum by which progress of major new builds will continue
to be assessed, funding issues and priorities considered and Investment Appraisal approvals
sought by Estate Services Business Unit.

Design Aspects

All new build police stations are designed to satisfy Patten Recommendation 52 ie new police
stations should be more open to the community, more aesthetically pleasing and possess a
softer appearance, subject to security assessment.

Estate Services Business Unit have developed the Impact Resistant Design Standard for all
new builds and significant extensions. This Design Standard satisfies Patten
Recommendation 52 (all new stations to be aesthetically pleasing, reflect community input)
and has been implemented in full at Moira, Coleraine, Magherafelt and Omagh Major Works
projects. This Design Standard allows for the limited upgrading of a new build police station
in the event of an increased security threat and provides protection against small firearms,
hand thrown devices, and mortars to a degree.

Estate Services Business Unit continue to develop new design standards that promote greater
effectiveness and efficiency of use of the planned new builds. The concept of open plan
offices, flexible dividing partitions, innovative use of sustainable energy sources (eg ground
water cooling at Omagh and Musgrave Street) are examples of initiatives currently being
promoted within the designs of the future new police stations within the PSNI. Whereas
previous new builds during the period 1970 — 1990 were designed to resist potential attack,
this threat has substantially reduced. Consequently, the design approach is focussed on
creating aesthetically pleasing building with an internal working environment which promotes
communication, functional synergy and motivation.

Liaison with the Carbon Trust, and other UK Police Services continues to promote the
development of new architectural and engineering solutions, which simply may not be
acceptable within a police environment in the past.

All new build projects will continue to be subject to a complete threat risk analysis expedited
by Security Branch, Local Command with a structural design developed by Estate Services
Business Unit satisfying the specific outputs of the threat risk analysis.

PROPERTY MANAGEMENT — MAINTENANCE AND MINOR WORKS

Maintenance

Maintenance of the Estate comprises of three major elements — Reactive Maintenance,
Cyclical Maintenance and the Forward Maintenance Plan.

The Forward Maintenance Plan is the programme of refurbishment and upgrade works
designed to improve the overall condition and value of the Estate, improve working
conditions within the Estate and attain the Home Office Required Accommodation Standards.

The Reactive Maintenance of the Estate is managed by a Central Helpdesk which responds to
work requests generated by Local Command. Generally this type of work relates to urgent
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Health & Safety works or operationally required works eg faulty alarm systems, broken
heating systems, leaking roofs, burst pipes, etc.

A range of performance parameters exist in relation to the Helpdesk and responses are
prioritised on the basis of a 3 hour/24 hour/5 day/20 day timeframe.

Cyclical Maintenance consists of regular inspections of specific elements of buildings to
ensure compliance with legislation, insurance requirements and general Health & Safety
Good Practice eg legionnella inspections, boiler/lift/window cradle inspections, intruder alarm
inspections, boom barrier inspections, high voltage switch gear, pest control, Kitchen deep
cleaning, etc.

The average annual spend within the PSNI Estate associated with Reactive and Cyclical
Maintenance has decreased to £4.5m p.a, (E14 per m?) reflecting the improvement of the
overall condition of the Estate and attainment of Accommodation Standards and Scales.
However, it still remains high compared to other UK Police Services reflecting the age of the
Estate and the historic under investment in the maintenance of the building stock during the
period 1970 — 1999. The rationalisation of the Estate has focussed on minor limited opening
rural stations which has not had a significant impact on this budgeted expenditure. It is
anticipated that significant rationalisation will result in a further decline of this cost.

Condition Survey

The refurbishment and upgrade of the Estate is managed within the Forward Maintenance
Plan.

In line with the Action Stations Report and current Home Office Guidelines, the Forward
Maintenance Plan is developed on the basis of Condition Surveys of the Estate.

Estate Services Business Unit has conducted a complete Condition Survey of the Estate in
2006/07, and every structural element and mechanical and electrical asset was included within
this survey. Annual Condition Surveys of 25% of the Estate continue to be expedited by
Estate Services Business Unit focussing on the prioritised stations.

The current Condition Surveys identify £3m-£4m backlog of maintenance within the Estate.
Maintenance funding is now focussed on the significant large scale upgrade projects at sector
and District Command HQ stations on the basis that significant rationalisation of limited
opening stations will take place. Maintenance funding is limited and it is necessary that this
prioritisation takes place.

The current level of maintenance funding is £8.3m for 2008/09 resulting in an available fund
of approximately £3.5m available for the refurbishment upgrade programme, after allowing
for Reactive and Cyclical Maintenance.

However, significant maintenance upgrade schemes can be capitalised on the basis of adding
value and increasing the operational life of the building asset and capital receipts from the sale
of stations have been utilised for such schemes. The future use of capital receipts for
significant maintenance upgrade projects will require NIO approval.

The Estate Services Business Unit Annual Business Plans contain a prioritised refurbishment

upgrade programme, which is based on the Condition Surveys. It should be noted that these
projects do not necessarily focus on aesthetic refurbishment of stations but can include re-
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roofing, re-wiring, upgrade of drainage systems, defective heating and ventilation systems and
other external fabric projects.

In accordance with Good Practice, the prioritisation of this programme will continue to be
driven by the Condition Surveys which identify the key elements/assets of the Estate
requiring urgent maintenance. The Home Office prioritised categories in relation to
refurbishment upgrade projects are as follows:-

Priority 1 - To meet statutory requirements

Priority 2 - Unavoidable for Health and Safety Reasons

Priority 3 - To avoid seriously affecting the Site’s operation/alleviation of risk of further
dilapidation

Priority 4 - Maintain the value of the Estate

Priority 5 - To maintain minimum property standards

A significant number of maintenance projects have been completed since the approval of the
2005 Estate Strategy and Appendix ‘B’ of this document details progress to date and the
future plans, subject to final costing assessment and funding availability. Major projects have
been completed, or are in-situ, at Strand Road, Antrim Road, Newtownards, Limavady,
Mahon Road, Portadown, Garnerville, and Ballycastle.

Utilisation of Stations

The introduction of alternative community policing methodologies, focussed on the sharing of
community facilities/utilisation of police shops, mobile policing units, will result in a
rationalisation of the Estate thereby releasing revenue funding (from non payment of Rates,
cessation of Utilities bills, cessation of Maintenance requirements, etc) to be channelled into
the Forward Maintenance Plan allowing an acceleration of this plan and the implementation
of works addressing the Priorities 4 and 5 Maintenance backlog items.

The anticipated efficiency savings resulting from the closure of all stations listed within the
Station Review List (Appendix ‘E’) are detailed in Section 11.

It should further be noted that the Chief Constable, in the role of Sub-Accounting Officer for
the PSNI, has a defined responsibility to maintain the value of the assets within the Estate and
therefore the necessity to ensure an adequate level of maintenance funding is paramount.

Appendix ‘B’ of this document summarises the principal refurbishment upgrade schemes
scheduled for SR2007 period subject to the provision of available funding. Appendix ‘F’
details the 2007/08 and SR2007 budgets.

Funding Pressures

In common with all other UK Police Services, increasing pressure on revenue funding
associated with maintenance of Estates continues to arise from legislative requirements. The
historical DDA programme, now completed, is an example. However, the new Building
Control Regulations will continue to utilise revenue funding within a fixed budget framework
reflecting the need to allocate a proportion of maintenance funding to enhancing the energy
efficiency of existing building fabrics whilst engaging in maintenance upgrade projects.

Irrespective of external stakeholder pressure to attain efficiency savings within Estate
budgets, it is essential to maintain our current maintenance funding at a level of £8m - £9m
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during the SR2007 period (and including the SR2009 period) to allow the full implementation
of the Forward Maintenance Plan.

It is anticipated that this level of funding will continue to be required for the next five year
period to allow all the substantial planned maintenance upgrade projects to be completed,
rationalisation of the Estate to be implemented combined with establishment reductions, to
result in a fit for purpose Estate compliant with the Accommodation Standards and Scales.

As stated previously, the requirement to attain a balanced budget during 2007 within a tight
financial framework may result in the rephasing and/or cessation of maintenance upgrade
projects eg Oldpark refurbishment.

Minor Works

Minor Works is a programme of works designed to satisfy Local Command operational needs
and Headquarter Departments requirements for additional accommodation or accommodation
changes. In addition, the Minor Works programme includes security related projects required
to maintain the security integrity of the building stock.

The programme is generally developed as a result of a request from Local Commands or
Chief Officers. The annual budget is maintained at a level of £3m - £4m p.a, fixed at £3.25m
for 2008/09.

Whilst District Commanders can now take advantage of under utilised space within the
operational building stock and therefore avoid requesting new minor works, Headquarters
have continued to require significant minor works to accommaodate increasing Business Units
eg Historic Enquiries and Crime Review.

This budget therefore requires to be maintained at current level in order to ensure that future
accommodation pressures can be met.

In 2003, Estate Services Business Unit devolved the Rates and Utilities budgets to District
Commanders. In addition, an element of the Minor Works budget is devolved to the District
Commands based on a value associated with small minor schemes. The devolved process
includes local procurement, management and payment of the works.

The Minor Works programme is prioritised on the basis of projects supporting operational
needs. However, recent experience during the past two financial years has indicated that the
programme is subject to alteration in-year as a result of new demands and new
accommodation pressures, often driven by structural changes within individual Departments.

When required, Estate Services Business Unit will use the PSNI Governance Committee
(reference Section 7 of this document) to agree a prioritised programme associated with
Minor Works (and other work programmes) prior to the commencement of the financial year
and to use the Governance Committee to address all major re-prioritisation issues. This
process will involve the endorsement and assessment of the Annual Business Plans.

The current Minor Works programme contains over 200 projects. Appendix ‘C’ of this

document summarises key works within the Minor Works programme for the 2008/09
financial year, subject to funding availability.
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INDEPENDENT COMMISSION ON POLICING REPORT

Estates Recommendations

In 1999, the Patten Report was published and contained 175 Recommendations.
There are a number of specific Recommendations with Estate implications.

Recommendation 52 — New Build Projects

‘New Police Stations built from now on should have, as far as possible, the appearance of
ordinary buildings; they should have low perimeter walls and be clearly visible from the
street but they should have security features, which may be activated or reinforced.’

The Impact Resistant Design Standard satisfies the spirit and content of this
Recommendation. The recently completed new build District Command projects at
Coleraine, Magherafelt, Magilligan and the current in situ projects at Omagh, Musgrave Street
are examples of the application of this Design Standard.

Recommendation 53 — Appearance of Existing Stations

‘Existing police stations should — subject to security and Health & Safety considerations, be
progressively made less forbidding in appearance, more accessible to the public and more
congenial to employees.’

Estate Services Business Unit have completed 29 softening projects throughout the Estate
since the commencement of the 2005 Estate Strategy and a further 27 are currently being
development for implementation.  Furthermore, Estate Services Business Unit have
completed a second Patten 53 audit of the entire Estate which, combined with the District
Commanders’ Estate Reviews, have identified 25-30 schemes for possible development.

However, a Patten 53 budget of £1.5m has been established for 2008/09 and this will limit the
number of softening projects to be carried out during this financial year. Appendix ‘D’ details
the planned schemes for 2008/09 and onwards.

Estate Services Business Unit will continue to liaise with District Commanders in relation to
the identification of future Patten 53 projects and this will be a standing item on Estate
Services Business Unit conferences with Business Managers/District Commanders.

Recommendation 62 — Closure of Three ‘Holding’ Centres

‘The three Holding Centres at Castlereagh, Gough and Strand Road should be closed
forthwith.”

This Recommendation is complete and a dual custody facility at Antrim has been developed
by Estate Services Business Unit capable of retaining PACE and high risk prisoners
concurrently. A temporary back-up facility at Grosvenor Road has now been completed by
Estate Services Business Unit.

The 2004 Centres of Excellence Strategy identifies a custody structure based on twelve PACE
facilities, two Supersuites and two facilities capable of holding high risk prisoners and PACE
(Antrim and Musgrave Street).
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The PSNI are planning to review this Strategy taking into account the new District Command
structure, anticipated changes to detainee procedures and practices, possible growth in the rate
of detention in custody facilities and changes in the nature of detainees eg increase in
detention of immigrants, females, children, etc. This review is scheduled for completion by
October 2008 and Estate Services Business Unit will carry out an impact assessment on the
works programmes associated with the PACE custody structure.

Recommendation 63 — Video Recording

‘Video recording should be introduced into all PACE Custody Suites.’

In 2007, the NI1O approved a Business Case from PSNI Estate Services Business Unit for the
introduction of CCTV at Lurgan, Bangor, Omagh, Ballymena, Strabane, new Musgrave Street
project. The CCTV installations are currently in progress within these stations. CCTV has
already been installed in Enniskillen, existing Musgrave Street, Antrim and Grosvenor Road.

Further Business Cases will be submitted to the NIO on completion of the review of the
custody structure.

Recommendation 92 - Audit of Estate

‘The police should expedite a comprehensive Audit of the Estate satisfying the objectives of
policing.’

The 2004 bottoms-up Estate Audits satisfied this recommendation in so much that it
constituted a comprehensive audit of the building stock and facilities. The 2005 Estate
Strategy reflected the outcomes of these audits.

The current District Commanders have now completed Estate Reviews of the eight District
Commands. They have been endorsed by the Regional ACCs and the work programmes
contained within this Estate Strategy reflect the outcomes of these latest reviews. A specific
example is the new station review listing contained within Appendix ‘E’.

Estate Services Business Unit are currently engaged with the District Commands in
implementing a utilisation survey of individual buildings in order to identify possible
opportunities for improved utilisation of underutilised facilities leading to further station
reviews.

As has been stated previously, the reduction in the establishment of the PSNI has resulted in
significant release of accommodation within individual stations, which are designated as
unused. It is necessary that we monitor the extent of unused accommodation and explore
opportunities for relocation of Business Units in order to ensure effective use of the building
stock.

Furthermore, it is necessary that the PSNI implement a significant rationalisation programme,
commencing in 2008/09, in order to attain total disposal receipts of £15m during the SR2007
period. Non-attainment of this disposal target will result in possible reduction or rephasing of
planned capital projects.
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Recommendation 131 — New Police College

‘The PSNI should have a new purpose built Police College and the funding for it should be
found in the next public spending round.’

The PSNI Project Board have acquired an appropriate site at Desertcreat, Cookstown and
have attained planning permission for the development of this site.

The PSNI have submitted a Business Case to the NIO in November 2005 for the sum of
£171m including Optimism Bias. The NIO have confirmed a funding limit of £90m capital.

As a consequence, the PSNI, NIFRS and Prison Service have agreed to develop the
Desertcreat site on a joint basis as a public services Training College. The financial
contributions from these other two parties, combined with financial benefits arising from the
merger of facilities, has resulted in a funding stream which satisfies the construction cost to a
substantial degree.

The Programme Board, in conjunction with the SIB, are currently preparing a third joined up
Business Case for submission to the NIO.

Preparations are in place for the recruitment of a full time Programme Manager and Technical
and Financial Consultants.

The current programme identifies commencement of the project in February 2010 with
completion two years later.

Other Recommendations

A number of other Patten Recommendations have a clear impact on Estate Strategy.

Recommendation 94 recommends the establishment of a District Command Structure aligned
with each District Council. The PSNI have implemented a District Command Structure based
on eight District Commands.

The new District Commanders have reviewed their Estate Plans and these are reflected within
the various Appendices to this document and in specific sections of this document.

Recommendations 44, 45 and 46 of the Patten Report refer to Policing in the Community.
The development and implementation of Community Policing Strategies is an inherent part of
a District Command based policing structure. The new District Commanders have developed
local policing strategies which require the support of a buildings infrastructure. The purpose
of the 2005 Estate Strategy and now this 2008 Strategy is to provide this required buildings
infrastructure within the context of SR2007 and 2009 funding frameworks.

The historic concept of a central police station as a focal point for policing within
geographical areas is now simply one option for delivering policing in rural communities, in
particular.

Other options include mobile facilities, shared fixed facilities with other community/public
bodies, occupancy of space within schools, community centres and so forth.
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Recommendation 54 states that District Commanders should have discretion to decide in
consultation with their local community how to balance policing resources between static
facilities ie buildings and mobile patrols.  This Recommendation requires District
Commanders to be involved in all aspects of Estate development such as the bottoms-up
Estate Audits. Mobile police stations have been provided at Castlereagh, Enniskillen and
Newry & Mourne with two further mobile facilities being supplied to Carrickmore and
Strabane in the near future.

Recommendation 97 reflects the need for a slimmer structure at Police Headquarters — a
Recommendation that reflects the shift of focus towards District Command based policing,
devolved budgets, and delegation of responsibility. The issue of a strategic consolidation of
PSNI Headquarter sites is included within Section 6 of this document.

Appendix ‘F’ of this document summarises the SR2007 period Estate budgets for the next
three financial years including Patten Non-Severance requirements.

PSNI SECURITY PLAN —2003

Recommendations

A Security Procedures Audit of the PSNI in 2002/03 contained a number of
Recommendations that have specific implications for the Estate. In general terms, the Audit
recommended that sensitive areas within PSNI sites should be carefully located and protected
with an effective Access Control system. It was further recommended that Perimeter and
CCTV coverage reviews should be expedited at all sites.

Estate Services Business Unit have implemented, as part of the 2005 Estate Strategy, a
substantial number of works designed to satisfy these recommendations.

In brief, these include a range of perimeter intruder detection systems at Headquarter sites, the
introduction of a single electronic access control system within Headquarter sites and high
secure areas of operational stations and the development of a range of building projects
designed to mitigate/reduce risks associated with the storage of high value assets.

All principal recommendations have now been satisfied although work is still outstanding at
the following facilities:-

(@) Perimeter Intruder Detection system at Seapark.
(b) Improved facilities for the storage of fingerprint records.
(©) Continued roll out of new EAC systems.

All these items will be completed during the 2008/09 financial year.

Funding

A total budget of £3m has been allocated for the implementation of security related works
during 2008/09.

Security Branch are continuously expediting security audits within the Estate but it is

envisaged that the above budget will satisfy all current, outstanding works and possible new
audit recommendations.
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ESTATE STRUCTURE

Police Stations

As detailed in item 1.5, Benchmarking, it is evident that the PSNI Estate possesses too many
police facilities and is disproportionately larger than comparable UK Police Services.
Appendix ‘H’ summarises some critical benchmarking parameters. The introduction of
community based policing plans within a District Command structure, combined with a
recognition that the current Estate possesses too many stations providing limited policing
value to specific communities, has resulted in the development of a list of stations for viability
review in the short/medium term.

The Estate Audits, expedited at the beginning of 2004 and the recently completed District
Command Estate Reviews, has identified a number of stations, which may be under-utilised
within a District Command structure based on community policing plans.

In the past, the PSNI has identified stations which do not contribute significant policing value
to regions. However, the traditional approach has been to convert these stations to limited
opening or, lock and return. The estimated cost of such a conversion is in the region of
£200k-£300k. This approach is no longer appropriate in the future as it is simply retaining the
presence of a facility, which does not contribute any significant value within local policing
plans. Furthermore, the current funding constraints do not allow the implementation of lock
and return or limited opening projects.

District Commanders are considering a range of options for delivery of policing services and,
as stated earlier, three mobile police stations have been procured. Community based police
surgeries are being considered at a range of locations including Crumlin, Titanic Quarter,
Carryduff, Portadown, etc.

The PSNI have developed a business process by which District Commanders can identify, and
progress with Estate Services Business Unit, the potential leasing of other public/private
sector facilities within communities for utilisation as Reporting Centres. In addition, District
Commanders can progress the sharing of under-utilised PSNI stations with other public sector
organisations, if appropriate. The template for this process is contained within Appendix ‘E’.

It is recognised that, in the event of a station review leading to a closure, the provision of
alternative policing facilities within a community will be an essential requirement in order to
continue to provide an adequate level of policing service. Indeed, this issue is an inherent part
of the community consultation process, which is the backbone of the Business Case submitted
to the Northern Ireland Policing Board in relation to the closure of a particular station. The
provision of future policing services, in the event of a closure, is a key element of the
consultative process.

The PSNI will explore all options in relation to the provision of alternative facilities in the
event of a planned closure and funding process have been established within the PSNI in
order to facilitate such initiatives.

At this point in time, a number of options are being considered by the PSNI in relation to

alternative facilities, required in the event of possible station closures, and these options will
be identified to the Northern Ireland Policing Board as part of any Closure programme.
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themes of the Audit Commission, Action Stations Report. It complies with the spirit of
several Patten Report Recommendations — Recommendation 92 (Audit of the Estate),
Recommendations 44, 45 (Introduction of a Focussed Effective Community Policing
strategy), and Recommendation 54 (Local District Commanders have the discretion to consult
with local communities how best to balance their resources at local level between mobile and
static resources).

In addition, the review of District Estates satisfies the content of Clauses 4 and 7, Annex 1 of
the Joint Declaration Statement of April 2003 which states, ‘that a full review of the Police
Estate, carried out by the Chief Constable, will assess the options for defortification, closure,
and of the nature of policing operations to achieve a rationalisation and normalisation
reflecting the policing needs of 1.7m people’.

Stations Viability Review

Appendix ‘E” summarises the proposed list of stations targeted for viability review. A map is
attached illustrating the location of the proposed review stations.

During 2007, District Commands with Estate Services Business Unit engaged in a bottom-up
review of the building stock within each District. After consideration of planned community
policing strategies and the utilisation of historical police facilities, the review list contained
within Appendix ‘E’ was developed by the District Commands.

It should be noted that the majority of the review stations are minor rural limited opening/lock
and return stations incurring relatively limited revenue costs. However, full implementation
of a rationalisation programme based on the Appendix ‘E’ list would attain estimated capital
receipts of £20m-£22m over five year period, excluding decommissioning and demolition
costs (estimated at £800k), and anticipated revenue savings of £2m-£3m p.a (Rates, Utilities,
Reactive Maintenance, based on anticipated Rates and Utility tariff increases). Furthermore,
potential maintenance upgrade savings of £6m-£7m will be gained during the next five year
period.

Opportunity value will also be attained by the Service in relation to the release of police
resources which will be available for the delivery of local community policing plans. Any
revenue savings will be re-channelled into the refurbishment upgrade programme (the
Forward Maintenance Plan) as previously stated. However, as stated earlier in this document,
capital receipts will be returned to the NIO. Surplus receipts, over and above the established
annual disposals budget, may be available for utilisation by the PSNI subject to NIO approval.

A number of closure lists have been prepared by the PSNI. The first one was in 2001, which
contained 25 stations, of which six were closed.

The 2005 Estate Strategy identified a potential 61 stations for review of which 21 have been
approved for closure, listed in Appendix ‘E’.

Appendix ‘E’ of this document contains the current station review listing, totalling 51.
District Commanders consult fully with District Policing Partnerships in relation to their plans
for their principal facilities and, in particular, their proposals for alternative policing

methodologies in the event of a closure. To date, closures have had little negative impact on
the perception of the effectiveness of policing services. This is to be expected as the closures
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to date are focussed on rural limited opening or lock and return stations. The release of
resources associated with the closure of such facilities can only enhance the delivery of local
policing plans on the street.

Evidence to date in relation to previous closures has indicated a positive response to the
increased ‘police on the beat’ visibility and resources. There appears to have been no
negative aspects to the closure of stations during the past three years from a community
policing aspect. The introduction of mobile police stations in Castlereagh, Enniskillen,
Newry and Mourne Districts has been favourably received and the ability to locate these units
within different areas in towns/districts has produced a positive benefit to local communities.
Further mobile police stations are being purchased for Carrickmore and Strabane and
additional acquisitions will be considered, if appropriate.

Significant care and attention is taken by Estate Services Business Unit to ensure that no
nugatory expenditure, except essential Health & Safety works, takes place at stations which
are, or may be, subject to review. Consultation with District Commands takes place in
relation to all works within a District’s building stock before works commence to ensure that
a full operational or business justification is agreed prior to the commencement of the works.

Closure Process

In 2005, a new process was developed between the PSNI and the NIPB in relation to future
station closures in an attempt to generate momentum within the programme and to smooth the
path to NIPB endorsement of a proposed closure.

This process focuses on the preparation of a Closure Business template which is endorsed by
the Regional ACC prior to submission to the Northern Ireland Policing Board. The purpose
of this template is to identify and address key issues surrounding a potential closure such as
financial benefits, alternative policing methods, community consultations, etc and is designed
to satisfy Policing Board queries with respect to a closure.

This process has been established since 2005 and has worked effectively in relation to all
closure approvals since that date. It is intended by the PSNI to continue to use this process in
the future.

This Closure Template is contained within Appendix ‘E’.

Maintenance Issues

Estate Services Business Unit will continue to expedite urgent Health & Safety repair works
at stations targeted for closure, when appropriate. Stations that are targeted for review during
2008/09 and 2009/10 will not be subject to any repair/maintenance works unless specifically
justified ie Health & Safety grounds.

Discussions will take place with District Commanders, where necessary, to determine the
scope of any required works taking into account the operational life of the building prior to
potential closure and reflecting the urgency of any Health & Safety works.

In general, Patten 53 works will not be expedited at any site considered for review.
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External criticism has been levelled by the Oversight Commissioner at the PSNI in relation to
the extensive time period associated with projected reviews of stations. Similarly, the
National Audit Office made the same criticism in their 2006 Best Value Review of the PSNI
Estate.

Appendix ‘E’ of this document details a new Station Review listing with definitive time
periods associated with each station.

The Head of PSNI Estate Services Business Unit (Mr lan Moore) will be providing a six
monthly progress report to the Resources and Improvement Committee of the Northern
Ireland Policing Board during each financial year in relation to all stations on the Station
Review list (Appendix ‘E’). In addition, the progress of review of stations is monitored by
the PSNI Chief Officers at the Supplies, Estates and Transport Governance meeting which is
held twice annually.

Custody Structure and Armouries Structure

These two elements have been detailed at an earlier point within this document. In brief, the
Chief Officers in 2003 endorsed a rationalised Custody structure (Centres of Excellence
Strategy) consisting of twelve PACE Suites supported by four larger Suites. As a
consequence of the new District Command structure, PSNI Operational Support Department
will be carrying out a further review of custody structure in order to assess the locations and
size of custody suites required to support operational policing for the next 25 years.

As always, the progress of implementation of any works required to deliver a new custody
structure will be subject to funding. The outcome of SR2007 indicates that minimum capital
funding will be available during SR2007 period to implement any substantial upgrade works
required as a consequence of this review.

Since the commencement of the 2005 Estates Strategy, upgrade works have been completed
at Ardmore (Newry) and Bangor PACE facilities. The Antrim dual purpose facility was
completed in 2003. The current new build project at Omagh which will be completed in
January 2009 will contain a new PACE facility. Similarly, the current Musgrave Street new
build District Command HQ project, just commenced, will contain a centralised 50 cell PACE
facility which will allow for the closure of Antrim Road, Strandtown, Grosvenor Road.

A Working Group was established by ACC Operations to review the processes surrounding
the current management and storage of weapons, munitions and explosives within the PSNI
Estate reflecting the impending introduction of the MSER legislation, and the need to comply
with general Health & Safety requirements.

The development of a central armoury at Seapark, now completed and operational, has
allowed a drawback of weapons from overstocked armouries. PSNI Estate Services Business
Unit continue to liaise with District Commanders in relation to the need to retain armouries
and are seeking rationalisation of the numbers of armouries within the PSNI. As stated
previously, 40 armouries have now been declassified since 2005. The new District Command
structure will allow further opportunities for review of individual facilities.

The PSNI are currently developing a policy in relation to the proposed Management and

Storage of Explosives Regulations and these will define management processes in relation to
the Armouries structure.
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It is anticipated that the implementation of a reduced Custody and Armoury structure will
result in reductions in police management costs, Estate costs, reduction in custodial risks, and
a reduction in potential legal and Health & Safety issues.

Estate Services Business Unit have already reflected efficiency gains projected to arise from
rationalisation of Armouries within the SR2007 funding bids. In due course, efficiency gains
associated with the review of the custody structure will be assessed.

Proposed efficiency savings in general are discussed within Section 11 of this document.

Headquarter Sites

In the 2005 Estate Strategy, Estate Services Business Unit recognised that a Service with a
reducing operational policing establishment, combined with devolved empowerment, leading
to a transfer of responsibilities from traditional HQ functions to District Commands, should
result in a decreasing establishment within specific HQ sites. The 2005 Estate Strategy
recommended that a review of the fifteen Headquarter support sites should be conducted to
assess possible options for development and/or rationalisation of the current Headquarter
structure.

Indeed Patten Recommendation 97 refers to the need for a slimmer structure at Police
Headquarters reflecting the shift of focus towards District Command based policing and the
devolvement of responsibility to Local Commanders.

In 2006, Estate Services Business Unit examined fifteen HQ/Support sites — Brooklyn,
Lisnasharragh, Garnerville, Knocknagoney, Seapark, Ladas Drive, Steeple Barracks,

Lislea Drive, Gough, Maydown, Mahon Road, Stormont, River House, North Queen Street
and Lesley Buildings.

This Review considered the following elements:-

(@ Current utilisation and establishment numbers per function within each facility.

(b)  Short and medium term plans for each function in relation to establishment, business
model changes, synergies with other Branches and Departments.

(c) Developmental cost of each facility, where required, to support increases in
establishments.

(d) Rationalisation options based on development of a single site Greenfield/Brownfield
and/or development of existing facilities eg Brooklyn.

(e) Asset realisation values based on current market conditions.

The objectives of the review were as follows:-

(@ To develop a short/medium term Headquarter Estate which addresses future
establishment changes and creates a degree of flexibility in relation to future structural
changes in Headquarter Departments.

(b) To develop options for the provision of accommodation for short term Business Units
and to remove the temporary building estate which has developed during the past ten
years within the Headquarter sites.

(c) To assess developmental options which would promote co-location of specific
Departments on a single site enabling operational efficiencies to be gained as a
consequence of this co-location eg Crime Ops and Criminal Justice.
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6.17 It should be noted that this review was conducted without the benefit of a completed
Headquarter functional review. It was therefore based on the existing Departmental structure
simply taking into account their individual Business Plans eg growth in particular activity
areas leading to establishment changes.

6.18

It therefore was unable to fully explore options that could result from the structural
reorganisation of Headquarter Departments. During 2006, the period which the review
covered, there was no definitive plan for any reorganisation of Headquarter Departments.

The 2006 Headquarter Estate Review was endorsed by Chief Officers in May 2006. The
principal recommendations were as follows:-

(@)

(b)

(©)

To explore the development of the Garnerville site as a single site for Crime Ops and
Criminal Justice Branches. This would clearly release accommodation in eight other
Headquarter sites, including Brooklyn, allowing for other opportunities for functional
relocations to be considered and, if justified, developed.

However, the disposal of Garnerville is now required in order to provide capital funding
for the development of the new Public Services Training College and therefore this
option is not available for progression.

The development of Mahon Road as the District Command HQ for District ‘E” should
proceed and should incorporate upgraded/new accommodation for Headquarter
Departments which would allow potential closures of other facilities.

This recommendations is now being implemented. The development of Mahon Road
will span the SR2007 and SR2009 periods, subject to available funding. This will allow
the closure of Edward Street, Portadown and the Gough Barracks facility.
Commencement of relocation of specific functions from Gough Barracks to Mahon
Road will take place during 2008/09.

Development of Seapark allowing the potential closure of Lislea Drive.

PSNI Estate Services Business Unit have completed the development of the Bond Store
at Seapark which allows the relocation of the Motor Transport Branch from Lislea
Drive to Seapark site. This relocation will take place within the first quarter of 2008/09.

PSNI Operational Support Department are charged with reviewing the potential
relocation of Information Communications Support Branch (ICS) from Lislea Drive to
Seapark and this review will take place during 2008/09. In 2003, ICS completed a
detailed logistical and financial review of the cost of relocation and a number of
significant areas of concern were identified.

The objective of this new review is to determine the feasibility and cost benefits of ICS
relocating to Seapark allowing the complete disposal of the Lislea Drive facility based
on the current market value of the Lislea Drive site, up to date construction costs
associated with providing new facilities at Seapark and addressing the substantial IT
technical issues associated with relocation.
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(d) Assessment of the Development of the Brooklyn Site

The 2006 Headquarter Estate Review noted that there was potential for the development
of a number of core Headquarter sites specifically Brooklyn and Seapark. Seapark is
referred to above.

PSNI Estate Services Business Unit are currently in discussion with the Planning
Department in relation to scoping the maximum potential size of a development of the
Brooklyn facility. This would enable the resolution of accommodation pressures within
the Brooklyn site and other Headquarter sites and would result in the removal of the
sectional buildings at Brooklyn Headquarters. Of course, any possible development
would require substantial capital funding which will not be available during SR2007.

Establishment Issues

Since 2005, there has been sustained requests for additional accommodation within the
Headquarter Estate to accommodate new, or increasing, Business Units operating within the
Headquarter Departmental structure.

This has resulted in substantial pressures in individual facilities and the Headquarter Estate
has increased by 20,000m? since 2005. This has negated, to a degree, the reduction in the
operational Estate.

The current CORE Initiative with respect to the review of Headquarter Departments is taking
place and is due for completion during 2008/09. It is assumed that this review will define
functions to be deemed as Headquarter Business Units and propose potential restructuring of a
variety of Headquarter Departments. As a consequence, the Headquarter Estate may be
impacted by changing business models within these Headquarter Departments.

On completion of this review, and assuming endorsement by Chief Officers, a further update
review of the Headquarter Estate should be initiated to examine opportunities for
rationalisation and consolidation within the Headquarters Estate based on the outcomes and
recommendations of the Headquarter Review and in specific the impact assessment for
individual Headquarter Departments.

It is envisaged that this review will take place in 2009/10.

Crime Operations

The 2005 Estate Strategy recognised the restructuring of Crime Operations Department
undertaken in 2004/05. Crime Operations Department required substantial new
accommodation at a variety of sites including Ladas Drive, Maydown, Gough, North Queen
Street.

The decision to retain and develop the Mahon Road site provides a number of options for the
co-location of Crime Operation Units in addition to avoiding substantial Health &
Safety/Security related expenditure at existing facilities.

The 2006 Headquarter Estates Review recognised the importance of developing Estate
options which would result in the centralisation and co-location of Crime Operation Units
currently located over eight different sites. The development of the Garnerville option was
clearly a preferred solution but is not now available to the PSNI for exploration.
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This objective is still desirable. However, it is necessary to await the outcome of the CORE
Review prior to assessing further opportunities for consolidation of Crime Operations Units.

Strategic Plan — Other Principal HO Sites

The current Outline Business Case for the new Police College at Desertcreat, Cookstown
assumes the eventual disposal in 2012/13 of the Garnerville and Steeple sites.

A decision was taken in June 2004 by Crime Operations Department to utilise the Ladas
Drive site for MIT/HOLMES Teams and the necessary accommodation has been provided
within the Ladas Drive site.

The issue of the Lislea Drive and Seapark sites has been described above in 6.18. The
development of the Bond Store at Seapark is completed allowing for the relocation of Motor
Transport Branch from Lislea Drive to Seapark enabling substantial efficiency and
productivity gains to be attained. A review of the sustainability of relocating ICS from Lislea
Drive to Seapark is currently underway.

The Maydown facility is currently being developed to allow the relocation of C3 and C4 from
Ballykelly to Maydown, as a consequence of the MoD closure of Ballykelly. This relocation
will be completed by April 2008.

As stated earlier, the Chief Officers have endorsed the medium term closure of the Gough
Barracks with functions relocated to Mahon Road. This work is currently underway with the
relocation of the Photography Unit from Gough Barracks planned for 2008/09.

The Knocknagoney facility is a site which was targeted for closure within the 2006
Headquarter Estates Review subject to the development of the Garnerville site post
completion of the new Public Services Training College. However, this is not now possible
as Garnerville will be subject to disposal to provide capital funding for the College
development.

It is recognised that the Knocknagoney facility is high value and is at maximum capacity.
However, options for the disposal of Knocknagoney are currently extremely limited and
would require substantial development of another Headquarter site eg Brooklyn. However,
such an option would require significant capital expenditure which would be negated to a
degree by disposal receipts (costings contained within 2006 Headquarter Estate Review).

As stated earlier, the anticipated CORE Review will define the future structure of Headquarter
Departments including those located within the Knocknagoney facility.

On completion of this Review, a further assessment of the future and utilisation of the
Knocknagoney facility will be carried out as part of the update review of the Headquarter
Estate.

Phase 2 of the Headquarter and Regions Review is now progressing and
outcomes/implementation plan will be developed during 2009/10 under the auspices of the
CORE and Links Steering Group. The Estate’s implications of this Review will be assessed
during 2009/10.
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CORPORATE GOVERNANCE FRAMEWORK

Committees

The endorsement of the Annual Business Plan of Estate Services Business Unit is a matter for
the Procurement, Estates and Transport Committee (PET), chaired by the Deputy Chief
Constable and comprising of Regional ACCs and Departmental Chief Officers.

The PET Committee meets twice annually and considers significant issues in relation to the
delivery of Estate Plans, funding issues, additional in-year requests and progress in relation to
the National Audit Office Best Value Review of 2006. This Committee constitutes the
principal methodology by which Governance is applied to delivery of Estate Plans.

Estate Services Business Unit’s project Investment Appraisals are approved in accordance
with the NIO/PSNI delegations which require Deputy Chief Constable approval for capital
projects up to £1m and NIO approval for schemes over £1m.

Investment Appraisals are submitted to the Deputy Chief Constable for approval in
accordance with the project timetables and all Investment Appraisals submitted for approval
since the commencement of the 2005 Estate Strategy have been endorsed with no substantial
Issues.

The outcome of the SR2007 funding bid has been announced and the PSNI have considered
available funding for Estates related projects during the SR2007 period. In brief, capital and
revenue funding is substantially less than required for delivery of all planned projects.
Annual Business Plans for the three individual financial years will be carefully prioritised in
order to ensure that maximum utilisation of the available funding is attained. Priority will be
given to Health & Safety and operationally required schemes. In addition, emphasis will
continue to be targeted on Maintenance upgrade projects required to improve the overall
condition of the building stock and achieve the Accommodation Standards and Scales.

The PET Committee will be used, if necessary, to provide the necessary prioritisation and
decision making process in relation to urgent operational projects, particularly in-year
unplanned accommodation requests.

NIPB Resources and Improvement Committee

The Head of Estate Services Business Unit currently presents a review of the Estate Strategy,
and progress of key work programmes, to the Resources and Improvement Committee of the
Northern Ireland Policing Board twice yearly.

This provides an opportunity for the Head of Estate Services Business Unit to identify
significant issues, exceptions to progress, and progress in relation to the National Audit Office
Best VValue Review recommendations.

In addition, the current delegations between the NIO and NIPB require approval of the NIPB
for unplanned acquisitions, disposals and leases. Planned acquisitions, disposals, leases are
contained within the PSNI budget submission to the NIPB and are justified accordingly
within this document. This provides further Governance in relation to such issues. As stated
previously, closures of stations are required to be approved by the NIPB on the basis of a
submitted Business Case.
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The Director of Finance and Support Services chairs a monthly meeting with senior Finance
representatives and the Heads of Supplies, Estate and Transport at which funding issues are
considered and resolved in an appropriate manner.

Review Process

Clause 7.9 of the 2005 Estate Strategy identified that the 2005 Estate Strategy should be
subject to review every three years. This document constitutes an update review of the 2005
Estate Strategy and a further review will be carried out in 2011.

CHANGE PRESSURES

Review of Public Administration

The Review of the Public Administration within Northern Ireland is currently ongoing.
However, the PSNI have completed the restructuring of the previous 29 District Command
Unit structure and have now rationalised to 8 District Command Units.

PSNI Chief Officers considered the potential impact of proposed changes to Council areas,
under the Review of Public Administration, at the Estates Strategy Discussion Day on 11"
September 2008 and it was concluded that there would be no significant impact on the
structure and distribution of the Estate as a consequence of RPA. In addition, there would be
no significant impact on the Station Review Programme.

The new District Command structure has been implemented without any significant Estate
issues. A range of Minor Works have been implemented at a variety of stations. However,
the decreasing establishment, which has resulted in the release of accommodation in
individual buildings, have generally allowed for functional establishment moves to take place
without significant Estates issues.

However, it is recognised that there are some individual stations which are subject to
substantial accommodation pressures although it is considered likely that these can be
resolved by movement of Business Units, rather than building works.

As stated earlier in this document, a key Estates objective of the SR2007 period is to measure
the real under-utilisation of operational buildings and implement measures with District
Commanders to use available space thereby improving the effectiveness of the building stock,
releasing facilities or parts of facilities for disposal and reducing the overall costs of the
Estate.

Normalisation

Since the commencement of the 2005 Estate Strategy, Estate Services Business Unit have
engaged in a substantial number of Normalisation works at a variety of locations including
Crossmaglen, Newtownhamilton, Maydown, Mahon Road, etc.

These works are now all complete with the exception of minor works at Maydown.

It should be noted that Estate Services Business Unit utilised normal main grant budgets for

these works in addition to surplus receipts from disposals. No additional funding was sought
from the NIO for these Estate works.
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As a consequence of Normalisation, the PSNI will have to cease current requisition orders
which were historically undertaken by the PSNI and Secretary of State in order to deliver
operational policing strategies.

This process is underway and one land acquisition has been completed at Crossmaglen with
five completed at Newtownhamilton. Discussions with land owners are ongoing at these
locations in relation to further acquisitions.

Crime Operations Department

As stated earlier in this document, there is a continuing requirement to explore options for
consolidation of Crime Operations Business Units and this is considered a priority objective
during SR2007. Subject to the outcome of the CORE Headquarter Review, consideration will
be given to assessing accommodation solutions in relation to Crime Operations Department.

Funding Pressures

The SR2004 funding framework allowed the implementation of a wide range of projects
during the first three years of the 2005 Estate Strategy. The use of surplus capital receipts
enabled the acceleration and bringing forward of significant maintenance upgrade projects in
addition to funding Normalisation works. Whilst revenue funding was limited, capital was
generally available for all planned schemes. However, the District Command restructuring
resulted in a 12-15 month delay to specific new build projects at Ballymoney, Cookstown,
Downpatrick while the new District Commanders considered their building stock, operational
and establishment requirements resulting in the endorsement of Schedules of Requirements
for these new build projects.

The current SR2007 outcome, combined with the requirement to continue to attain efficiency
savings, will put significant pressure on the Estate Services Business Unit’s budgets — both
capital and revenue budgets. In addition, the ability to utilise surplus receipts from disposals
has been removed from the PSNI unless a specific Business Case is submitted to the NIO and
approved. However, we can no longer plan in advance on the basis of being able to utilise
this funding stream.

The general cost of maintaining a large Crown Estate within the UK continues to rise year-on-
year driven by new legislation eg the 2004 Control of Asbestos at Work regulations and the
upgraded 2007 Building Control regulations. Changes in the CDM legislation has imposed an
additional requirement in relation to Professional Services associated with Major Works and
New Build projects. Improvements in standards in relation to custody provision, the 2007
MSER legislation, and upgrade requirements relating to armouries and fuel installations
continue to require additional funding within a very tight funding framework.

The rationalisation of the Estate in general, and the reduction in specific facilities, will allow
all available revenue funding within Estate’s budgets to be channelled into the refurbishment
upgrade programme whilst satisfying the legislative pressures with regards to maintenance
and inspections.

PSNI Estate Services Business Unit will not be implementing any lock and return station
projects and limited opening requests will be subject to extensive scrutiny. The work
programmes available for implementation within the SR2007 funding framework (Appendix
‘E’) are detailed in this document (Appendices ‘A’. ‘B’, ‘C’,’D’).
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10.1

10.2

Headquarter Structure

As stated earlier, PSNI Estate Services Business Unit await the outcome of the CORE
Headquarter Review, which will establish a short/medium term structure for Headquarter
Departments.

It is then intended to update and revisit the 2006 Headquarters Estate Review to explore
opportunities for consolidation and to cease the current expansion of the Headquarter Estate.
The current demand for accommodation for Headquarter Business Units has resulted in
significant pressures in locations such as Sprucefield and Seapark for functions such as Crime
Review, CORE/Links, and Crime Operations. The objective is to develop a cohesive
Headquarter Estate focussing on functional synergies and improved business delivery by the
respective Headquarter functions.

FUNDING REQUIREMENTS

Appendix ‘F’ of this document details the budgets for 2008/09 and estimated budgets for
2009/10 and 2010/11 in relation to Major Works, Maintenance, Minor Works, Utilities, Rent
and Rates, Agency Fees, Energy projects. It also details the available budgets for 2008/09.

The Annual Integrated Planning process allows for a re-visit of the individual annual bids
reflecting new and reprioritised project pressures, which occur on an ongoing basis within
each financial year.

In addition, the in-year bidding process allows for application for additional funding for
unforeseen requirements eg security plan works.

The Director of Finance and Support Services chairs a monthly meeting with Finance
representatives and the Heads of Estates, Transport, Supplies at which funding issues are
discussed and resolved in an appropriate manner.

Funding reductions have been applied to Estates budgets for 2008/09 resulting in the
rephasing of a number of minor capital and revenue projects for example, development of
Knocknagoney Garages, Maydown Central Armoury, Phase 4 Newtownards refurbishment.
It is possible that the funding framework available for Estates projects in 2009/10, 2010/11,
may require a similar rephasing of projects.

RESOURCE STRUCTURE

As a result of the Best Value Review of Estate Services Business Unit, and the subsequent
contracting of works delivery, a re-engineering of the Business Unit was completed with a
52% reduction in the establishment numbers, (and associated cost) of the Business Unit. In
addition, a considerable change to the skill mix has taken place within the Unit, from a
generalised Civil Service based Unit to a specialised technical Unit, and will continue to take
place to meet the anticipated future requirements of the work programmes.

The current business model is a Project Sponsor model based on delivering projects/work
programmes equivalent to £41.6m p.a (2008/09), excluding acquisitions and disposals.
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Overall the Unit will be responsible for the management of budgets of £69.94m during
2008/09.

It is anticipated that the Headquarter and Regions Review will result in additional
accommodation works within Regions and Headquarters as a result of potential restructuring
of Headquarter Departments and changes to the management responsibility of specific
operational Units such as TSGs, Roads Policing, Operational Command Units, etc.

The National Audit Office Best Value Review of 2006 noted the benefits and efficiencies
which have been accrued from the contracting out of the work programmes and recommended
a number of measures to improve specific areas relating to project delivery.

Appendix ‘G’ illustrates the establishment structure of Estate Services Business Unit.

EFFICIENCY ISSUES

During the first three years of the 2005 Estate Strategy, PSNI Estate Services Business Unit
recorded a range of efficiency measures. In brief:-

(@) Disposal of stations - £16.275m capital and £770k revenue (annual recurring).

(b) Energy tariff renegotiations and Utility savings - £410k revenue (annual recurring).

(¢) Reduction in Armouries - £600k capital.

(d) Reprocurement of delivery contracts - £250k revenue (annual recurring).

(e) Renegotiation of Professional Fee contracts - £250k revenue (average annual recurring).
It is anticipated that these efficiency gains will continue to be achieved during the SR2007
period although progress in relation to the disposal of stations would dictate the capital and

revenue gains relating to the Closure programme.

It is recognised that the continuing security scenario within Northern Ireland continues to
impact on the ability to reduce maintenance expenditure as described below:-

(@) The security scenario in Northern Ireland does not yet allow a full soft approach to the
construction of new stations, thereby building up enhanced maintenance costs in the
medium/long term.

(b) The security scenario in Northern Ireland does not yet allow the full softening and
opening up of existing stations.

(c) The PSNI Estate is therefore different in its nature from other UK Police Services in
that a framework of security infrastructures and assets exist which require specific
maintenance programmes.

(d) Future funding bids must reflect the need to retain the integrity of the stations.
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The requirement to implement security works within the Estate, as a consequence of security
assessments of individual buildings, continues to utilise funding which would be available for
maintenance upgrade projects.

There are four key aspects within the management of the PSNI Estate in relation to the
gaining of efficiency savings within Estate budgets.

(@) The Estate Structure — location, number, type.

(b)  Utilisation of entire stations or parts thereof.

(c) Standard of stock — condition, accommodation standards, operational and morale issues.
(d) Value for Money and Best Value — procurement issues.

These four headings have been discussed at various points throughout this Strategy document.

This 2005 Estate Strategy identified 61 stations within Appendix ‘E’ for potential review.
Appendix ‘E’ of this document details an updated Station Review list arising from the District
Command Estate Plans. Full closure and disposal of the listed stations will result in
anticipated capital receipts of £20m-£22m (current VLA valuation) and revenue savings of
£3m-£4m p.a.

The PSNI is currently reviewing the custody structure within the Estate with a view to
seeking rationalisation of the current custody facilities. Full implementation of the current
Centres of Excellence Strategy will require a time period of 5-7 years, subject to funding and
would achieve a reduction in support revenue expenditure of £800k pa.

It is not possible at this point in time to assess the potential efficiencies to be gained in Estates
related costs and overall management costs relating to the current review. This aspect can be
considered on completion of the review and reported separately to the Northern lIreland
Policing Board.

Rationalisation of the Armoury structure continues to plan with 40 Armouries now de-
designated. This has negated the requirement to spend £600k capital on Armoury upgrades
required to ensure compliance with the MSER legislation. Continued rationalisation will be
sought by Estate Services Business Unit and it is anticipated that further efficiencies,
estimated at a total of £1m, will be recorded in due course in relation to this issue.

The SR2007 budgets reflect this projected efficiency gain of £1m.

As stated in clause 10.1, the Best Value Review of Estate Services Business Unit resulted in
the contracting out of works delivery attaining audited efficiency gains of £4.911m in 2000
and pro-rata in 2002. Subsequent efficiency gains have been recorded as part of the Gershon
Efficiency programme.

A fundamental aspect of this contracted out business model is a necessity to reprocure
principal Professional Services and Property Management contracts. These contracts are
based on open book principles and contain audited performance measures that have a direct
impact on fee payments and delivery costs.
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These contracts have been the subject to continuous audit. The National Audit Office Best
Value Review considered these contracts in depth as part of their 2006 Review. Several
internal audits of these contracts have been expedited by Deloittes in the past three years — the
latest being January 2007.

Reprocurement of the principal contracts will continue during SR2007 in accordance with
strategic and procurement requirements. It is anticipated that a range of recurring efficiency
gains would continue to be achieved during the next three financial years in relation to
Professional Fees, Reactive and Cyclical Maintenance and Operational Maintenance costs.

It is estimated that a further efficiency saving of £1.35m will be gained during the next three
year period as a consequence of reprocurement of contracted out services sub-divided into
£250k (Professional Fees), £250k (Minor Works costs), £100k (Utilities costs), and £750k
(Reactive, Cyclical and Operational Maintenance).

NATIONAL AUDIT OFFICE BEST VALUE REVIEW OF PSNI ESTATE

In 2006, the National Audit Office completed a Best Value Review of the PSNI Estate
focussing on strategic issues and management process issues within the context of the
contracted out business model.

The Audit spanned a 9 month period and involved a team of two auditors supported by a team
leader. Extensive site visits were conducted and discussions were held with a range of
stakeholders, internal and external. These included District Commanders, Chief Inspectors,
Chief Officers of the PSNI, other PSNI Support Services, representatives of the Northern
Ireland Policing Board and Northern Ireland Office.

The final Audit Report was accepted by the PSNI Chief Officers and made a number of
recommendations, which are currently being implemented by PSNI Estate Services Business
Unit.

The recommendations are summarised in a PSNI Action Plan which is the subject of progress
review at the aforementioned twice yearly PET Committee. In addition, progress against the
Action Plan is reported twice yearly to the Resources and Improvement Committee of the
Northern Ireland Policing Board.

The recommendations in brief are as follows:-

(@) Development of Project Management

This recommendations focuses on the use of design and build contracts, where appropriate,
reduction in design scope changes driven by end users and early consultation with key
stakeholders in advance of scope development.

PSNI Estate Services Business Unit are assessing design and build options in respect of all
major New Builds and design and build procurement will be utilised if justified on the basis
of Value for Money. The current Musgrave Street new build District Command HQ projects
and Bangor PACE Vehicle Dock project are being delivered on a design and build basis.

The issue of scope changes, particularly post tender, has been the subject of active discussion
at the PSNI PET Governance Committees and a rigid approach is now being adopted to such
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changes. The introduction of a formal variation delegation within the PSNI to Heads of
Branches with respect to contracts has assisted in improving the management of all variations
to contracted services.

(b) Rationalisation Programme

The Audit Report states that there should be a more defined shorter period of time associated
with station reviews leading to potential closures. The current project with respect to title
rectification should be progressed speedily leading to shorter disposal periods although it is
recognised that public sector transfers are driven by a process that is by its nature lengthy.

Appendix ‘E’ of this document reflects the current station review listing developed as a
consequence of the District Commanders Estate Reviews. Timetables are defined for each
station review.

The title rectification project will be completed by PSNI Estate Services Business Unit by
May 2008. This will improve the length of time associated with disposals in relation to sales
to the private sector. The benefit has already been recognised within disposals expedited
during 2007/08 where public auction was utilised to sell sites to the private sector.

However, it is recognised that disposals within the public sector must follow a transfer
procedure which by its very nature is time consuming and is driven to a large extent by the
purchaser of the site, rather than the vendor, particularly in the aspect of approval of the
purchasing funds. However, even in these cases, the title rectification project will benefit the
process.

(c) Monitoring Performance

The Report recommended an enhancement of the existing benchmarking and reporting
processes including improved measurement of space utilisation and enhancement of customer
satisfaction surveys.

PSNI Estate Services Business Unit has engaged in benchmarking with 43 other UK Police
Services and has reported on this benchmarking process to PSNI Chief Officers and the
Northern Ireland Policing Board on several occasions during the past three years. Appendix
‘H’ of this Strategy contains specific benchmarking information relating to this process.

The National Audit Office have recommended an enhancement of the current process
focussing on space utilisation and monitoring of customer satisfaction. The space utilisation
project was commenced by PSNI Estate Services Business Unit in 2005 and has now been
adjusted to take account of District Command restructuring. The first space utilisation report
was issued to PSNI Chief Officers as part of the PET Committee Review of November 2007
and further reports will be issued at each forthcoming PET Committee.

PSNI Estate Services Business Unit has engaged in quarterly customer satisfaction surveys
since 2001 and the results of these surveys are now contained within the Review to the PET
Committee with key issues identified and remedial actions noted.

(d) Taking Stock of Strateqy

The final recommendation suggested a review of the 2005 Estate Strategy reflecting the
impact of the District Command restructuring and implementation of the recommendations of
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the Headquarter Estates Review. Mini Estate Strategies should be prepared for key
Headquarter sites which are planned to be subject to extensive development. Clarity should
be sought in relation to the SR2007 available funding which would lead to prioritisation of the
New Build programme.

PSNI have received the outcome of the SR2007 funding bid and budgets have been allocated
to PSNI Estate Services Business Unit for 2008/09. Discussions are ongoing in relation to
2009/10 and 2010/11. Appendices ‘A’, ‘B’, ‘C’ and ‘D’ reflect the prioritised work
programmes to be delivered within the available budgets. In particular, the planned new
builds at Ballymoney, Cookstown, Downpatrick have been phased to compliment the
estimated available funding.

Mini Estate Strategies for Knocknagoney, Mahon Road and Seapark have been submitted to
the PSNI Chief Officers and endorsed. Further mini-Estate Strategies will be prepared for
specific Headquarter sites as required.

The recommendations of the Headquarter Estates Review have been detailed earlier in this
document and are being implemented in respect of the development of Mahon Road,
relocation of Motor Transport Branch from Lislea Drive to Seapark, assessment of the
relocation of ICS from Lislea Drive to Seapark, and exploration of the potential development
of other Headquarter sites eg Brooklyn.
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