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SUMMARY:     
 
           This report informs the PCCs about the work which has been undertaken so far to 

draft a Joint Estates Strategy and Implementation Plan. A draft has been worked up 
by the Joint Estates and Facilities Department, building upon the single-force Long-
term Estates Strategies which were previously agreed by Norfolk and Suffolk Police 
Authorities and which were part-way through implementation at the time of the 
abolition of the police authorities on 22 November 2012.  

 
           The draft was considered at the Joint Chief Officer Team meeting on 10 January 2013 

when a number of observations and decisions were made by Chief Officers in respect 
of the recommendations and proposals contained in it.  

 
           This report details these observations and seeks both PCCs’ endorsement of the 

decisions and the resulting follow-on actions, which accord with the subsequent 
discussion of the strategy at the joint PCCs and CCs meeting on 28 January 2013. 

 

 

 
RECOMMENDATION:     
 
It is recommended that the PCCs endorse in principle the draft Joint Estates Strategy and 
Implementation Plan on the basis that this is still work in progress, and endorse the 
observations, decisions and follow-on actions made by Chief Officers as detailed below. 
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1.  KEY ISSUES FOR CONSIDERATION:  
 

Norfolk and Suffolk Police Authorities were implementing separate estates strategies over a 
long period of time before the authorities’ abolition. 
 
When the joint Estates & Facilities Department was established last year, and in anticipation 
of the PCCs being elected, a key task was to draft a proposed joint Estates Strategy for the 
Joint Chief Officer Team and the PCCs to agree.  
 
An advantage of agreeing a single joint strategy is to enable efficiencies and savings to be 
achieved through sharing premises, facilities and practices, where appropriate, and through 
making best use of the single joint estates and facilities team and resources through joint 
policies, joint contracts and joint working generally. 
 
A proposed joint Estates Strategy and Implementation Plan has been drafted. This is still 
work in progress, but the drafting reached a point in January 2013 whereby a number of 
decisions needed to be made in order to determine the further direction to be taken. 
 
A copy of the draft strategy’s Executive Summary is attached to this report, and the full draft 
(36 pages) is available for the PCCs to see. 
 
Various recommendations and proposals for the way forward are included in the draft and 
these were considered by the Joint Chief Officer Team at their meeting on 10 January 2013. 
 
Chief Officers made the following observations and decisions in respect of the 
recommendations and proposals, and “next steps” for how these will be taken forward have 
been added: 
 

 The JCOT and the respective Police and Crime Commissioners are invited to 
endorse in principle the joint Estates Strategy and Implementation Plan as the way 
forward to deliver the Norfolk and Suffolk Constabularies’ modernisation programme. 

 
This was agreed in principle. Chief Officers felt that it might be desirable to commission an 
independent external review of the joint estate in order to identify opportunities for more 
economical use of space, for reduction of the size of the estate, and for cost reductions. 
 
Next step: an independent external review of the whole of the estate in Norfolk and 
Suffolk will be costly and will be dependent upon much input from both 
Constabularies, including resolution of the outstanding issues raised below. It is 
proposed that these issues be resolved first.  
  

 JCOT/PCCs are invited to consider whether the level of estate downsizing and cost 
reduction set out in this Strategy is appropriate or should be increased. 

 
Chief Officers agreed that a more radical approach should be taken to downsizing and cost 
reduction. 
 
Next step: pending the possible commissioning of an independent external review, 
ACO Birtles and ACO Clayton have tasked the joint Estates & Facilities Dept with 
producing some scenarios for further rationalisation of the estate with outline 
financial implications to inform/shape any subsequent brief for external consultants. 
Savings arising from any reduction in the number of buildings and sites will need to 
be considered alongside possible additional transport and travel requirements and 
the organisational and financial consequences thereof. 
  

  A policy needs to be determined for police-public interface and customer access.  
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Chief Officers agreed this and it was decided that both ACOs would further engage with 
relevant Chief Officers to take this forward.  
 
Next step: ACO Birtles and ACO Clayton have agreed with the DCCs that the Suffolk 
Supt post within joint Strategic Change Dept  will act as “senior user” for operational 
estates requirements in Suffolk and Norfolk, and when appointed the incumbent will 
be tasked with determining the police-public interface and customer access 
requirements in both counties. This will require some initial blue-sky-thinking 
sessions with appropriate parties and a project board structure within joint Strategic 
Change Dept. The incumbent may not be effective until 1 April 2013. 
 

 A policy needs to be determined for co-location of joint units. 
 
Chief Officers agreed this. 
 
Next step: as above, the ACOs have agreed with the DCCs that this Suffolk Supt post 
will also be tasked with determining the policy for co-location of joint operational 
units. The ACOs have also tasked the joint Estates & Facilities Dept with identifying 
possible outline solutions for co-location of joint support departments. Benefits from 
co-location will need to be considered alongside possible transport, travel and HR 
implications and wider organisational issues such as the pros and cons of operating 
support functions on a “lead department” or “shared services centre” basis rather 
than joint departments spread across 2 forces. 
  

  Current projects in progress will be continued to completion but unstarted projects 
may be placed on-hold depending on the decisions and policies above. 

 
Chief Officers agreed that all the current projects listed at para 17.1 of the Strategy should 
continue to be taken forward except that the project at Stalham should be reviewed to check 
whether Stalham could be policed from elsewhere, and that unstarted projects should be 
placed on hold as above. 
 
(The projects listed are: 
 
 NORFOLK 
 

 Caister On Sea – Development of new Police Station 

 Cromer - Sale of the old Cromer Police Station 

 North Walsham – Development of new Police Station 

 Sheringham – Sale of Old Police Station site 

 Stalham – Development of new Police Station and sale of old site 
 
SUFFOLK 
 

 Ipswich - Joint Property Plus Programme - Landmark House (Ipswich Police station 
replacement) and Police Headquarters overspill. A property rationalisation 
programme covering the “greater Ipswich” area 

 Ipswich Town Centre - Provision of a new SNT and public access point base to serve 
town centre 

 Disposal of properties and termination of leases linked to the above 

 Bury St Edmunds – alterations including re-use of custody area to accommodate all 
staff and release one leased and two freehold properties for sale 

 Newmarket Police station – Sale of old site and provision of a small SNT base 

 Eye - Lease of a new SNT base in Eye and sale of the existing station and two 
adjacent police houses 

 Ipswich Ransomes land - Disposal of surplus land at Ransomes Europark, Ipswich - 
originally acquired for the Ipswich PIC.  
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 Progressing the search for smaller SNT bases for Southwold, Aldeburgh, 
Saxmundham  

 
Next step: ACOs subsequently decided with joint Estates & Facilities Dept that 
progress of the project which has begun at Attleborough should be reviewed at the 
next Joint Estates & Facilities Programme Board meeting together with any others 
that are now at an advanced stage of planning/implementation. 
 

 Financial provision for taking forward the Implementation Plan will be included in the 
budget proposals for each year. 

 
Chief officers agreed this. 
 
Next step: on completion of the above actions the desirability of commissioning an 
independent external review of the joint estate will be considered further, together 
with the costs and benefits.  
 
 
2.  FINANCIAL IMPLICATIONS:  
 
The financial implications are detailed in the draft Strategy. 
 
 
3.  OTHER IMPLICATIONS AND RISKS:  
 
Implications and risks are detailed in the draft Strategy 
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DRAFT JOINT ESTATES STRATEGY  
 

EXECUTIVE SUMMARY 
 

1. This new Joint Estates Strategy & Implementation Plan aims to set out a clear vision 
and way forward for the development of the Norfolk and Suffolk Constabularies’ 
estate.  It continues and builds upon the single-force strategies embraced by the 
separate Police Authorities up to November 2012, and provides a high-level policy 
for endorsement by the 2 PCCs.   

 
2. The ‘Estates Strategy’ sets out the visions and principles under which the estate 

will be reviewed and delivered in the future. 
 
3. The ‘Implementation Plan’ sets out the actual plan of works and projects to deliver 

the vision embedded in the Estates Strategy. These works and projects have 
already been approved fully or in outline by the constabularies and police authorities 
and reflect work-in-progress where shown. Where work has not already 
commenced, ie in the later years of the plan, there is scope for review and 
amendment. 

 
4. The plan provides some detail in respect of each location where change is 

proposed. The plan is not set in stone however, but provides a general direction of 
travel, which may vary as more detailed option appraisals are completed and 
business cases developed.   

  
5. The 2 constabularies are currently responsible for 171 premises valued at a total of 

£58m plus PFI assets valued at £69m, and this strategy embraces a target to 
reduce estates and accommodation costs by approximately 6% (Norfolk) and 20% 
(Suffolk) by completion of the Implementation Plan, as detailed at Section 10. In 
most cases freehold re-provision has been assumed but this may not turn out to be 
the preferred solution after detailed option appraisals have been completed. If 
leasehold is selected the financial figures may change. If existing buildings are 
retained and shared instead of being disposed of, the figures may also change. 

 
6. The strategy and plan reflect in particular the actual and forecast police funding 

reductions in current and future years and the need to make savings and achieve 
best value-for-money by downsizing the estate wherever possible and practical and 
making best use of existing and future assets, in collaboration between the 2 
constabularies and with other partners where opportunities arise.  

 
7. There are significant caveats to highlight in relation to the plan. Delivery time-scales 

are subject to several factors and risks, which could see drift in terms of time and 
variation in terms of cost including: 

 
o Determination of whether the level of estate downsizing and cost 

reduction set out in the strategy is appropriate or should be increased. 
o Determination of policies for police-public interface/customer access, and 

for co-location of joint units 
o Identification of solutions in conjunction with partner agencies 
o Other changing accommodation requirements of the constabularies 
o Political issues 
o Financial drivers 
o Availability of professional resources 
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ORIGINATOR CHECKLIST (MUST BE COMPLETED) PLEASE STATE 

‘YES’ OR ‘NO’ 

 
Has legal advice been sought on this submission? 

NO 

 
Has financial advice been sought on this submission? 

YES 

 
Have equality, diversity and human rights implications been 
considered including equality analysis, as appropriate? 

YES 

 
Have human resource implications been considered? 

YES 

 
Is the recommendation consistent with the objectives in the Police 
and Crime Plans? 

YES 

 
Has consultation been undertaken with people or agencies likely to 
be affected by the recommendation? 

YES 

 
Has communications advice been sought on areas of likely media 
interest and how they might be managed? 

NO 

 
In relation to the above, have all relevant issues been highlighted in 
the ‘other implications and risks’ section of the submission? 

YES 

 
 
 
 

 


