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As your Police & Crime Commissioner, I am responsible for 
providing Sussex Police with a ‘fit for purpose’ estate that 
meets the operational needs of policing, whilst ensuring overall 
financial viability. 

The Sussex Police estate is far more than just buildings from which police 
officers and staff operate. Every piece of the estate represents one of our 
most crucial links to communities so it is important the buildings are 
accessible, well maintained and suitably located. 

Modern policing shapes our estates. With increased use of technology and 
the biggest rise in police officer numbers in the last decade, it’s vital that 
officers and staff have the right tools and the right spaces in which to 
effectively and efficiently deliver the best possible policing service to 
residents and visitors of our county. 

We have invested over £60 million into our built estate over the last 10 
years but, the size, age and condition of our current estate means the 
future is increasingly unaffordable. We, therefore, must look to transform it 
and it is essential for us to direct our financial resources towards fit-for-
purpose and innovative facilities that meet the needs of the 21st century. 

My estate strategy outlines our joint plans to ensure that we have the right 
estate, in the right locations, meeting the policing needs of today and 
tomorrow whilst also ensuring that taxpayer’s money is spent wisely. 

 
Katy Bourne OBE 
Sussex Police & Crime Commissioner 

 

Sussex Police Estate Transformation Strategy 2025-2036 2

Foreword
FROM THE POLICE & CRIME 
COMMISSIONER, KATY BOURNE OBE

Sussex
Police & Crime
Commissioner



The Chief Constable is responsible for operational policing 
across Sussex, deploying over 6000 officers, staff and 
volunteers in delivering our public service. 

Policing methods, technology, and advances in investigative and scientific 
techniques have changed at pace over the last 50 years – but our estate 
was mostly located and constructed circa 50 years ago, for a very different 
policing model. 

Both officers and staff are agile, meaning our focus remains on being ever-
present in, and supporting, the communities we serve. 

It is critical that our bases are the right type and size, in the right locations, 
and meet our current needs, with future flexibility designed for tomorrow. 
We simply cannot afford an oversized and high-cost estate. 

This estate transformation strategy will enhance force capability and 
efficiency, providing improved value. 

Critically, it will endeavour to provide the optimum estate for us to deliver 
an outstanding service to our communities. 

 
Jo Shiner 
Sussex Police Chief Constable 
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Foreword
FROM THE CHIEF CONSTABLE, 
JO SHINER
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Our current estate
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The Sussex Police area serves c1.7m people 
and covers over 1,462 miles. It is 8th by 
population and 10th by size in England. 

Our policing need varies from national and regional 
demands; to serving the second largest airport in the 
UK at Gatwick to the over 137 miles of coastline 
including tourist hot spots, harbours and major ports; 
the densely populated City of Brighton & Hove; large 
urban towns; 628 square miles of Areas of 
Outstanding Natural Beauty (AONB) through the 
South Downs National Park and the many rural 
communities in between. 

Given the size of Sussex and its diverse policing need, 
it is no surprise our estate is large and dispersed. This 
includes 88 main sites (of which 64% are freehold and 
the remainder leasehold), with some very large bases 
to small rural locations, altogether totalling around 
98,500sqm. We also have four major Public Finance 
Initiative (PFI) contracted custody suites, and two non 
PFI suites, serving our three divisions. Some of our 
locations are already innovative shared hubs with other 
blue light or public facing services partners. Some also 
serve both Surrey Police & Sussex Police jointly, as part 
of our wider collaborative working arrangement.

Around 56% of our estate was originally constructed 
before 1975, with a further 27% constructed between 
1976 and 2000. A large proportion of our buildings 
were designed, built, and located for a different style 
and approach to policing, and have fast become 
outdated. A number are now located in the wrong 
place due to changes in crime, how towns and cities 
have grown or changes in modern policing. 

Estates & Facilities teams work tirelessly in the 
background every day to ensure officers and staff can 
operate and serve the public across Sussex, but this is 
becoming increasingly challenging, financially unviable, 
with increasing health and safety challenges. 

Whilst we have invested over £60million in our 
estate over the last 10 years to meet modern policing 
requirements – a real challenge remains. The size, 
age, condition, environmental efficiency, and 
increasing major capital liabilities all forecast our 
estate to become financially unaffordable. Our estate 
is financially unsustainable in our wider economic 
landscape. The operating cost of our estate is 
becoming overly restrictive in the face of our 
financial priorities.

Overview & comparisons
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Analysing our 
estate
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41% of the Sussex estate was 
constructed between 1946 & 1975, 
compared to 28% on average 
nationally

The Sussex estate has over £250million 
in capital liabilities over the next 10 
years

The Sussex estate has above average 
operating costs (18th from 28th in 
operating cost per SQM)

ANALYSING OUR ESTATE TO THE 
NATIONAL POLICE ESTATES GROUP DATA 
PROVIDES INTERESTING COMPARISONS:



The estate enables the Chief Constable to 
protect our communities, catch criminals 
and deliver an outstanding service. 

The challenges we face with the current 
estate are many, but we have concluded 
it is just unaffordable and we must 
therefore act now. A ‘step change’ is 
required to reset our estate to be 
affordable in both annual operating 
costs and future capital liabilities. 

From our analysis, the following summarises 
the key challenges in our built estate: 

• Overall, for the size of Sussex Police force, 
we have too much space (c16-18sqm/person) – 
around 25% surplus 

• Given the current size, age, and condition, the 
future size of capital liabilities are unviable in 
our financial landscape (c£250m/10years) 

• Because of the size, age, condition and scale of 
capital liabilities and environmental challenges, 
the increasing annual operational cost and the 
imperative to improve the current estate to 
NET ZERO carbon is unaffordable 

• Some buildings/land in their current locations 
are no longer needed in full or part (due to 
changes in the types or patterns, nature 
and/or scale or location of crime) or some now 
are just in highly congressed traffic zones, 
impacting our response capability 

• Some of our estate is leased with 
high/increasing costs and exit liabilities 

• Falling short of being fit for operational 
purpose and equality standards in many 
locations 

• Our data shows some sites with public access 
have low use by the communities we serve 

• Efficient use of our spaces varies, mainly 
because we just have too much space in 
many locations 

• Some locations present as ‘tired and dated’ – 
often making staff feel undervalued and 
without the facilities they need 

• Many older buildings are inflexible and are high 
cost to convert to modern open plan work 
zones due to age and forms of construction 

Our analysis is clear - we need to take action 
now. We need a ‘step change’ transformation in 
size and efficiency to reset the financial costs and 
invest to meet our policing needs. 

This strategy is a ‘call to action’ and is not 
optional. The transformation of our estate must 
be a high priority to ensure we are financially 
sustainable, as we simply cannot afford the 
current status quo. 
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The challenges ahead



To achieve a transformation 
in our estate, we need to 
generate sources of major 
income for reinvestment in 
the estate we retain. 

Through a process of analysis 
against key criteria, we need to 
make some critical decisions about 
our buildings and land. Outcomes 
are likely to be: 

• Identify the estate to be retained 
and define a scope and 
programme for reinvestment to 
address the challenges set out 

• Continue to explore opportunities 
(where appropriate) for shared 
bases and public accessible hubs 
with other blue light/public 
service partners

• Trial and explore new modern 
innovative solutions to 
neighbourhood policing that puts 
officers closer to communities 
and crime hot spots through a 
flexible visual presence – without 
high-cost fixed buildings 

• Dispose of truly surplus 
assets/buildings. This will be 
unpopular in some locations – as 
we recognise the emotional and 
historic links to some buildings 
within our communities but must 
balance this with being able to 
invest in our estate for a 
sustainable future 

• Explore the acquisition or 
construction of new property in 
the right locations where 
appropriate, considering the 
viability when comparing to 
retained sites 
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Key decisions



The previous estate strategy created 
good foundations on which this strategy 
will build. 

Major reinvestment across the Lewes HQ, 
Brighton, Hastings, Eastbourne, Crawley and 
Worthing bases have been really impactful with 
a focus on ‘future working’ for a more agile and 
collaborative way of operating. 

If a ‘step change’ in our physical estate is 
required, then a ‘step change’ investment in 
good asset management is also required to 
operate, manage, monitor, report and ensure 
efficient operation. 

To this end, by 2028, investment in the 
following will have been completed, 
embedded and in operation: 

• Computer Aided Facilities Management 
System (CAFM) (BIMM L2 Compliant): A single 
system for managing all property operations 
(capital and revenue) driven from an asset 
tagged estate 

• A service desk system that is built out of or 
interlinked with the CAFM system (asset 
driven)

• Planned Preventative Maintenance (PPM) 
system that works driven through a CAFM 
system using the industry standard 
specification of SFG20 for internal staff and 
3rd party providers 

• Statutory compliance reporting from the single 
CAFM system 

• Capital lifecycle data and reinvestment 
programme driven through an asset based 
CAFM system data set 

• A space management and utilisation system 
allowing users to book and use spaces in an 
agile way in any site, building or zone linked 
into the CAFM assets 

• A single Building Management System (BMS) 
and sub control sets to manage, monitor and 
control efficient building operation for heating, 
ventilation and air conditioning, together with 
utilities consumption and monitoring 

• Maintain a design standard and technical 
specification design, allowing products, 
systems and controls of a similar nature to be 
specified so consistency and interconnectivity 
can be achieved 

• Sufficient people and financial resources to 
manage a large and complex estate 

• Adequate financial resources to maintain a 
transformed estate including annual rolling 
programmes for: 

• Cyclical redecorations/finishes on a 6 year 
primary cycle 

• Fixed and loose furniture renewal programme 
on a 12 year primary cycle 

• Capital planned programme (component 
lifecycle) that meets the lifecycle needs 

• Capital reinvestment (refurbishment) 
programme that meets the force lifecycle 
needs of not less than every 30 years 

Without such an approach, data will be 
unreliable, inaccurate and inconsistent, and the 
environmental performance will be unclear. In 
addition, the estate function will require much 
higher levels of people resource to manage it. 
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Investing in good 
asset management



Sussex Police Estate Transformation Strategy 2025-2036 10

Transformation 
of the estate



A fit for purpose estate for operational 
policing. 

We are already partly advanced on this journey 
from the capital investment over the last 10 
years but much more needs to be done. 

Firstly, through engaging with operational police 
leaders we can take the opportunity to 
‘masterplan’ the best locations in the long-term 
for the many units and functions in our operations 
and estate. Currently, our many functions are in 
locations as a matter of history, not design - and 
many are not in the optimal locations. 

Secondly, we need to ensure that whenever we 
complete major works or change, we take the 
opportunity to ensure our spaces and facilities 
are ‘fit for purpose’. Everyone performs well in 
modern flexible environments for efficient 
working that supports their wellbeing, enhances 
morale and supports retention. 

Thirdly, when undertaking major works or 
change, we need to ensure our buildings are 
watertight, efficient, safe and secure, whilst 
meeting equality standards – addressing backlog 
capital liabilities, mandatory standards and risk. 

Fourthly, it is opportunistic when completing 
major works to design in environmental 
sustainability solutions to reduce our energy 
consumption (running costs) and support the 
NET ZERO journey to 2050. 

The right locations 
We currently have an estate in locations of a size 
and form from an historic model of policing. 
Many locations have large buildings, which are 
no longer required given the changes in crime 
and technologies now in use. Conversely, in 
some areas we just do not have enough space 
for our current and future needs. Some of our 
historic places with the growth of towns are now 
in the wrong locations or in difficult congested 
locations impacting our speed of response. In 
short, we need to rationalise what we need and 
where, against our operational needs and where 
our functions are best placed. 

Generating an income to fund our 
programme 
The transformation of our retained estate will be 
high cost in a challenging financial landscape. 
Currently, little grant is available to support our 
mission, therefore, we need to plan and generate 
funds to support it before turning to borrowing 
options. 

Our estate is far larger than our current and 
foreseen needs and operational requirements. 
Therefore, we will generate income from a 
programme of land and building disposals of 
truly surplus assets. 100% of these capital 
receipts will be used to fund our ambitious 
programme, supplemented by a level of public 
funding loans. 
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The focus



Value for money - Lower Operating Costs & Reduced Capital Liabilities 

As our estate transforms, the current operating cost per annum and high 
capital liabilities will start to reduce through: 

• Existing retained buildings becoming more efficient to operate through 
reinvestment. Major refurbishment will achieve a ‘Very Good’ Building 
Research Establishment Environmental Assessment Method (BREEAM) 
Refurbishment/Fit out standard to benchmark efficiency 

• New buildings will be highly efficient to operate. New buildings will be 
constructed to BREEAM ‘Excellent’ standards to benchmark efficiency 

• Addressing our capital maintenance backlog and taking the opportunity 
to replace fossil fuels where possible with modern efficient technologies 
and enhance thermal performance 

• Ensure collaboration to explore sharing facilities and operating costs with 
other blue light and public service partners 

• Ensure innovative mobile solutions are considered in place of physical 
fixed buildings at reduced cost 

• Releasing money ‘locked’ in our surplus built assets for reinvestment in 
our retained estate - reducing the size of our estate will also reduce our 
costs/liabilities 

• Have less leased estate to reduce lease costs and limit lease exit liabilities 

• Having good and adequate systems and resources in place to be able to 
effectively manage and monitor our estate will reduce our costs 
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OPTIMISE THE 

RETAINED ESTATE 
• Efficient and effective 

• In good overall condition, 
presenting well 

• Supporting our people 
work in modern 
collaborative ways 

• Positively contributing to 
NET ZERO by 2050

ESTATE TRANSFORMATION STRATEGY - ON A PAGE

 
ENHANCE TO 

MEET TODAY & 
TOMORROW’S NEEDS 

• Meets current operational 
needs 

• Flexible for future change 

• Supports digital and 
agile working 

• Enhances staff wellbeing 
and retention

 
RATIONALISE TO 
SPEND LESS ON 

BUILDINGS 

• A smaller estate to match 
our size and needs 

• Affordable to operate and 
maintain in the long term 

• Resetting to the ‘hub and 
spoke’ model

 
COLLABORATIVE & 

INNOVATIVE 
SOLUTIONS 

• Flexible modern solutions 
beyond fixed buildings 

• Explores co-location where 
appropriate with other blue 
light and public facing 
services

Vision & mission

Sussex
Police & Crime
Commissioner
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Delivering 
the strategy



A set of key data understandings and design principles will be 
applied to deliver the best value outcomes for operational 
policing and to shape a ‘fit for purpose’ transformed estate. 

This strategy is governed through the PCC Estates Board. Progress will be 
monitored at an operational level by Chief Officers of the Force. 

It is imperative that plans, proposals and decisions set forward are subjected 
to rigorous review and consideration to ensure they align with Force 
operational needs. This will be assured through pre-approvals to gateways 
by the Senior Responsible Officer, being the Deputy Chief Constable (DCC). 

We will follow the Royal Institute of British Architects stages and journey 
through the following approval gateways for project governance: 
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Governance, finance & 
stakeholders

0

Definition

1

Preparation 

2

Concept  

3

Spatial 
Coordination

4

Technical  

5

and Construction

6

 
Handover 

7

 
Use

RIBA
Plan of Work 

Police & Crime
Commissioner
Estates Board

2020

PCC
Gateway
Approval

1

PCC
Gateway
Approval

2

PCC
Gateway
Approval

4

Outline 
business
case

Full 
business
case

Developed
outline 
business
case



Finance 

The projects within the programme are capital 
by their nature and will be subject to the normal 
Force processes, procedures, monitoring, review 
and audit. Once the programme is formed, a 
programme level plan and cash flow forecast 
can be established and regularly reviewed. 

All capital receipts received from 2024/2025 
onwards will be reinvested in the retained estate 
and those returns will be optimised prior to sale. 

As the programme advances, savings in the 
running costs of our estate will be realised from 
less estate, and more efficient buildings. 

Borrowing to meet the capital needs will be 
undertaken at preferential rates available, based 
on return on investment modelling. 

 

Non cashable efficiencies will be realised from: 

• Capital liabilities being avoided from disposals 

• Reduced utilities costs with less estate, and 
that retained being more efficient 

• Lease costs being removed or reduced 

• Lease end dilapidation liabilities being reduced 
from early lease exits and reduced size of 
leased estate 

Stakeholder Engagement 

A range of stakeholders will be involved from 
those critical to shaping success to those with 
just an interest. 

Key stakeholders will be engaged to input, 
shape and be an integral part of key stages of 
shaping projects, design and function 
throughout in the programme. 

Partner organisations will be engaged where it 
is/may be appropriate to explore shared 
opportunities and common objectives. 

Interested parties will be advised and kept 
informed of key decisions as projects progress. 

The general public will be consulted and advised 
on key decisions impacting public access. 
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Measuring success 
The key performance indicators



TO MEASURE BOTH THE IMPACT AND PERFORMANCE OF THE TRANSFORMATION, 
A RANGE OF BOTH METRICS AND PERFORMANCE INDICATORS ARE PROPOSED INCLUDING:
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ECONOMIC: 
FINANCIAL & 

ENVIRONMENTAL 
SUSTAINABILITY 

£1.25m of revenue savings 

20% reduction in capital 
liabilities 

Reduction in carbon 
emissions

 
 
 

EFFICIENCY 

Where delivering change: 
On average staff will have 
no more than 4.6sqm desk 
space & 10sqm overall for 
offices and 8sqm over for 

staff, with no less than 66% 
desk use (normal working hours)

 
 

VISIBILITY & 
ENGAGEMENT 

Those impacted by the 
change will be engaged and 
their satisfaction measured, 

evidencing improvement

 
 
 

EFFECTIVENESS 

The estate meets the 
operational needs of 

policing, delivering on the 
PCC Police & Crime Plan and 

Force Priorities to Protect 
our Communities, Catch 
Criminals and Deliver an 

outstanding service

Measuring success
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This is a long-term strategy in 
operational policing terms, and 
predicting the future trends in 
policing and crime can be very 
difficult over longer periods. 
Therefore, this strategy will be 
reviewed twice during its life to 
ensure operational alignment. 

We have made assumptions about the future 
and these assumptions may not prove to be 
wholly correct. Significant change may be 
implemented by new and successive 
Governments, world or UK events or simply 
the advent of new technologies, such as AI.  

Our assumptions at this time are: 

• Local government reform is just 
commencing and the impact is unknown 

• The communities we serve are growing and 
whilst forward housing strategies have been 
considered they are subject to change, 
market conditions and planning policy 

• Limited public funding currently exists for the 
journey to NET ZERO by 2050 for the public 
estate and therefore our ability to align our 
estates will be limited by our affordability 

• The type, nature and location of crime 
changes over time, especially considering the 
technological advances and digitisation. 
Therefore we may need to change, increase or 
decrease our estate in locations as a response 

• Digital advancements in both policing 
delivery and for the public to contact us are 
likely to make our service even more agile, 
flexible and mobile 

• Our specialist capabilities will change as 
crime types, patterns and locations do, 
together with technological advancements. 
Events on a global scale and access to 
information and technologies such as AI will 
change our capabilities over time as we 
respond to changing needs and dynamics 

• Transit technology is at a pivotal stage of 
development with the known future waiting 
for the science to affirm the long term 
solution to fuel and energy. Our 
infrastructure is likely to be required to 
respond to these changing needs and is 
directly reliant upon the national 
infrastructure network capacity

Assumptions



The right estate, in the right 
locations - enabling our people 
to serve our communities

Sussex
Police & Crime
Commissioner


