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Niagara Regional Police Headquarters
A Long Journey

This session will tell the story of how one of the most important recent police 
projects in Canada overcame many challenges and roadblocks – from service 
delivery and community issues, through political and funding challenges, 
location questions, budget constraints, design and construction. 

This story will illustrate that design is only a small part of the challenges a 
project often faces, and will provide lessons learned for any agency 
contemplating a similar facility renewal program.

Course Description
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Learning Objectives

1. Navigating the political landscape and balancing multiple and diverse 
stakeholder interests

2. The benefits and value of preparing defensible and evidence-based 
arguments for facility renewal programs

3. The benefits of collaborative efforts amongst facility funding entities, 
owners, users and consultant teams

4. Balancing limited construction budgets against space and facility priorities
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Presenters

Richard Frayne, Superintendent
Niagara Regional Police Service, Ontario
Police Headquarters Project Liaison Officer
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0.1-The Project Story

Four distinct project assignments 2006-2016:
1. Needs Assessment & Accommodation Plan (RPL)

2. Due Diligence/Peer Review (MWL)

3. Masterplan (MWL/RPL)

4. Design & Construction (RPL/MWL)

2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016

Needs Assessment & 
Accommodation Plan

Due Diligence 
Report

Masterplan
Report

Design & Construction
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1. Planning the Journey – Needs assessment & accommodation plan

2. Challenges – Due diligence, peer review, stakeholder dispute

3. The End in Sight – Project master plan

4. Moving Forward Again – Project approval & design

5. Reaching the Destination – Construction

What did it take to become a reality?
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We Need to do Something – But What?
• Policing services in Niagara Region

• Recognizing a need for new facilities

• Service delivery, organization and planning options

• Benefits of centralization

• Balancing operational efficiencies and community expectations

1-Starting Out
Needs Assessment & Service Delivery (2006-2008)

GRAPHIC: PROJECT PHASES – 2006-2008
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1.1-Police Service Delivery

The Regional Municipality of Niagara
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1.2-Police Service Delivery

Background & History
• Regional Policing in Niagara 

and its communities

• History and legacy*

• Implications of current 
facility arrangement

• Regional precedents*

• Board and Regional 
government roles & 
responsibilities

GRAPHIC: REGIONAL MAP WITH 
CITIES/TOWNS
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1.3-Needs Assessment & Functional Programming

Building a Facility Model – Quantification 
• Population growth & demographics – 7-10% increase over 15 yrs 

• Police service demand

• Police-to-population ratios

• Future police resource projections - 16% increase

• Space & facility needs – 335,000 sq.ft to 2021 (15 yrs)

• Accommodating growth & change
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1.4-Facility Distribution Models

Police Delivery Across the Region
• Efficiencies through centralization

• Community needs & expectations

• Police presence & deployment

• Optimization – what’s best for 
Niagara Region?

• The HQ/District model

• Options
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1.5-Benefits of Centralization

Efficiencies & 
Improvements
• Cost savings & 

efficiencies

• Improved 
communication & 
cooperation

• Better use of resources 
(people, space, 
equipment, vehicles)

• Ability to adopt new 
practices & policies 
(central booking, 
property & evidence)
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1.6-Cost Benefit Analysis

Recommendations
1. Model B represents best value for 

money while meeting expectations of 
different communities

2. Achievable operational savings through 
efficiencies

3. Improvement in communications, span 
of control & quality
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1.7-Site Selection

A Suitable Headquarters 
Location
• Police Services Act 

requirements

• Regional access & 
operational (convenience)

• Locating suitable sites

• Site selection criteria & 
evaluation

• Recommendations
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1.8-Site Selection
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1.8-Site Selection
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1.9-A Path Forward?

We have a Plan….
• Decision made on model to be adopted – Model B2 (four corners, became 

five corners)

• Space and facility requirements determined – 335,000 sq.ft (incl. new District 
stations)

• Request for funding – Construction budget $80M in 2006 (equiv. $89M in 
2009, $100M in 2014)
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2-Challenges
Peer Review, Due Diligence, Disputes (2008-2009)

Due Diligence Report (August 2009)
• Peer review by subject matter experts:

• Review assumptions
• Assess strategic alignment with Region’s guiding principles

• Prevailing questions

• Core assumptions

• Alternative approach

• Recommendations
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2.1-Methodology & Measuring Success

Methodology
• Understanding the priorities of the NRPS & Region
• Core assumptions & evidence-based analysis
• Alignment with guiding principles
• Critical success factors

Measuring Success
• Affordable within taxpayer limits
• Improve quality and support mandated police services
• Increase organizational efficiency & productivity
• Create a logical implementation plan
• Integrated, collaborative & transparent process
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2.2-Prevailing Questions

Roles & Responsibilities
• Niagara Regional Police Service & Board?

• Business plan for service delivery
• Provide a clear and compelling case for new facilities

• Regional Municipality of Niagara?
• Funding for police operations
• Funding for facilities

• Standard of performance for the delivery of police services?
• Police Services Act & Adequacy Standards*
• Commission on Accreditation for Law Enforcement Agencies (CALEA)
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2.3-Key Findings & Core Assumptions

Key Findings:
• Impact of 2001 amendments to the Police Services Act
• Performance Standards
• Shared responsibilities for facility compliance

Core Assumptions:
1. Centralization is appropriate (model evaluation process)
2. Staff growth & accommodation needs, address shortfalls
3. Use of existing building stock (where suitable)*
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2.4-Alternative Approach

A Phased 
Accommodation Plan
• Prioritize renewal

• Critical facilities first

• Align scope with agreed 
budget
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2.5-Aligning Priorities & Recommendations

Aligning Priorities & Guiding Principles:
• Accommodate mission-critical operations
• Meet needs of line staff
• Realize full value of existing buildings
• Optimize value and costs*
• Consider alternate approach

Recommendations:
• Validate/update space needs assessment (based on staff growth)
• Develop a Master Plan – establish scope, costs, location
• Develop an Implementation Plan – schedule, phasing
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2.6-NRPS/Region Dispute & Settlement

The Minutes of Settlement (September 2009)
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2.7-NRPS/Region Dispute & Settlement

The Minutes of Settlement (September 2009)
• NRPS/Region Dispute & OCCOPS

• Avoiding 3rd-party arbitration – a compromise

• Included:

• Centralized headquarters

• New District stations in Niagara Falls & St Catharines

• Excluded:

• Previously-approved District stations in Grimsby & Fort Erie

• Fleet

• Training
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2.8-NRPS/Region Dispute & Settlement

The Minutes of Settlement:
• Established budget ceiling (no escalation) - $83,076,100
• Jointly staffed Project Steering Committee
• Established project scope, phasing & timelines*
• Look for partnership opportunities (CBSA, IO)
• Required a Master Plan

Implications:
• Limited & insufficient funding, no escalation allowance (recommended 

budget = $80M in 2006, $100M in 2014)
• Only partly addressed needs, some functions dropped
• Restricted ability to accommodate growth
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3-Let’s Get it Right
A Project Masterplan (2010)

• Why a Master Plan?

• Aligning Stakeholder Interests

• Approach

• Prevailing Questions

• Measuring Success

• Process

GRAPHIC: PROJECT PHASES – 2010

• Scope

• Site Selection

• Budget

• Partnership Opportunities

• Project Delivery Options

• Phasing, Schedule & 
Timelines
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3.0-Navigation & Planning

Planning the Journey:
• Where are we now?
• Where do we need or want to be?
• What lies between here and there? 

What roadblocks do we need to 
overcome? Can we see the 
roadblocks?

• What other risks are there?

• What’s our strategy to get over (or 
around) the roadblocks?

• What tools do we need?
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3.1-Why a Master Plan?

A Comprehensive Look at Facilities:
• Facilitate/support effective police operations
• Accommodate current & future staff & functions efficiently*
• Evaluate feasibility of using existing buildings
• Work within public policy framework
• Confirm a suitable location
• Address community concerns
• Establish an appropriate budget
• Work within Minutes
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3.2-Aligning Stakeholder Interests

Bring Unity to Diverse Perspectives & Interests:
• Police operations & PSA ‘Adequacy Standards’
• Public policy framework
• Meet needs & expectations of the communities
• Regional facility management
• Public stewardship
• Civic expression
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Niagara Regional Police 
Service
• D/C Joe Matthews
• Guillermo Fuentes
• Supt. Brent Symonds

Regional Municipality 
of Niagara 
• John Bergsma
• Patrick Robson
• Mike Weir

Consultants
• Dean Roberts
• John Pepper



3.3-Approach

Prevailing Questions Reflecting Constituent Concerns:
• Quantity issues – political constituents
• Quality issues – facility users

Enable Evidence-Based Decision-making:
• Data-informed recommendations
• Clear & rational vision

Have Questions Been Adequately Answered?
• Critical success factors
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3.4-Prevailing Masterplan Questions

Prevailing Questions:
1. How big a facility is needed?

2. Where should it be located?

3. How much will the plan cost?

4. When will it be implemented?

5. Is the plan supported by all Steering Committee members?

6. Have potential partnership opportunities been explored?

7. What is the recommended disposition for existing properties?

8. What is the most appropriate project delivery method?
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3.5-Measuring Success

Critical Success Factors
• Best value for money, including life-cycle costs

• Potential partnership & cost-sharing opportunities

• Function, function, function – supporting & enhancing operations

• Effective zoning, adjacencies & flow

• Safety & security

• Civic presence, community engagement, intuitive approachability

• Sustainable & expandable

• Project delivery method to optimize cost & risk
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3.6-Masterplan Process

Considerations:
• Geography, area & population*

• Police service workload & HQ/District deployment model (B2)

• Staff requirements & operational units

• Space requirements, functional needs, codes & standards*

• Sites, testing, concepts

• Cost
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3.7-Budget & Scope

Budget & Scope Implications
• Original program area (validated by peer review)

• Recommended budget (and escalation to time of tender)

• Approved budget & impact on program

• Effect of construction cost escalation
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3.8-Site Selection

Site Selection Criteria
• Fresh look at available 

properties

• Support functional needs

• Consensus on criteria & 
weighting

• Shortlist & test-fit

City of St Catharines unhappy 
to lose HQ and employees
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3.9-Site Selection

Final Site Selection
• Two sites selected for 

more detailed evaluation, 
test-fit & costing

• Both were physically 
suitable

• Both suitable zoned

• Stamford/420 site 
purchased
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3.10-Partnership Opportunities

Canadian 
Border 
Services 
Agency

• Space for 
each 
organization

• Common & 
shared areas

• Facility 
governance
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3.11-Project Delivery Options

Design-Bid-Build
• Client retains architect, iterative design process
• Completed documents issued for Contractor bids

Design-Build
• Advocate Architect prepares Owner’s Requirements (OSR)
• Design specifications for RFP to D-B teams
• Design-build teams present competitive proposals

Design-Build-Finance (DBF) or 
Design-Build-Finance-Maintain (DBFM)
• Design Build team incentivized to factor in maintenance & operating 

costs to improve performance over time

Integrated Project Delivery
• Stakeholders work together in multi-party contract (owner, architect, 

engineers, constructor, subtrades)
• Shared risk & reward
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3.12-Project Scheduling & Timelines

Phased 
implementation
• Central HQ seen as 

critical, no alternatives

• 1 District station St 
Catharines

• 2 District ultimately 
included in HQ project

• More logical to include 
administration with HQ
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3.13-Project Scheduling & Timelines
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3.14-Project Parameters & Risks

Project Budget
• Area reduced to 

75%

• Construction 
budget reduced 
to 88%

• No escalation 
allowed, further 
reduction in 
buying power
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3.15-Masterplan Report 2010

• Executive Summary

• Planning for Growth (Staffing)

• Building & Parking Space

• Site Selection

• Concept Planning

• Costs

• Implementation Plan
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3.16-Masterplan Report 2010
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2021 (15 yrs) 2031 (25 yrs)

Region Population 484,000 511,000

Total NRPS Staff 1,215 1,418

HQ/District Space (est. in 2006) 291,000 340,000

Adjusted HQ/District Space (2010) 274,000 320,000

Recommended from Masterplan 258,000 276,000

Provided in Minutes of Settlement 220,000 n/a



3.17-Project Parameters & Risks

Project Parameters, Risks and 
Impact
• Budget Inadequacy & Funding Cap

• Impact on building program

• Prioritization & choices, impact 
on future growth

• Risk of project failure

• Pressure on project team
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4-Moving Forward Again
Approval (maybe) and Design Team Selection

GRAPHIC: PROJECT PHASES – 2010-2012

• Design Team Selection

• Precedents & Best Practices

• Design Objectives, Principles, Concepts

• Detailed Design

• Cost Control

• Tendering (Bidding)

• Regional Council Approval (budget cap)
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4.1-Design Team Selection

A Logical Team
• Intimate project 

knowledge

• Unparalleled 
experience

• Approach & 
methodology

• CBSA potential 
partner

• Site had been 
purchased

Slide 55



4.2-Precedents & Best Practices
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Precedents & Best 
Practice
• Processes & policies

• Technical

• Human factors

• Architectural 
expression & context



4.3-Design Collaboration



4.3-Design Objectives, Principles & Concepts

Primary Design Objectives 
& Challenges
• Positioning building on site

• Blocking & stacking in 
response to topography

• Main street corridor

• Three blocks (admin, 
support/operations & 
technical)

• Co-locating previously 
separate functions

• Integrating 2 District

• Cost-conscious solutions
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Operational Zoning



Operational Flow



Functional Adjacencies



Function and Site Inform Massing



Site and Building Relationship



Effective Operational Flow

Third Floor

Second Floor

First Floor



Civic Values

View of NRPS Headquarters/ 2District Facility from Hwy 420

Stability:
 Grounded- enduring
Mass- substantial & solid
 Durable- long lasting

Transparency:
 Degrees of transparency

Multi-faceted:
Many components/ One 

facility
 Complex expressed simply

Scale & proportion:
 Context: city, neighborhood, 

site
 Public expression
 Human interaction

Intuitive:
 Security / Safety
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Welcoming





4.4-Detailed Design

• Front desk & public lobby

• Central Booking

• Investigations

• Interview suites

• FIS labs

• 911 Communications & RTCC

• Daylighting*

• Circulation & employee 
interaction
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4.5-Cost Control

Budget & Cost Control
• Project Budget for HQ/2D & 1D = $83,076,100

• Project Budget for HQ/2D only = $65,860,000

• Headquarters/2D Construction/FF&E Budget = 
$54.5M

• Cost Estimate = $57.1M (mid-point)

• Expected Low Bid = $55-56M (10% spread)

• Risk of not getting Regional Council approval

• Aggressive cost control required throughout
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4.6-1 District Station

The 1 District Problem

• Relocation from St. 
Catharines

• Site difficulties

• Put on hold

• Budget allocation

= political opposition
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4.7-1 District Station

Location & Site 
Issues (2012)

• Difficulty 
accommodating 
program & 
parking

• Site issues, 
security, planning

• Alternate sites 
tested
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4.8-Tendering (Bidding)

Tender Day
Anxiety
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HQ/2 District 
Budget $54.4M

Fixed Project 
$83.0761M
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5-Reaching the Destination
Finally – Under Construction!

Construction & Occupancy
• Construction starts

• Post-contract changes

• Challenges

• Data centre issues

• Construction delays

• Project close-out & commissioning

• Move-in
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5.1-Mobilization & Construction Start
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5.2-Post-Contract Changes

Add-back 
components & 
features
• Community 

room divider

• Fully-integrated 
cell security 
system

• Revisions to 
data centre 
HVAC system
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5.3-Challenges

Impact of 
Contract 
Underpricing
• Aggressive 

Contractor  
shedding of 
obligations

• Subcontractor 
issues

• Difficult price 
control on 
extras

• Scheduling 
challenges
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5.4-Furniture, Equipment & Move-in

911 Comm 
Centre

FIS Labs
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5.5-The Grand Opening

Move-In
• Tuesday, 

September 20, 
2016
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Official Opening
• Wednesday, 

November 16, 
2016



5.6-Post-Occupancy
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5.7-NRPS Now Setting Precedents

NRPS Precedents & 
Best Practice
• Central Booking & cell 

design

• FIS hub lab

• Property & evidence

• Exemplary daylighting 
solutions

• Furniture & workstation 
solutions
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Wrap-Up
Questions & Answers

Willing to accept

Knowledge, to be

Receptive, to what other

Projects have gone through

Here, 

in Cincinnati
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What we’re hoping for….



Wrap-Up
Questions & Answers

W

K

R

P

in Cincinnati
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Wrap-Up
Questions & Answers

Questions?
• Consultant team

• Police/client perspective
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