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Introduction 
 
1 .1 .  Between 7 and 11 June 2004 Her Majesty’s Inspectorate of Constabulary 
conducted the Inspection of West Cumbria Basic Command Unit (BCU). 
 
2 .2 .  There are over 300 basic command units (BCUs) in England and Wales and no 
two are alike.  They vary in size from a little over 100 officers to over 1,000; some 
serve densely populated, ethnically diverse inner cities, whilst others cover vast tracts 
of sparsely populated countryside.  What they do share are some key aims and 
objectives, specifically to work with partner agencies on reducing crime in their areas 
and to do so with integrity.  Scrutiny of police performance is shifting from aggregate 
force outcomes to the performance of individual BCUs, with the recognition that 
policing is essentially a locally delivered service.  However, BCUs are not islands – 
they operate within a framework of policy and support determined by headquarters-
based chief officer teams.  The precise configuration of policing units and the balance 
of resources between HQ and BCUs varies across the 43 forces in England and Wales. 
 
3 .3 .  The focus on reducing crime is likely to be relentless.  Forces and police 
authorities, working with local authorities and other community safety partners, will 
need to raise their game year after year.  Indeed, the statutory regime of Best Value 
demands ‘continuous improvement’ and an array of sanctions exist if authorities fail 
to deliver this.  The government recognises the need for additional resources in the 
fight against crime and the comprehensive spending review 2002-05 is intended to 
build upon the generous settlement received by the police service nationally in the 
previous spending round.  More police officers, better communications and 
information technology and ever more sophisticated forensic techniques should all 
enhance police effectiveness.  However, the potential for the service as a whole to 
deliver better results in crime reduction and detection cannot conceal an inescapable 
fact –  that performance between BCUs operating in similar policing environments and 
with comparable resources varies to a degree that is at times remarkable. 
 
4 .4 .  Leadership by BCU commanders is probably the single most important 
determinant of BCU effectiveness.  The responsibilities of command are significant, 
and some superintendents are not well supported in terms of the  strength of their 
management teams and/or the quality of support from headquarters.  In the majority 
of BCUs most staff want their management teams to be more visible and accessible.  
‘Leadership’ is an intangible concept and so one outcome from BCU inspections 
should be a better understanding of the practical manifestations of effective 
leadership.  This Inspection illustrated the positive difference that a new BCU 
Commander can make. 
 
5 .5 .  In trying to make sense of the variations in operational performance, which 
exist, to different degrees, in every force, a key ingredient is focus.  The best 
performers focused the efforts of their staff through timely, dynamic local briefings 
that are supported by a well-managed intelligence system.  They set targets and make 
sure that staff are aware of them, they communicate results and celebrate success, and 
they hold individuals to account for how they use their time.  In some BCUs this 
performance culture is absent, reflected in the fact that the performance development  
review (PDR) system of setting and monitoring individual goals is in abeyance, some 
staff have not been appraised for many years.  A nationwide rolling programme of 
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inspections that homes in on performance and leadership is thus likely to produce an 
upturn in results.  Two specific questions are being asked on performance and 
leadership, resulting in a focused assessment for each BCU. 
 
 
Note 
For consistency, the term Basic Command Unit (BCU) will be used throughout this 
report, albeit that within Cumbria Constabulary local policing is delivered through an 
area structure. 



 

page 3 

Overview 
 
1 .1 .  Cumbria Constabulary covers 6,810 square kilometres, making it, 
geographically, the fifth largest police force in England.  A large area of Cumbria lies 
within the boundaries of one of the country’s largest designated national parks.  The 
Lake District National Park covers 885 square kilometres and has boundaries that 
include a section of coastline between Ravenglass and the Duddon estuary.  
 
2 .2 .   Cumbria Constabulary shares boundaries with the English counties of 
Northumbria, Durham, North Yorkshire and Lancashire.  Cumbria’s North BCU also 
borders Scotland, which has a separate legal system.  The permanently resident 
minority ethnic population is estimated to be currently 0.74% of the total population, 
although this figure is likely to be higher and increasing within the South Cumbria 
BCU due to the growing student population within this area. 
 
3 .3 .  The Constabulary is headed by the chief officer group, which has 
responsibility for the strategic direction and control of the Constabulary.  This is led 
by the Chief Constable and includes the deputy chief constable and assistant chief 
constable (operations) and assistant chief constable (management services).   
 
4 .4 .  On 31 March 2004 the Constabulary had 1,231 full-time equivalent officers, of 
which 1,011 were constables.  The Constabulary also employs 704 police staff 
members, and 77 special constables.  The Constabulary is now considering employing 
police community support officers (PCSOs) but none had been appointed at the time 
of the Inspection. 
 
5 .5 .  Three territorial BCUs of North, South and West Cumbria make up the 
Constabulary wit h their BCU headquarters at Carlisle, Kendal and Workington.  They 
deliver operational policing with support from Constabulary headquarters, which is 
located on the outskirts of Penrith. 
 
6 .6 .  The annual revenue budget (2003/04) for the Constabulary was £79.7 million.  
In 2004/05 it increased to £85.6 million.  The Constabulary devolves police and police 
staff budgets and other significant budget heads down to BCU level. 
 
7 .7 .  The Constabulary’s aim is to: 
 

“Inspire trust and confidence in our policing services so th at the 
public of Cumbria feel safe, satisfied and reassured.” 
 
The strategic priorities are aligned to the National Policing Performance 
Assessment Framework (PPAF).  They are: 
 
• reducing crime; 
• investigating crime effectively; 
• promoting safety and security; 
• helping the public; and 
• effective resource usage and efficiency.  
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The policing style of the Constabulary recognises the importance of: 
 

• responding to emergencies promptly; 
• dealing with major and critical incidents; 
• problem solving and longer term solutions; 
• intelligence led operations; 
• partnership working; 
• local policing team philosophy; 
• devolution; 
• being highly visible and accessible; and 
• effective and efficient management. 

 
Strategic priorities for the Constabulary include: 

 
• reducing crime (focusing on burglary, violence and auto crime); 
• investigation of crime (with an emphasis upon hate crime, drugs and all 

matters relating to criminal justice); 
• promotion of safety and security (including roads policing and anti-social 

behaviour); 
• helping the public; and 
• effective resource usage and efficiency.  

 
West Cumbria BCU 
 
8 .8 .  West Cumbria BCU, has its headquarters at Workington and covers 1,979.4 
square kilometers.  The BCU covers the two local authority areas of Allerdale and 
Copeland with a total population of 156,810, representing 33% of Cumbria’s resident 
population.  The BCU encompasses the towns of Workington, Maryport, 
Cockermouth, Keswick, Wigton, Whitehaven, Silloth, Egremont, Cleator Moor and 
Millom.  The principal towns of Workington and Whitehaven have a manufacturing 
background, but this is changing as some of the more traditional industries decline.  
The BNFL Sellafield site is now a major employer in the area and services supporting 
tourism at locations across the BCU, including the popular town of Keswick 
contribute significantly to the local economy.  Other economic activity includes 
agriculture, construction, light manufacturing, engineering and maritime related 
trades. 
 
9 .9 .  At the time of the Inspection West Cumbria BCU had 336 police officers, 108 
police staff, and 30 special constables.  No police community support officers 
(PCSOs) are yet employed by Cumbria Constabulary.  The BCU’s budget for 2004/05 
is £13.447 million.   
 
10.10 .   In 2003/04 West Cumbria BCU was, for comparison purposes, part of a family 
of 16 similar BCUs across England and Wales.   
 
11.11 .   The BCU operates from nine police stations: Workington, Whitehaven, 
Maryport, Keswick, Wigton, Cockermouth, Cleator Moor, Egremont and Millom.  
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12.12 .   The BCU Commander is a chief superintendent who is supported by a chief 
inspector (operations manager) and a detective chief inspector (crime manager).  The 
other members of the senior management team (SMT) are the administration 
manager, the finance manager, and the support manager (an inspector). 
  
13.13 .   The process of the Inspection was tightly focused around leadership and 
performance, coupled with a pre-inspection analysis of key data and documents.  
These documents, data and other BCU issues were explored through an initial meeting 
with key headquarters-based personnel and the BCU Commander, and then a series of 
interviews, meetings and focus groups.  A total of 143 people were seen during the 
Inspection including a range of partners.  A number of reality checks (discussions and 
unscheduled meetings with staff) were performed during the Inspection.  All police 
stations on the BCU were visited and staff were seen at all but one of these sites.  
 
14.14 .   The process was brought to a conclusion with a verbal debrief and outline of 
the key findings to the BCU Commander and his senior management team (SMT), 
and to the Chief Constable and assistant chief constable (operations).   
 
15.15 .   The members of the inspection team would like to thank the BCU Commander 
and all staff in West Cumbria BCU for the co-operation and assistance afforded them 
during the course of the Inspection. 
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Part One – Leadership 
 
The BCU Senior Management Team  
 
The Commander 
1.11 .1   The BCU Commander has 28 years’ police service with Cumbria 
Constabulary.  He moved from heading the Force professional standards department 
to lead West Cumbria BCU in March 2004.  He has previously been the North 
Cumbria BCU Commander. 
 
Operations Manager 
1.21 .2   The operations manager is a chief inspector with 28 years’ police service.  He 
has been in post since 2002 and has previously served in the BCU as a constable and 
inspector.  His career includes experience managing the Force Best Value review 
process. 
 
Crime Manager 
1.31 .3   The crime manager, a detective chief inspector, is also based at Workington. 
He has 25 years’ service and has previous experience at West Cumbria as an 
inspector.  He is a qualified senior investigating officer (SIO) and was promoted to his 
current role in 2001.  
 
Administration Manager 
1.41 .4   The administration manager joined Cumbria Constabulary in 1999 to take up 
his current post. He is CIPD qualified and has over thirty years’ private sector 
experience. 
 
Finance Manager 
1.51 .5   The finance manager has been in post for four years. He had 17 years’ 
experience in accounting working for a local health authority and four years’ in a 
private sector role before joining Cumbria Constabulary. 
 
Support Inspector 
1.61 .6       The support inspector has 17 years’ service in uniform operational roles. He 
took up his current role in 2000.  
 

Strategic Management 
1.71 .7   West Cumbria’s BCU local plan reflects the Force policing plan and contains 
the following priorities for 2004/05: 

 
• creating a safer community to inspire confidence in our policing service; 
• providing effective care and assistance to the users of our services; 
• working with our partners to deliver a fair and effective justice system; and  
• targeting serious organised crime and terrorism. 

 
1.8 These priorities are developed within the BCU plan, which includes 
appropriate objectives, targets and service standards to focus activities. 
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1.9 A NIM control strategy was in place at the time of the Inspection with the 
following priorities; to reduce: 
  

• burglary, in particular burglary-dwelling; 
• violent crime, in particular offences against the person; and 
• the supply of Class A drugs. 

 
1.10 The control strategy includes, but does not prioritise, vehicle crime and quality 
of life issues.  However, it is clear that the overriding issue for local people is anti-
social behaviour. This is reflected through surveys, by partners and by both the 
Allerdale and Copeland CDRP strategies.  Officers and especially inspectors, on the 
BCU also demonstrated that their appreciation of local concerns tended to focus 
activity toward tackling anti-social behaviour.  Nevertheless, most staff had an 
understanding of what the BCU control strategy priorities were. 
 
1.11 It was apparent that this was causing some confusion, as the priorities in the 
control strategy do not explicitly reflect the realities that front line staff faced.  Front 
line staff are generally more involved in solving local problems, which largely 
concern anti-social behaviour and disorder.  It is suggested that the SMT should use 
the review of the control strategy as an opportunity to address this anomaly and 
consideration must be given to placing greater priority on quality of life issues, 
particularly anti-social behaviour within the control strategy.  This process 
should also explore the links between disorder and violent crime. 
 
1.12 In developing this approach the SMT, in conjunction with headquarters, 
should seriously consider early engagement with the National Standards for 
Incident Recording  (NSIR) project. 
 
1.13 The Allerdale crime and disorder reduction partnership (CRDP) has identified 
the following priorities, to reduce: 

 
• theft; 
• vehicle crime; 
• drugs and alcohol misuse; 
• feelings of safety; and 
• violence against the person. 

 
1.14 The Copeland CDRP had identified the following priorities, to tackle: 
 

• theft; 
• violence and disorder; 
• domestic violence; 
• fear of crime; 
• road safety; and 
• drugs. 

 
1.15 It is clear that the BCU Commande r is seeking to achieve congruence between 
the BCU plan, Constabulary priorities, CDRP plans and the control strategy.  Whilst 
this is a significant challenge, due to some divergence between the CDRP priorities in 
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the two local authority areas, it will probably be achieved in drawing up the 2005/08 
crime and disorder reduction strategies, as a formal merger of the two CDRPs is likely 
and at an operational level they are already working together.  The inspection team 
welcomes this development. 
 
1.16 Members of  the SMT have clear line management responsibilities and are 
accountable for a range of actions.  This includes the delivery of operations and BCU 
level initiatives, and the SMT clearly support each other.  However, individuals within 
the SMT do not have clear responsibility for cross cutting or strategic themes such as 
the reduction of anti-social behaviour.  Whilst the BCU Commander is already 
considering the issue, it is suggested the BCU develop champions to take the lead 
on key strategic issues.  
 
1.17 The purpose and role of the support manager, who is not CIPD qualified, was 
unclear.  There was substantial overlap with the role performed by the administration 
manager, particularly around personnel and training issues.  The split along police 
officer and police staff lines led to duplication of effort and, in the view of the 
Inspection team, was unnecessary.  There was a particular need to provide more 
professional and committed leadership for BCU level training (see also paragraphs 
1.104 – 1.111). 
 
1.18 It is recognised that the development of a BCU performance manager post is 
also being examined but the BCU SMT is urged to carefully consider the appropriate 
skills for this role.  It may be more appropriate that a member of police staff occupy 
this post.  Inspectors are a scarce resource and an additional operational inspector 
would add resilience to the operational management of the BCU.  
 

Recommendation 1  

Her Majesty’s Inspector of Constabulary 
recommends that the BCU senior management 
team, in conjunction with Constabulary 
headquarters, reviews the roles of the support 
manager and administration manager and gives 
serious consideration to merging these functions. 

 
Operational Leadership  
1 . 1 91 . 1 9  The new BCU Commander has quickly demonstrated his visibilit y on the 
BCU during visits to all police stations and has accompanied officers on patrol.  It 
was clear that he is viewed as caring and accessible by staff.  A positive relationship 
has been established with UNISON and Police Federation representatives.  Many 
respondents contrasted this visibility and accessibility with a more hands off approach 
adopted by the previous BCU Commander. 
 
1 . 2 01 . 2 0  The visibility of other SMT members was less consistent.  However, staff 
perceived them to be readily accessible and generally supportive and ready to 
recognise good work. 
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1 . 2 11 . 2 1  It is suggested that a more structured approach to visibility by the SMT is 
required, particularly in the context of a BCU that comprises nine stations with 
staff being distributed over such a large geographic area.  This should include 
regular scheduled visits to all police stations, open forums and (for police 
officers) regular patrol with front line officers. 
 
1 . 2 21 . 2 2  Whilst inspectors generally appreciated what they personally needed to 
deliver, the role of operational inspectors was confused.  Ten inspectors are allocated 
to seven local policing team (LPT) areas.  Inspectors are not directly aligned to 
response shift teams and, particularly within the three LPTs with two inspectors, staff 
were not clear which inspector was their line manager, nor were they clear about the 
differentiation in role.  Inspectors were also finding some difficulties in meeting the 
demands of balancing BCU wide critical incident and supervisory duties with the 
responsibility to provide leadership to LPTs. 
 
1 . 2 31 . 2 3  It is suggested that the BCU SMT should review the current deployment 
of inspectors and consider reducing the number of inspectors with LPT 
responsibilities, dedicating some inspectors to providing consistent leadership 
and supervision to officers working 24-hour shift patterns. 
 
1 . 2 41 . 2 4  The BCU holds management meetings at approximately monthly intervals.  
Inspectors and police staff managers heading departments and SMT members attend 
these meetings.  There were indications that the meetings are becoming more effective 
and allow participants to contribute to strategic decision and policy making.  
 
1 . 2 51 . 2 5  The new BCU Commander has adopted an approach centred on direct 
personal contact rather than use of e-mail.  It was pleasing to note that this change has 
already been noted and warmly welcomed by some staff. 
 
1 . 2 61 . 2 6  However, below the management team level there is no clear structure across 
the BCU that provides meaningful opportunities to develop key messages or explore 
issues with staff.  Some inspectors and sergeants arrange meetings for their own staff, 
but overall the approach was not systematic, with the result that many staff are not 
well informed or engaged with current issues, notably concerning the continuing 
development of LPTs.  It is suggested that a clear structure for meetings should be 
developed and implemented by the BCU SMT.  This should include regular and 
structured team meetings.  Consideration should also be given to a BCU ‘team 
briefing’ approach to ensure that messages are not simply conveyed, but also 
understood and it should provide an opportunity for constructive feedback. 
. 
1 . 2 71 . 2 7  The unstructured approach to internal communication was also reflected in the 
limited quality of informative displays in police stations across the BCU.  However, 
the displays being maintained by the intelligence unit did provide relevant and up to 
date information about active offenders and crime patterns and were a welcome 
exception.  In this instance the use of co-opted liaison officers at each station to 
provide a link with the intelligence unit was clearly working well.  It was noted that 
equipment for a networked television display system (parade room TV) had been 
installed with the intention that it will be used to provide  information for staff, but at 
the time of the Inspection it had not yet been used.  
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1 . 2 81 . 2 8  There was evidence of good networking with partners. However, the BCU had 
not developed a structured approach to broader external communication.  It is 
suggested that the BCU SMT should examine the approach adopted by the South 
Cumbria BCU, and in particular the proactive use of the local press, not only to 
promote positive messages but also as a mechanism for identifying and tackling 
local problems. 
 
1 . 2 91 . 2 9  There was some evidenc e that good work is being recognised and valued. 
Positive actions were highlighted at the tasking and co-ordinating meeting and 
significant arrests or initiatives were often recognised and staff thanked.  However, 
there was only very limited use of the PDR system, by supervisors, to acknowledge 
good work and a substantial number of staff felt that their efforts were not 
consistently recognised.  The SMT is urged to examine this area to ensure that  
managers are active in acknowledging positive performance. 
  
Organisational Culture 
1 . 3 01 . 3 0  The inspection team was impressed by the positive approach that was evident 
amongst nearly all staff that they met; there was a clear pride in working in West 
Cumbria and for Cumbria Constabulary.  The close links with local people were 
apparent and most staff live and work in the area.  It was apparent that many officers 
were keenly aware of and took active personal ownership of local policing issues. 
Relations between different teams and between police officers and police staff were 
generally good and there was a particularly effective and supportive working 
relationship with officers from the Force mobile support group (MSG).  An exception 
to these good internal relationships was the number of negative views that were 
voiced by uniform operational staff about the work of the child and adult protection 
unit (CAPU).  This did not appear to be an issue of personal animosities but rather 
indicated that there was a need to improve communication and promote the work of 
the CAPU.   
 
1 . 3 11 . 3 1  A performance management culture had not been embedded on the BCU.  
This will be dealt with in Part Two of this report. 
   
Operational Management 
1 . 3 21 . 3 2  The BCU is subdivided into seven local policing team (LPT) areas.  An 
inspector is responsible for each LPT. However, Copeland Rural LPT is split between 
two inspectors, one based at Millom and one at Egremont.  Two inspectors operate 
from Whitehaven, one with a largely community based role, the other is 
predominantly responsible for response policing and a similar approach is adopted by 
the two inspectors at Workington.  Other inspector roles include community safety 
and the support manager.  There are two detective inspectors with separate 
responsibilities for operations and inte lligence. 
 
1 . 3 31 . 3 3  Officers on the BCU are managed and led by LPT inspectors with 
geographical responsibilities. Time based supervision across the BCU, at the level of 
inspector, is also provided by LPT inspectors, but they are not aligned to uniform 
team shift patterns.  Indeed, at night, only one inspector, in addition to the control 
room inspector, is on duty across the Force.  This presents clear issues for consistency 
of leadership and, potentially, for the management of critical incidents, where it is 
likely  that the Force duty inspector will be unfamiliar with officers and locations 
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when dealing with critical incidents.  The presence of two inspectors at Workington, 
Whitehaven and Copeland Rural is also causing some confusion, as officers are not 
clear to whom they are accountable (see also paragraph 1.22).  
 
1 . 3 41 . 3 4  Inspectors provide crucial leadership for officers in the delivery of response to 
calls or incidents and within specific geographic areas for effective and focused crime 
and disorder reduction and public reassurance.  It is important in discharging these 
duties that there is clarity of role and clear lines of accountability.  In the view of Her 
Majesty’s Inspector of Constabulary this clarity is not apparent in West Cumbria.  
 
1 . 3 51 . 3 5  Whilst West Cumbria BCU encompasses a large geographic area with several 
towns and other identifiable communities, the current structure of seven LPT areas 
may not be the most efficient or appropriate approach.  The Inspection team explored 
the business case applied in developing the current structure but remained 
unconvinced that the structure was appropriate.  However, it is acknowledged that 
there had been a clear attempt to align LPTs with identifiable communities.  It was 
clear that officers at various levels considered that alte rnative structures, involving a 
reduction in the number of LPTs, might be more efficient and effective.  Moreover, 
and critically, this could be achieved without undermining the relationships that 
continue to be developed with local people. 
 

Recommendation 2 

Her Majesty’s Inspector of Constabulary 
recommends that the BCU senior management 
team reviews the role and responsibilities of all 
BCU inspectors, to provide clearer leadership and 
accountability for 24-hour response and critical 
incident cover on the  BCU.  This should be 
conducted in conjunction with a review of existing 
LPT area boundaries, which must seriously 
consider both aligning inspectors with shifts and 
providing inspectors dedicated to an LPT role.  

 
1 . 3 61 . 3 6  Although the detective chief inspector is on a call out rota, uniform chief 
inspectors are not required to play a role in providing critical incident cover.  It 
is suggested that the involvement of all chief inspectors in a Force rota would 
enhance operational command resilience and provide more visible leadership. 
 
1 . 3 71 . 3 7  Sergeants on the BCU were more effectively aligned with the staff they are 
responsible for but there was some evidence that their duties are frequently varied, 
particularly to provide custody cover.  Though some abstractions are unavoidable, 
continuous supervision by a sergeant is particularly important if consistent first line 
supervision is to be achieved, in particular in the provision of high quality briefings, 
for constables’ development and in order to ensure an effective response to serious 
incidents.  The BCU SMT is urged to review and where possible, reduce the 
frequency of changes in sergeants’ duties and to ensure that effective monitoring 
of such variations is established. 
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Crime 
1 . 3 81 . 3 8  Four detective sergeants and 14 detective constables undertake reactive 
investigation of serious and complex crime in West Cumbria BCU.  Investigative 
workloads appeared to be appropriate, although since September 2002 resilience has 
been somewhat stretched in supporting  ‘Operation Lara’ (a major investigation 
surrounding the discovery of the body of a baby girl at Workington).  The Inspection 
team was impressed by the effective supervision being carried out by detective 
sergeants, which was being actively supported by the detective inspectors and 
detective chief inspector.  
 
1 . 3 91 . 3 9  The inspection team was somewhat surprised to find that no detectives were 
on duty overnight and that instead, during these hours, there was reliance on an 
informal call out system when detectives were required.  Members of the inspection 
team spoke to a number of uniform and CID officers to gauge the levels of knowledge 
and experience of operational officers and first line supervisors in relation to the 
initial management of serious crime investigation.  The inspection team was 
concerned that levels of understanding were not consistently high.  This concern was 
heightened by the absence of regular inspector cover on the BCU at night. 
 
1 . 4 01 . 4 0  It is recognised that major incidents and crimes are far from common 
occurrences in the middle of the night in Cumbria.  However,  it is suggested that the 
BCU SMT, in conjunction with Constabulary headquarters, should review the 
level of investigative cover provided at night.  The review should examine not 
only the ability to manage critical incidents, but also the on call arrangements 
and consider either having detectives on at night (although it is acknowledged 
this might stretch capacity) or having detectives on duty later in the evening and 
earlier in the morning to ensure prisoners and investigatio ns are promptly dealt 
with.  
 
1 . 4 11 . 4 1  It was pleasing to note that the BCU conducts effective monitoring and 
analysis of crime scene management practices.  However this analysis indicates that 
forensic awareness has diminished substantially over the last three years.  This trend 
needs to be addressed and it is therefore suggested that the BCU SMT enhance 
the supervision of initial investigations to ensure that the levels of forensic 
awareness of front line officers are adequate and that appropriate initial local 
enquiries are both made and recorded.  Further training and awareness raising 
should also be considered (see also paragraph 2.57). 
 
1 . 4 21 . 4 2  The BCU has a custody investigation team to support patrol officers and to 
improve investigation and intelligence gathering.  Officers are temporarily posted to 
the team from both uniform and CID roles.  The unit was said to be successful, 
although there were no effective measures being applied to assess performance and 
the SMT may wish to develop this area.  
 
1 . 4 31 . 4 3  Whilst this unit may improve efficiency by reducing the abstraction of officers 
from patrol, there was evidence that some officers, including probationers and their 
tutor constables, sometimes inappropriately defer prisoner handling to the custody 
investigation team.  There is a risk therefore that officers may not properly develop or 
sustain their skills.  However, used appropriately, postings to the custody 
investigation team could enhance important skills. The temporary attachment of CID 
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officers to the team is arranged and scheduled well in advance.  For other officers 
however there is no similar process, with the result that attachments are less carefully 
considered and sometimes (and not always appropriately) used to place officers on 
restricted or recuperative duties.  It is suggested that postings to the custody 
investigation team need to be more closely linked to the need to both effectively 
deal with prisoners and to the individual development needs of officers, and this 
should be managed through the PDR process. 
 
Proactive Capacity 
1 . 4 41 . 4 4  The BCU has a targeting unit which, at the time of the Inspection, consisted of 
one sergeant and nine constables.  This unit has recently changed its focus from 
medium to long-term operations to a tighter remit targeted at volume crime issues, 
managed through the BCU tasking and co-ordinating process.  This approach is 
appropriate and welcome and was producing very positive results and enhanced 
working relationships with inspectors seeking to address crime trends on their LPT 
areas. 
 
1 . 4 51 . 4 5  The management of covert human intelligence sources (informants) was 
examined during the Inspection.  The BCU operates a dedicated source unit with four 
source handlers.  The number of sources appeared to be appropriate and they were 
generally aligned with the requirements of the control strategy. 
 
1 . 4 61 . 4 6  However, there were some indications that some other officers are unwittingly 
operating unregistered sources.  There was no evidence that this has come about 
deliberately or that officers have sought to avoid the required procedures, rather, these 
officers have developed links which have evolved to the point where the contacts 
should be registered. The BCU SMT should act to raise awareness and check 
understanding amongst officers to ensure that covert human intelligence sources 
are appropriately registered and handled.  
 
1 . 4 71 . 4 7  Over the past twelve months the BCU has put in place a range of operations, 
including ‘Vespa’ and ‘Verdun’ which targeted dealers in Class ‘A’ drugs resulting in 
over 30 arrests, together with the recovery of illicit drugs and stolen property.  Other 
operations have focused on burglary, vehicle crime and domestic violence. At the 
time of the Inspection ‘Operation Lincoln’ was seeking to reduce theft from vehicles 
in rural locations. 
 
1 . 4 81 . 4 8  The BCU has made only limited use of automatic number plate recognition 
(ANPR) operations.  At the time of the Inspection equipment for this purpose was 
available at Force level. The wider use of this technology would benefit the BCU in 
targeting criminals and access to dedicate d equipment will provide scope for more 
frequent operations.  The BCU SMT, in conjunction with Constabulary 
headquarters, is encouraged to further develop the use of ANPR on the BCU. 
 
1 . 4 91 . 4 9  LPT officers are developing a proactive capacity in order to respond to local 
issues.  There were several examples of LPT level initiatives, including some well- 
established pubwatch schemes, such as at Keswick where funding has been obtained 
to provide a joint radio system.  The inspection team was particularly impressed by 
the work of LPT officers at Whitehaven, led by the current national community 
officer of the year.  It was somewhat surprising to find that the tight team based 
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approach used at Whitehaven had not been adopted, or tried, more widely across the 
BCU. 
 
1 . 5 01 . 5 0  It was encouraging to find that the intelligence unit did pay attention to issues 
of anti-social behaviour and was eager to support LPTs when issues were identified or 
requests made for support and analysis.  Despite this, too many actions were being 
initiated outside of the NIM tasking and co-ordinating processes.  
 
1 . 5 11 . 5 1  Whilst problem solving and proactive interventions at a local level are vital, 
significant actions that take place without reference to the NIM processes carry real 
risks, both operationally and for the reputation of the Constabulary.  The inspection 
team identified instances of actions, which they considered to be markedly 
inappropriate.  The position would be improved if the BCU control strategy were 
adjusted to prioritise the issues that are driving this response, notably anti-social 
behaviour.  However, it was also clear that many staff, including a number in 
managerial positions, did not understand NIM processes or fully appreciate their 
importance. 
 

Recommendation 3 

Her Majesty’s Inspector of Constabulary 
recommends that the BCU senior management 
team takes action to ensure that there is a greater 
level of understanding of the National Intelligence 
Model at all levels in the BCU, and that a process 
should be put in place to check understanding and 
to minimise the risk of significant actions being 
initiated without reference to NIM processes.   

 
Domestic Violence 
1 . 5 21 . 5 2  Understanding and commitment towards taking positive action in relation to 
domestic violence incidents was tested throughout the BCU during the Inspection.  
The detective chief inspector was displaying real commitment and leadership (and he 
was being fully supported by SMT colleagues) and re-victimisation strategies were in 
place, with joint visits being made to victims with partner agencies where this was 
appropriate.  The intent to tackle domestic violence also featured in both the control 
and CDRP strategies.  
  
1 . 5 31 . 5 3  There was an understanding amongst patrol officers of the need to take 
positive action and of the requirement to arrest where possible, and this was closely 
monitored.  However, an appreciation of the breadth of investigative options and of 
the opportunities to support for victims and assess risk was patchy, outside of the 
child and adult protection unit.  Most officers were aware that photographic evidence 
was desirable but cameras previously available in patrol vehicles were often not 
readily available. In consequence officers often rely on crime scene investigators to 
attend the scene and take photographs, this  delay can lead to evidence being lost.  
 
1 . 5 41 . 5 4  The recorded repeat victimisation rate for domestic violence had also 
increased from 28% in 2003/03 to 48% in 2003/04.  Whilst there was some doubt 
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about the reliability of these figures expressed by the BCU SMT (f igures provided by 
the BCU), it does appear that there has been a significant increase.  
 
1 . 5 51 . 5 5  As noted earlier there were some tensions between uniform operational staff 
and the CAPU.  However, the CAPU did appear to have good processes in place and 
staff were clearly committed to providing a high quality service to victims. 
 
1 . 5 61 . 5 6  It is suggested that the BCU SMT should introduce a standards based 
approach to domestic violence incidents.  This should encompass both initial 
visits and investigative practice.  Operational officers should be made aware of 
the range of evidential opportunities that are available to them and of the 
support services that can be made available to victims and consideration should 
be given to a more vigorous approach to risk assessment in relation to victims.  
 
Community Policing 
1 . 5 71 . 5 7  The local policing team (LPT) approach is central to the development of the 
BCU and Constabulary strategic aims and critical in terms of enhanced service 
delivery.  There was a consistent understanding of the LPT approach amongst 
inspectors who fully supported the underlying philosophy and were striving to achieve 
results for their communities.  However the number of LPT areas in West Cumbria 
and overlapping responsibilities for some of the inspectors is affecting the capacity of 
inspectors to deliver (see also paragraphs 1.22 and 1.32 – 1.35 and recommendation 
two). 
 
1 . 5 81 . 5 8  Below inspector level not all officers had a similar grasp or understanding of 
the LPT approach, despite a great deal of information having been produced at 
Constabulary level.  The belief that the introduction of an LPT approach is dependant 
on the provision of significant numbers of additional officers was widespread. In this 
context a prevalent view was that LPT is intended as a ‘bolt on’ activity than a 
changed way of working.  Officers did not therefore always appreciate what their 
personal contribution was or should be.  This gap in understanding is unfortunate 
because it was evident that officers in almost every role were committed and actively 
focused on the needs of the communities they were policing.  However, they appeared 
to feel that were often working in isolation.  
 
1 . 5 91 . 5 9  The inconsistencies between LPT teams on the BCU contribute to this 
apparent confusion for some officers. In fact several practical variations are in place.  
At Whitehaven LPT officers operate as a cohesive team under the leadership of a 
sergeant.  Their duties coincide and they are able to concentrate resources where this 
is required.  In other LPT areas some officers, usually one  or two, are designated as 
community LPT officers and work an independent shift system, predominantly during 
the daytime hours.  Further variations exist amongst the officers working in rural 
locations.  
 
1 . 6 01 . 6 0  Whilst a degree of flexibility to meet local needs is desirable, there is a need to 
identify practices that work and are likely to be transferable.  This will lead to greater 
corporacy and, more importantly, more effective policing that contributes to 
improving the quality of life for local people.  
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1 . 6 11 . 6 1  The BCU SMT should consider reviewing the range of styles being adopted 
by LPTs on the BCU and elsewhere in Cumbria and seek to develop an approach, 
which meets local needs but also provides a more consistent and corporate service. 

 
1 . 6 21 . 6 2  The inspection team was impressed by the vitality and commitment of the 
team of officers seen at Millom.  It is clear though that the geographic isolation of this 
town presents particular difficulties.  Although the BCU has conducted targeted 
operations, which have achieved positive results, the activities of a small number of 
offenders have, reportedly, affected public confidence in the town.  The policing 
response therefore requires continued adjustment to ensure public confidence is re-
established.  The BCU SMT is conscious that intelligence led high visibility patrol 
can make an important contribution to building public confidence.  However, some 
problems are faced in placing sufficient officers in the area due to an arrangement 
which allows some officers to book on duty at Egremont before driving to Millom; a 
distance of about twenty-five miles.  This significantly diminishes the time available 
for them carry out patrol duties where they are required.  Whilst the inspection team 
is aware of the historical reasons for this arrangeme nt the BCU SMT is urged to 
find a way to have more officers permanently based at Millom. 
 
1 . 6 31 . 6 3  The community safety team, an inspector a sergeant and two constables, 
provide excellent support to LPT officers in making links with local partners and 
supporting multi-agency problem solving.  
 
Response 
1 . 6 41 . 6 4  Uniform officers based in LPT areas who work 24-hour shift patterns 
predominantly provide response cover.  The shift times worked are varied to match 
identified demand periods and this means officers will arrive for duty at different 
times rather than as a complete group to work the same shift.  A more limited number 
of officers in LPT areas are primarily committed to community based activities and 
problem solving and these officers do not work 24-hour shifts.  Response times to 
incidents requiring an immediate deployment were good, but this reflects a low 
demand averaging at approximately 1.5 incidents, of all grades, per officer during a 
ten-hour shift.  The large geographic area and distances involved are a relevant factor 
and contribute to concerns about vulnerability amongst some officers patrolling in 
more remote locations.  However, the BCU operates a vehicle crewing policy, which 
provides for officers to double crew patrol vehicles from late evening and overnight. 
 
1 . 6 51 . 6 5  A problem posed by the shift pattern was that sergeants do not consistently 
work the same hours as the constables they should supervise, and are also abstracted 
to provide cover elsewhere in the BCU.  Whilst it is impossible for officers always to 
be supervised by the same sergeants, the variations were greater than desirable, 
particularly in Whitehaven and Workington where there were particularly high 
numbers of probationer constables.  The BCU SMT is urged to examine the 
management of duties, as tighter planning should ameliorate this problem. 
  
1 . 6 61 . 6 6  A member of the inspection team visited the area control room, which is based 
at Workington but operated by the headquarters communications department.  There 
were good working relationships in place between communications staff and 
operational officers on the BCU, and it was pleasing to note that the number of open 
incidents was very low and being well managed.  It was noted also that there were 
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very high satisfaction levels amongst officers in respect of  the number and types of 
vehicles available to them for patrol and that the fleet is well managed. 
 
1 . 6 71 . 6 7  In view of the relatively low incident demand on the BCU, Her Majesty’s 
Inspector of Constabulary urges the BCU SMT to consider the scope for 
remodelling response policing, with a view to freeing officers for dedicated 
community based LPT work.  The BCU SMT should also consider the 
appropriateness of the current shift patterns and in particular examine the 
possibility of more closely aligning the shift patterns of supervisors with the 
constables that they lead and support.  
 
Roads Policing  
1 . 6 81 . 6 8  Roads policing is co-ordinated from headquarters and provided by officers 
from the mobile support group.  BCU officers are also engaged in casualty reduction 
and are deployed to accident hotspots and participate in casualty reduction initiatives. 
  
1 . 6 91 . 6 9  LPT inspectors take ownership of local roads policing issues and it was 
pleasing to note that there were a number of initiatives which were actively seeking to 
reduce collisions further, these included Operation Crash, which is a partnership based 
approach to problem solving to reduce traffic collisions.  The mobile support group 
(MSG) inspector attends the BCU tasking and co-ordinating meeting and roads 
policing was appropriately addressed within the process, although the BCU should 
consider making more use of ANPR to address roads policing issues. 
 
1 . 7 01 . 7 0  It was pleasing to find a particularly productive relationship between MSG 
officers and BCU staff.  The MSG provides significant support to local officers, 
which is particularly valued in the more remote locations. 
 
Financial Management 
1 . 7 11 . 7 1  There is a high level of financial devolution to BCU commanders within 
Cumbria Constabulary; most budget heads are devolved, including all pay and 
procurement.  Virement within budget heads of up to £25,000 is permitted without 
reference to headquarters, and of £50,000 with the agreement of the director of 
finance.  Beyond this the authority of a chief officer must be sought.  
 
1 . 7 21 . 7 2  The performance review process did not appear to focus significantly on 
financial issues.  At BCU level the overtime allocation had been exceeded, this had in 
part resulted from the continuing Baby Lara investigation. Notwithstanding the BCU 
overspend, the Constabulary is readily achieving its commitment to reduce overtime 
and was predicting a 7% reduction for 2003/04.  Despite the expenditure on overtime, 
a £377,250 total under spend was being predicted on a budget of £13.14 million in 
2003/04.  The scale of the under spend was due to posts that had not been filled. The 
budget for 2004/05 is £13.447 million.  
 
1 . 7 31 . 7 3  Whilst inspectors and team managers can authorise overtime payments, they 
have not been allocated any devolved budgets.  The SMT may wish to consider 
devolving budgets to inspector level where this is appropriate, with relevant support. 
This should enhance empowerment and accountability.  
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1 . 7 41 . 7 4  The BCU fund of £109,000 was being well managed and the agreement of 
partners had been obtained to all initiatives paid for by this external funding stream.  
A £6,000 under spend for 2003/04 was predicted at the time of the Inspection. 
Government Office North West has agreed that this money could be carried forward.  
 
1 . 7 51 . 7 5  A particularly good example of spend under this scheme is the development of 
a partnership premises within Westfield school.  Although some contractual and 
infrastructure problems still require attention, this facility will provide a joint 
operating base for police, health service, registered social landlords (RSLs) and other 
agencies to offer improved access to several nearby communities and it should lead to 
generally improved partnership working. 
 
1 . 7 61 . 7 6  Single regeneration budget (SRB) funding for two community officers expired 
in April 2004 but it was pleasing to find that this had been accounted for and these 
posts have now been appropriately mainstreamed.  
 
1 . 7 71 . 7 7  One budget anomaly was the training budget, which has been partly devolved 
to the BCU but which is inadequate.  The BCU SMT, in conjunction with 
headquarters, are urged to resolve this issue before it becomes a significant 
obstacle to delivering important training. 
 
1 . 7 81 . 7 8  The police stations on the BCU appeared generally well maintained, some 
particularly so; although Whithaven was undergoing substantial refurbishment at the 
time of the inspection and Wigton police station is scheduled for improvements.  The 
station at Cleator Moor however was in very poor condition and requires attention.  It 
was pleasing to find that premises improvement funds have already been allocated for 
this purpose. 
 
Partnerships 
1 . 7 91 . 7 9  West Cumbria BCU encompasses two crime and disorder reduction 
partnerships (CDRPs), Copeland and Allerdale.  These partnerships have informally 
merged and this is appropriate given the similar nature of the areas and of the 
challenges they face. 
 
1 . 8 01 . 8 0  Although the merged CDRP works to the two existing partnership strategies, 
the task groups that are intended to drive the implementation of elements of the 
strategy have merged.  The strategies contain broadly appropriate aims, objectives and 
actions.  However, the accountability for delivering specific objectives and actions 
was a little diffused.  This was not helped by the fact that not all of the chairs of the 
task groups sit on the management board. 
 
1 . 8 11 . 8 1  Relationships between partners were generally very good, although there was 
evidence that some important partners were not sufficiently active.  The inspection 
team saw a wide range of partners and they spoke highly of the interest and 
commitment that the new BCU Commander was showing and of their relationships 
with the police more generally.  The operations manager and community safety 
inspector and his team were also praised for their personal commitment. 
 
1 . 8 21 . 8 2  The relationship between the CDRP and the local strategic partnership (LSP, 
which also covered both local authority areas) was less well developed and it seemed 
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to be an anomaly that the chair of the CDRP did not sit on the LSP.  Links with the 
Cumbria drugs action team (DAT) were maintained largely through a task group of 
the CDRP that paid attent ion to drugs misuse and there seemed to be potential to 
strengthen these links.  Operational links with the Cumbria youth offending team 
(YOT) were mainly effective and continue to develop 
 
1 . 8 31 . 8 3  A range of partnership initiatives was examined.  The inspection team was 
impressed by the development of a co-located partnership team at the Oval centre, 
which would house police, local authority staff and personnel from registered social 
landlords.  
 
1 . 8 41 . 8 4  Operation Nightsafe was a good example of the partnership identifying good 
practice that had been developed elsewhere (in this case Blackpool) and transferring 
the initiative to the area.  This multi-agency approach is intended to reduce disorder 
and violence associated with the evening economy through a mixture of awareness 
raising, education and enforcement.  This supplements some promising existing 
approaches, including ‘pubwatch’ schemes and the ‘Workington safe and sound’ 
initiative. 
 
1 . 8 51 . 8 5  The inspection team was particularly impressed by the rural safety initiative, 
which was a good example of real public engagement and involvement with police 
and partners, which had made a real difference to tackling issues of anti-social 
behaviour and poor driving.  
 
1 . 8 61 . 8 6  The CDRP had an active anti-social behaviour task group, which guided 
activities that explored a range of interventions that could culminate in an acceptable 
behaviour contract (ABC) or ultimately in an anti-social behaviour order (ASBO).  At 
the time of the Inspection 25 ABCs were in place and 28 ASBOs had been obtained.  
However, it was pleasing to note that the approach was not overly reliant on 
enforcement and a range of diversionary activities and interventions aimed at social 
inclusion and reducing the potential for offending had been developed.  It was also 
very encouraging to find that registered social landlords were very active in this 
element of partnership work.  This approach was positive but it is suggested that it 
might be improved further if a co-located partnership team was established to 
tackle anti-social behaviour.  It is acknowledged however, that for this to be 
affordable and effective it would probably need to cover both local authority 
areas. 
 
1 . 8 71 . 8 7  Another noteworthy initiative was a ‘Community TV’ scheme, which has 
placed televisions in a range of buildings to which the pubic have access, including a 
fast food restaurant, which has the highest ‘footfall’ in the area.  These televisions 
broadcast a range of messages, which seek to promote pubic safety and the work of 
the partnership.   
 
1 . 8 81 . 8 8  The community TV scheme is being evaluated, but this is something of an 
exception.  The CDRP has conducted a self-assessment that has identified that 
evaluation, monitoring and performance management are all areas where the 
partnership needs to develop. 
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1 . 8 91 . 8 9  The County Council has also agreed a local public service agreement, which 
aims to reduce domestic violence.  The associated target was appropriately stretching.  
There also appeared to be a willingness to negotiate further crime related local public 
service agreements in the future. 
 
1 . 9 01 . 9 0  The CDRP has conducted a range of joint training initiatives, including 
problem solving training, and this illustrates a commitment to partnership work.  
 
1 . 9 11 . 9 1  It was disappointing to find that partners had not been invited to attend 
NIM tasking and co-ordinating meetings or otherwise to participate in NIM 
processes and this is a clear area for development.  The inspection team 
recognises that the new BCU Commander intends to address this and he is urged 
to do so without further delay.  
 
Special Constabulary   
1 . 9 21 . 9 2  West Cumbria BCU had 30 special constables at the time of the Inspection; 12 
were considered active and of these 10 were qualified for independent patrol.  Several 
have experience extending over 10 years and the commitment to public service was 
impressive. 
 
1 . 9 31 . 9 3  The special constables were well equipped and are able to access police 
vehicles, including one dedicated Special Constabulary vehicle.  They are well 
integrated with their regular colleagues and were being effectively deployed.  There 
were some concerns that the varied shift pattern for regular officers was reducing 
opportunities for special constables to be briefed alongside other officers. 
 
1 . 9 41 . 9 4  At the time of the Inspection a recruitment drive to attract special constables, 
was underway and led locally by the operations manager.  An innovative series of 
advertised events attended by serving special constables was in progress.  This 
welcome initiative promises results that will benefit the BCU and communities within 
West Cumbria. 
 
1 . 9 51 . 9 5  Led by an LPT inspector the BCU has also established a scheme at 
Workington where special constables appointed to the scheme are eligible for an 
annual payment of £1,500.  The allowance is paid monthly and special constables on 
the scheme are expected to work an average of 24 hours per month, to a maximum of 
288 hours per year.  The scheme required legislative approval and has been assessed 
by the regional analysis team from Government Office North West.  The scheme has 
been running since April 2003.  Attendance hours are closely monitored and team 
performance data is collected.  Over the first year these officers have made 89 arrests 
and have engaged in a range of other proactive and preventative activities.  Some 
senior special constables expressed concerns about the level of consultation prior to 
the launch of the scheme.  However, this scheme appears to be promising and Her 
Majesty’s Inspector of Constabulary will view its development with interest. 
 
Human Resource (HR) Management 
1 . 9 61 . 9 6  West Cumbria BCU has several HR areas devolved to them from 
headquarters, and these include: 
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• elements of selection and recruitment; 
• PDR and training; 
• health and safety; 
• employee relations; and 
• attendance. 

 
1 . 9 71 . 9 7  All aspects of HR management were reviewed as part of the Inspection 
process.  HR management is  the responsibility of the support inspector and of the 
administration manager.  As stated in paragraph 1.17 – 1.18 and in recommendation 
one there appeared to be an unnecessary duplication of function.  
 
1 . 9 81 . 9 8  There was very little meaningful qualitative assess ment of personnel issues; 
this was evidenced by the approach to performance development reviews (PDRs), 
which is dealt with at paragraphs 2.1 – 2.9. 
 
1 . 9 91 . 9 9  The Constabulary is to be congratulated on recently rolling out diversity 
awareness training, however, there were indications that race and diversity issues 
were not considered a high priority by all operational staff.  It is clear that 
understanding in this important area could be developed further. 
 
Absence Management 
 

Figure 1: Sickness Absence  
 

 
West Cumbria 

BCU 
Cumbria 

Constabulary 

Average number of days sickness –  
police officers 2003/04 7.09 10.32 

Average number of days sickness –  
police officers 2002/03 

8.60 10.87 

Average number of days sickness –  
police staff 2003/04 3.82 9.67 

Average number of days sickness –  
police staff 2002/03 

4.12 8.47 

 
1 .1001 .100   Sickness absence levels in West Cumbria for police officers and police staff 
were good in 2003/04 and the BCU currently has the lowest sickness rate for police 
officers and police staff in the Constabulary.  Compared to 2002/03 there had been a 
17.48 % reduction in police officer absence and 7.22% reduction in police staff 
absence.  The Constabulary procedures for dealing with staff who have been sick for 
prolonged periods appeared to be effective and supported by a well structured and 
effective occupational health service.  Absence management training is being rolled 
out to supervisors and managers on the BCU and this training input is well received. 
 
Health and Safety 
1 .1011 .101   The SMT oversee BCU health and safety issues.  There are regular meetings 
of a BCU health and safety committee and health and safety inspections are conducted 
at appropriate intervals.  Qualified personnel undertake estate risk assessments but 
there were indications that, although large pre-planned operations are risk assessed, 



 

page 22 

operational risk assessments in more immediate situations are not consistent and 
awareness amongst staff, particularly supervisors, needs to be developed. 
  
1 .1021 .102   The inspection team was concerned to find that some officers did not have 
body armour.  Others reported that the armour they had been issued was poorly fitting 
which made them disinclined to wear it.  Whilst recognising that the Constabulary 
have recently experienced some difficulties in obtaining body armour from suppliers 
this issue requires attention to ensure patrol officers are appropriately equipped and 
protected.  
 
1 .1031 .103   Of particular concern was the provision of suitable armour to female officers. 
The inspection team spoke to a number of female officers who, although armour had 
been issued to them, were concerned that it was not specifically tailored for women 
and consequently did not fit properly.  There were concerns also that certain types of 
armour issued were of a shorter design which officers felt did not offer them the same 
degree of protection.  The BCU Commander took this issue very seriously and he has 
a Force-wide role in relation to the provision of uniform.  There were also indications 
that this issue was in the process of being resolved.  However, the BCU SMT is 
urged to continue to pursue this issue, in conjunction with headquarters, and 
secure the provision of appropriately fitted body armour for all operational 
officers. 
 
Training and Development 
1 .1041 .104   The Constabulary currently has no qualified training evaluator and no 
meaningful training needs assessment has been conducted at BCU level.  No training 
plan for the BCU was available, although a template setting out proposed training was 
provided.  This did not include a meaningful cost analysis.  The inspection team has 
some sympathy for the predicament that the BCU finds itself in because the weight of 
probationer training leaves little opportunity to provide training, other than mandatory 
unarmed defensive tactics (UDT), baton and CS (incapacitant spray) training, and 
diversity training. 
 
1 .1051 .105   However the BCU has achieved high UDT and CS training levels; 96% of 
patrol officers hold a current qualification for UDT and 98% for CS and amongst CID 
and other officers in investigative roles the levels are 75% (UDT) and 88% (CS).  At 
the time of the Inspection two officers were awaiting re-qualification training.  The 
remaining officers are temporarily not in operational roles or are on recuperative 
duties. 
 
1 .1061 .106   There appeared to be some over reliance on the use of e-mail or other 
computer based training for the delivery of some training packages.  These methods 
have a place but a range of staff were either unaware of the material that was available 
or had not viewed it.  It was also clear that the police officer PDR process and police 
staff annual training review do not link meaningfully with training provision.  
 
1 .1071 .107   West Cumbria BCU has a number of officers who have transferred from other 
forces.  Many bring with them previous qualifications in skills areas, which would be 
of value operationally.  It was surprising therefore that the BCU has not been able to 
arrange for the accreditation of previous training and thereby make use of these skills. 
This issue was causing frustration for line managers and some of the individuals 
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concerned felt de-valued by the process.  Her Majesty’s Inspector of Constabulary 
acknowledges that the Force is developing a policy on the accreditation of prior 
learning.  However, he suggests that the SMT, in close conjunction with 
headquarters, ensure that these issues are examined as soon as possible and the 
outcome should be clearly explained to staff who have been affected.  
 
1 .1081 .108   A number of respondents raised concerns with the inspection team about the 
BCU process for allocating development opportunities, particularly in the attachment 
of staff to specific teams.  Attachments were approved or declined on what some staff 
perceived to be a seemingly arbitrary basis, often without satisfactory explanation 
being provided.  A clearer policy with defined links to the PDR process should 
resolve this issue.  
 
1 .1091 .109   A BCU training plan is required but changes in headquarters core training 
requirements have not assisted the development of such a plan, although these issues 
were in the process of being resolved at the time of the Inspection.  There is capacity, 
commitment and enthusiasm within the BCU to deliver more training but it is 
suggested that the BCU SMT needs to ensure that an effective, and preferably 
suitably qualified manager, is put in place to further support and empower 
divisional training staff.  
 
1 .1101 .110   Some briefing and training in relation to the national crime recording 
standards (NCRS) had been delivered locally.  Understanding of NCRS and the need 
for compliance across the BCU was tested.  Awareness and understanding of the 
NCRS was found to be low, although no audit took place during the Inspection to 
check overall compliance.  However, it was pleasing to note that a Constabulary 
training package to raise awareness of the NCRS is shortly to be rolled out.  In 
addition all command and control incidents are trawled to identify any incidents 
where crimes should have been recorded. 
 
1 .1111 .111   There were indications that the capacity, experience and knowledge of some 
tutor constables required development.  This position would benefit from inspectors 
being more clearly aligned, having a better overview of probationer constables’ 
progress and therefore being able to effectively support supervising sergeants and 
tutor constables. 
 
Grievance Procedure 
1 .1121 .112   The purpose of the grievance procedure, and the assurances guaranteed when 
invoking it, appear to be understood by the majority of those seen during the 
Inspection.  Six grievances were formally recorded in 2003/04 and there was evidence 
to suggest that the process was being used appropriately.  
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Part Two – Performance 
 
Personal Development Review Audit 
2.12 .1   The current personal development review (PDR) system used by Cumbria 
Constabulary is mandatory for all police officers but not for police staff, who were 
given the choice to opt out of the system.  As a result very few police staff are 
currently subject to a formal performance review process.  
 
2.22 .2   The three main aims of the current PDR process are to ensure that all 
participating staff: 
 

• take responsibility for their own development; 
• have an opportunity to meet regularly with their line manager to agree their 

role and priorities, and to discuss their training and development needs; and 
• have a plan linked to the objectives of their part of the organisation. 

 
2.32 .3   Staff should agree their developmental objectives with their line manager 
every twelve months and review the current progress towards their achievement and, 
where appropriate, update them every six months. 
 
2.42 .4        The PDR process is divided into three sections: 
 

• A performance development agreement –  comprising personal details, a 
description of role, agreed work objectives and personal development 
objectives. 

 
• An annual performance and development review – made up of a self-

assessment of performance against core skills (including evidence of work 
done), a supervisory performance assessment and an overall performance 
grading. 

 
• A training needs evaluation – including the identification of training needs 

and action taken to meet these needs. 
 

2.52 .5   The inspection team  examined 49 complete PDR folders, from police officers 
across a range of ranks within the BCU, from constable to chief inspector.   
 
2.62 .6   Of the PDRs examined few included meaningful development comments, or 
evidence of performance from supervisors.  There were some links to organisational 
objectives but there was no evidence of action planning linked to SMARTS principles 
(specific, measurable, achievable, realistic, time bound and stretching).  
 
2.72 .7   The support manager did regularly conduct an audit of timeliness of 
submission of PDRs.  At the time of the Inspection 83% of PDRs had been completed 
within 60 days of the deadline. 
 
2.82 .8   The PDR process was discussed with a wide range of staff and at all levels it 
was considered bureaucratic and not valued, indeed it was viewed with considerable 
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cynicism, and in particular its failure to link meaningfully to lateral development, 
training or promotion was commented on. 
 
2.92 .9   The inspection team recognises that a new PDR system linked to the national 
integrated competency framework is due to be introduced later in 2004/05 and that it 
will also be applied to police staff.  However, the current position is unacceptable 
and the introduction of a new system is likely to fail if it is not well marketed and 
if appropriate training does not accompany its roll out.  It is suggested that the 
new system needs to clarify the links between PDR and lateral development, 
promotion and training.  The system must also define and recognise the 
importance of individual contributions towards achieving BCU targets and 
priorities. 
 
Performance Management 
 

Figure 2: Performance compared with Family Group 7 

 
Cumbria 

West BCU 
April 2003 to 
March 2004 

 

% Change 
compared 
with same 
period the 
previous 

year 

Family 
Group 7 

average for 
April 2003 to 
March 2004 

Cumbria 
West's ranked 

position in 
BCU family 7 
for April 2003 
to March 2004 

Recorded crime/1000 
population 

82.89 6% 91.04 7th  

% Recorded crime 
detected 29.27% 0.4 p.p. 28.3% 9th 

Domestic burglaries/ 
1000 households 

8.96 -27% 12.33 5th 

% Domestic burglaries 
detected 

23.11% 9.5 p.p. 19.24% 6th 

Recorded robberies/ 
1000 population 

0.24 8% 0.62 2nd 

% robberies detected 28.21% -10.7 p.p. 26.0% 9th 

Recorded vehicle crime/ 
1000 population 

11.24 -12% 11.61 10th 

% Vehicle crime 
detected 

10.0% 20.7 p.p. 11.15% 10th 

Recorded violent crime/ 
1000 population 14.85 13% 17.60 4th 

% Violent crime 
detected 

64.45% -12.2 p.p. 57.45% 6th  

Note: This data is not validated and therefore is only provisional.  A ranking position of 1st suggests good 
comparative performance, higher numbers suggest less good performance. 

 
Performance 
2 . 1 02 . 1 0  Total recorded crime in West Cumbria BCU increased by 6% in the period 
under review.  However, performance in relation to domestic burglary was good and 
these offences reduced by 27% during 2003/04 compared to the previous year. 
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Detections for domestic burglary have increased and promisingly this trend continues.  
Non-residential burglaries have, however, increased by 7%. 
 
2 . 1 12 . 1 1  West Cumbria BCU vehicle crime totals are lower than the BCU family 
average and vehicle crime decreased by 12% over the past year.  When comparing the 
last quarter of each year the decrease was 27%.  The detection rate for vehicle crime 
increased over the past year and continues to rise but is still below the BCU family 
average.  
 
2 . 1 22 . 1 2  It was noted that damage to ve hicles represented a high proportion of total 
recorded criminal damage offences.  The BCU has already tested processes to confirm 
accuracy in crime recording and have identified local patterns in the commission of 
these offences, which they are addressing. 
 
2 . 1 32 . 1 3  The area of crime that causes most concern is that violent crime has increased 
by 13% whilst the detection rate has declined by 5.6 percentage points.  The category 
of offences that accounts for much of the violent increase is harassment, which has 
shown a 23% increase.  Sexual offences have also increased by 23% but the number 
of offences of this nature is low in relative terms.  Detection rates are high but the 
BCU SMT is aware that this is an area the BCU must address with even greater 
rigour.  It was pleasing to note that there was also an increasing emphasis on reducing 
violence at Constabulary level, which was being pursued by the assistant chief 
constable (operations) through the performance review process. 
 
2 . 1 52 . 1 5  The inspection team had also spent time with the Constabulary crime registrar 
and it was apparent that this increase was also not a product of changes in recording 
practice as a result of the introduction or re -launch of the national crime recording 
standards (NCRS) 
 
2 . 1 62 . 1 6  It would be wrong to suggest that the BCU SMT has been complacent in the 
face of this increase; hotspots are dealt with by the fortnightly tasking and co-
ordinating meeting and in daily meetings.  There is also a violence strategy with a 
significant partnership contribution and some problem solving initiatives and 
partnership based approaches involving liaison with the licensed trade, for example 
pub watch schemes and Operation Nightsafe. 
 
2 . 1 72 . 1 7  However, there did not appear to be a firm understanding of the problems 
faced, or analysis, whic h sought to explain why violent crime had risen to this extent, 
albeit from a low level relative to most parts of the country.  There are clear links with 
disorder, which are not being sufficiently explored.  Figures provided by the 
Constabulary suggest that disorder has risen by 16%  (although it is noted the BCU 
experiences considerable difficulties in analysis of the data provided by the 
Constabulary incident recording system). There is also an apparently high level of 
repeat domestic violence offences (see also paragraphs 1.52 – 1.56). 
 
2 . 1 82 . 1 8  Given this lack of a clear understanding around the problem of violent crime it 
is clear that a problem profile, examining violent crime, using the NIM, is required.  
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Recommendation 4 

Her Majesty’s Inspector of Constabulary 
recommends that the BCU senior management 
team expedites its development of a problem profile 
relating to violent crime and the links with disorder 
and act on it as soon as possible. 

 
Performance Information 
2 . 1 92 . 1 9  The Constabulary is aware that performance information needs to improve.  It 
is far from timely, with crimes frequently taking more than a week to be inputted.  
The command and control, intelligence and crime computer systems are not linked 
and performance data at a Constabulary and BCU level is only published on a 
monthly basis.  Whilst the Constabulary is taking steps to address this, IT 
procurement is not a rapid process and this, combined with financial constraints, 
means that it will be at least a year before the Constabulary infrastruc ture can support 
a much more effective, timely and comprehensive performance information system. 
 
2 . 2 02 . 2 0  Given this gap the inspection team was surprised that the BCU and 
Constabulary had only recently started to develop interim solutions to at least partially 
meet this gap.  These steps had been taken following the appointment of an additional 
assistant chief constable and an earlier BCU Inspection. 
 
2 . 2 12 . 2 1  Team level performance information was not extensive and, with the 
exception of file quality and timeliness data, is mainly quantitative.  This information 
was not being used to explore the performance of individuals. 
 
2 . 2 22 . 2 2  Although the new BCU Commander is progressing disaggregated LPT targets 
performance data is not widely or clearly displayed and officers were not clear how 
well the BCU was performing.  This is unfortunate because overall the performance 
of the BCU is good. 
 
2 . 2 32 . 2 3  The inspection team recognise the work that has started but the BCU 
SMT is urged to accelerate the development of an interim approach to the 
collection, use and communication of performance information, to ensure that 
accurate and timely performance information is available to support an effective 
performance regime. 
 
Accountability Mechanisms 
2 . 2 42 . 2 4  The assistant chief constable (operations) carries out a quarterly performance 
inspection visit at the BCU.  The process had been focused upon a presentation by the 
SMT covering all of the main areas of crime, disorder and other BCU priorities and 
had been over reliant on this presentation.  This was then followed by reality checks 
throughout the BCU and visits to other police stations.  The process was changing and 
becoming more rigorous at the time of the Inspection.  It is suggested that this 
process would be even more effective if the assistant chief constable  was 
supported by an internal inspection process and by more detailed management 
information and analysis. 
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2 . 2 52 . 2 5  The assistant chief constable (operations) sets the BCU Commander 
performance objectives through his annual PDR and his performance against these are 
also reviewed quarterly.  The BCU Commander can also be held to account at the 
strategy group (chaired by the Chief Constable) and at the operations board (chaired 
by the assistant chief constable (operations)).   
 
2 . 2 62 . 2 6  The BCU Commander can influence Constabulary policies and procedures 
through the strategy group and operations board.  These meetings are also used by 
officers at headquarters to communicate decisions and policy developments to BCU 
commanders. 
 
2 . 2 72 . 2 7  The new BCU Commander has introduced an informal approach to holding his 
senior management team to account.  This was welcomed and did help focus activity 
but in the view of the inspection team it was not yet sufficiently structured and it did 
not make meaningful use of the PDR system.  Although the areas  of responsibility for 
SMT members were clear (with the exception of the support manager and 
administration manager), they were not robustly or regularly held to account, 
particularly on a one to one basis.  An element of accountability was built into the 
SMT and management team meetings but this was not sufficiently rigorous.  The 
inspection team recognises that the BCU Commander was in the process of 
developing a more rigorous system, such changes should be made as soon as is 
practicable. 
 
2 . 2 82 . 2 8  Chief inspector s now meet with their inspectors at four to six weekly intervals.  
Although the tasking and co-ordinating meeting was effective and very positive, the 
four to six weekly review process was not rigorous and did not appear to deal 
effectively with previously agreed actions.  Discussions were largely about 
quantitative not qualitative performance and there was no evidence that meaningful 
action plans were produced or reviewed.  LPT plans are being developed but 
accountability for inspectors was not linked to the PDR process and was having little 
apparent impact on operational delivery, particularly in relation to anti-social 
behaviour issues.  Constables, in the main, did not even know that these meetings took 
place and when they did they reported it made no difference to what they did. 
 
2 . 2 92 . 2 9  There was no discernible performance management approach being adopted at 
the level of constable or for junior police staff and, with the exception of the Special 
Constabulary team at Workington, internal accountability mechanis ms at this level 
were weak.  
 
2 . 3 02 . 3 0  The BCU approach to ensure recognition of individuals for effective delivery 
also needs to be further developed,  and so do personal performance indicators and 
accountability mechanisms. 
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Recommendation 5 

Her Majesty’s Inspector of Constabulary 
recommends that the BCU senior management 
team introduce a more robust performance 
management regime that uses timely and 
qualitative, as well as quantitative, information that 
clearly links activities to desired outcomes and 
which looks at performance at partnership, BCU, 
team and individual levels.  Regular performance 
review meetings for teams and individuals should 
be introduced, at which targets are set and at which 
individuals are held to account.  These meetings 
should be documented and clearly linked to the 
PDR process. 

 
The National Intelligence Model 
2 . 3 12 . 3 1  Her Majesty’s Inspector of Constabulary recognises the efforts and energy 
being applied by West Cumbria BCU and Cumbria Constabulary to the 
implementation of the National Intelligence Model (NIM). 
 
2 . 3 22 . 3 2  However, whilst knowledge and awareness of the NIM among West Cumbria 
BCU staff is improving, the inspection team was surprised that there had not been a 
more concerted approach to training and awareness raising for operational staff, and 
in consequence knowledge was still patchy.  This is illustrated by the fact that 
although officers were generally aware of the priorities set out in the control strategy 
they were not clear about how they could contribute to achieving these priorities and 
were much more focused on locally developed actions and initiatives. 
 
2 . 3 32 . 3 3  The strategic intelligence assessment (SIA) was comprehensive but it was 
disappointing to find that this had not resulted in a control strategy that included 
reassurance or anti-social behaviour or other similar quality of life issues as a 
priority, although these issues were not ignored and featured as lesser priorities.  
However, a review of the control strategy will be conducted soon and the 
inspection team suggest that such issues should receive greater recognition in the 
revised strategy.   The effect of not including these issues within the control strategy 
was that much activity was outside NIM structures (see also paragraphs 1.50 – 1.51 
and recommendation three).  This was often being done at team level and being 
initiated by some well motivated sergeants and inspectors. 
 
2 . 3 42 . 3 4  Full compliance with the NIM is hampered by the poorly linked computer 
systems in the Constabulary and by the lack of timely crime information.  However 
the inspection team was pleased to note that there was only a small backlog of 
intelligence reports that required inputting; this reflected other areas of good work by 
the BCU intelligence unit. 
 
2 . 3 52 . 3 5  BCU tasking and co-ordination meetings are currently held monthly with a 
fortnightly review.  A regular crime series meeting to identify current issues precedes 
the tasking and co-ordinating meeting.  The inspection team attended a tasking and 
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co-ordinating meeting chaired by the operations manager and also attended by the 
detective chief inspector and the BCU Commander.  The process was focused and 
well managed.  The agenda included crime series, hot spots, emerging trends, 
preventative measures and persistent offenders.  Accountability was clear and a range 
of tactical options was considered.  The inspection team was particularly impressed by 
the documentation made available to the meeting and the clear presentation of 
information, which contributed to an effective process. 
 
2 . 3 62 . 3 6  Members of the inspection team attended two daily tasking meetings at 
Workington. A similar meeting is held at Whitehaven. 
 
2 . 3 72 . 3 7  The conduct of these meetings was notably different from the fortnightly and 
monthly tasking and co-ordinating process.  Inspectors chaired the meetings on a 
rotating basis as they fell responsible for morning duty cover.  The focus appeared to 
be on reporting overnight incidents, which provided a briefing for the SMT but it was 
also intended that the inspector should allocate tasks.  The incident information used 
would have been better collated and delivered by the BCU intelligence unit and it 
seemed unlikely that the person fulfilling the duty inspector role, would be effectively 
positioned to allocate, on a daily basis, tasks which might well require a more 
strategic overview. 
 
2 . 3 82 . 3 8  It is suggested that a more consistent approach to daily tasking should be 
developed; this would be achieved if SMT members chaired these meetings. 
 
2 . 3 92 . 3 9  Many officers did not have access to the intelligence system and this was 
causing real frustration and the BCU SMT, in conjunction with Constabulary 
headquarters, is urged to take action to address this issue .  
 
2 . 4 02 . 4 0  A number of target profiles were examined and they were of a reasonable 
standard but could have been improved by clearer direction and requirements.  It was 
noted that results were not consistently recorded. 
 
2 . 4 12 . 4 1  However the use of problem profiles needs developing and a problem profile 
for violent crime is required as a priority (see recommendation 4).  The BCU SMT is 
urged to develop the capacity to develop and use problem profiles. 
 
2 . 4 22 . 4 2  CHIS management is effectively dealt with by a dedicated source handling 
unit, which has been established within the BCU (see also paragraphs 1.45 – 1.46).  
This will be an essential component in underpinning improved BCU performance. 
 
Briefings 
2 . 4 32 . 4 3  Briefing and tasking patrol staff effectively, prior to their tour of duty, is 
crucial in order to address key crime and disorder hotspots within a policing area and 
to ensure that other tasks identified through the tasking and co-ordinating process are 
tackled.  Officers should be thoroughly briefed and then tasked to enable them to 
utilise time during their shift more proactively. 
 
2 . 4 42 . 4 4  Good practice, in relation to the environment in which officers brief, suggests 
that access should be controlled during briefings so that officers have the opportunity 



 

page 31 

to concentrate on the information being presented to them without interference or 
interruption. 
 
2 . 4 52 . 4 5  The inspection team attended one briefing to uniform officers.  Although 
delivered by an experienced sergeant and providing some useful direction there was 
no compliance with the national briefing model, indeed no discernible model was 
used.  The information provided was not clearly linked to the control strategy and 
largely, therefore, did not involve focused tasking.  No information technology  (in 
the form of television, video, intranet or overhead projectors) was used to support the 
briefing process.  Parade room TV equipment has been installed but was not in use. 
 
2 . 4 62 . 4 6  At the rural stations tasking was to a significant degree outside the NIM 
process, with many officers resorting to self-briefing by accessing several intranet 
based systems.  The approach to briefing clearly varied, depending on who was 
delivering the input. In some stations committed sergeants and constables were 
displaying some individual initiative and drive.  Constables designated as the 
intelligence unit liaison officers were clearly providing a good service by maintaining 
useful displays of intelligence related items; all of which were up to date at the time of 
Inspection.  However, the tasks being disseminated from daily tasking was seen as 
having limited impact on rural areas and, in any case, tasks were not consistently 
disseminated in time for midday briefings. 
 
2 . 4 72 . 4 7  Although displays of intelligence items were being well managed there was 
little performance data displayed in police stations throughout the BCU and many of 
the briefing areas were untidy and cluttered. 
 
2 . 4 82 . 4 8  There was no evidence of structured debriefing and members of the BCU 
SMT did not regularly attend uniform briefings. 
 

Recommendation 6 

Her Majesty’s Inspector of Constabulary 
recommends that the BCU senior management 
team comprehensively reviews all briefing and 
debriefing structures within the BCU.  They should 
ensure there are clear links with NIM processes.  
The briefing and debriefing process should take 
account of the national briefing model and of the 
need for effective self-briefing in rural areas.  In 
addition SMT members should attend selected 
briefings to provide quality control and visible 
leadership. 

 
DNA Sampling and Forensic Management 
2 . 4 92 . 4 9  DNA samples must be taken from all detainees who are charged with a 
recordable offence, unless DNA has been previously taken and confirmed on the 
Police National Computer (PNC) database.  It is essential that samples be taken where 
appropriate to ensure that the opportunities to gather intelligence and detect offences 
are maximised.  
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2 . 5 02 . 5 0  In addition, samples should not be taken where DNA has previously been 
confirmed since this will incur unnecessary expenditure for the Constabulary.  
 
2 . 5 12 . 5 1  The inspection team examined the process for taking these samples.  The BCU 
is monitoring the process but the results of a recent weekly survey indicate that less 
than 50% of prisoners arrested for recordable offences had fingerprints and DNA 
samples obtained from them.  The SMT is urged to address this rapidly and 
introduce a robust process to ensure that, where appropriate, the necessary 
samples and fingerprints are obtained from prisoners. This must include 
effective procedures for rural non-designated stations. 
 
2 . 5 22 . 5 2  Where DNA samples or fingerprints obtained from crime scenes leads to the 
positive identification of suspects, this information is communicated from 
headquarters to the BCU where details are recorded and initial research is undertaken 
to produce an actionable referral for the arrest of a suspect. 
 
2 . 5 32 . 5 3  The BCU maintains a forensic, fingerprint/DNA database for the receipt, 
collation and tasking of ‘hits’.  These referrals are forwarded for allocation to officers 
to action and resolve within a period of 28 days, although this is not a formal target.  
The process for tasking these referrals was slow and until recently was not 
systematically prioritised. 
 
2 . 5 42 . 5 4  Almost all hits are dealt with, albeit not consistently within 28 days.  The 
conversion of ‘hits’ into detections in West Cumbria is relatively good, when 
compared with North and South Cumbria.  
 
2 . 5 52 . 5 5  The BCU has recognised that performance in this area could be even better, 
and shortly before the Inspection the North and West BCUs in Cumbria adopted an 
approach to this issue based on a model developed in West Yorkshire and now widely 
used elsewhere in the country (Operation Converter).  This approach involves a much 
faster processing of forensic evidence, including collection of samples and sending 
them for fast track analysis and the use of dedicated team of officers to ensure hits are 
promptly and effectively acted on.  Early signs are encouraging and during the initial 
pilot period an 80% conversion rate was achieved.  Her Majesty’s Inspector of 
Constabulary welcomes this initiative.  
 
2 . 5 62 . 5 6  Forensic evidence recovery from crime scenes appears to be good and the 
Constabulary has an extremely well developed system for monitoring the performance 
of crime scene investigators. 
 
2 . 5 72 . 5 7  Useful guidelines are provided to BCU officers on the management of crime 
scenes and whilst many patrol officers understood this information the BCU’s own 
monitoring shows that standards of scene preservation have declined sharply over the 
past three year.  The BCU SMT recognises that steps need to be taken to improve 
forensic awareness and ensure compliance with guidelines  (see also paragraph 1.41).  
 
2 . 5 82 . 5 8  Crime scene investigators (CSIs) are making a valuable contribution to the 
development of forensic intelligence on the BCU.  However, an unfortunate 
anomaly of a previous BCU amalgamation is that whilst the West Cumbria BCU 
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polices the town of Wigton, the crime scene investigation service for this area is 
provided from a base in the North Cumbria BCU.  This is restricting the flow of 
intelligence and the BCU SMT, in conjunction with North Cumbria BCU and 
Constabulary headquarters is urged to resolve this issue as soon as possible. 
 
2 . 5 92 . 5 9  The inspection team has highlighted a number of areas for development and 
made a number of recommendations.  However, the commitment and professionalism 
of the new BCU Commander and his senior management team, and the commitment 
of BCU staff to providing a high quality public service is impressive. 
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Recommendations 
 
Her Majesty’s Inspector of Constabulary makes six recommendations: 
 
1 .1 .  That the BCU senior management team, in conjunction with Constabulary 
headquarters, reviews the roles of the support manager and administration manager 
and gives serious consideration to merging these functions. 

[Para 1.18 refers] 
 

2 .2 .  That the BCU senior management team reviews the role and responsibilities of 
all BCU inspectors, to provide clearer leadership and accountability for 24-hour 
response and critical incident cover on the BCU.  This should be conducted in 
conjunction with a review of existing LPT area boundaries, which must seriously 
consider both aligning inspectors with shifts and providing inspectors dedicated to an 
LPT role. 

         [Para 1.35 refers] 
 
3 .3 .  That the BCU senior management team takes action to ensure that there is a 
greater level of understanding of the National Intelligence Model at all levels in the 
BCU, and that a process should be put in place to check understanding and to 
minimise the risk of significant actions being initiated without reference to NIM 
processes. 

         [Para 1.51 refers] 
 
4 .4 .  That the BCU senior management team expedites its development of a 
problem profile relating to violent crime and the links with disorder and act on it as 
soon as possible. 
       

         [Para 2.18 refers] 
 
5 .5 .  That the BCU senior management team introduce a more robust performance 
management regime that uses timely and qualitative, as well as quantitative, 
information that clearly links activities to desired outcomes and which looks at 
performance at partnership, BCU, team and individual levels.  Regular performance 
review meetings for teams and individuals should be introduced, at which targets are 
set and at which individuals are held to account.  These meetings should be 
documented and clearly linked to the PDR process. 

         [Para 2.30 refers] 
 
6 .6 .  That the BCU senior management team comprehensively reviews all briefing 
and debriefing structures within the BCU.  They should ensure there are clear links 
with NIM processes.  The briefing and debriefing process should take account of the 
national briefing model and of the need for effective self-briefing in rural areas.  In 
addition SMT members should attend selected briefings to provide quality control and 
visible leadership.  

         [Para 2.48 refers] 


