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1 Executive Summary

Methodology and Focus of Inspection

1.1 The inspection of Central basic command unit (henceforth referred to by its 
force designation as Central Area or ACU) in North Yorkshire Police began with the 
area completing a self-assessment based on the seven police performance 
assessment framework (PPAF) domains and underpinning frameworks. A leadership 
audit was subsequently conducted comprising of a staff survey, staff focus groups, 
and interviews held with key members of the command chain. The self-assessment, 
leadership audit and consultation with the Area Commander were used to identify the 
issues of greatest concern, namely:

 neighbourhood policing and problem solving;

 improving forensic support;

 contact management (specifically, the management of demand to meet 
business and customer needs); and

 the national intelligence model.

Attention was also given to leadership and performance management across all of 
the areas under consideration.

BCU Leadership

1.2 The Area Commander, Chief Superintendent Iain Spittal, was appointed to 
the post in May 2006 and has some 20 years’ police service. Staff welcome his 
visibility and the impact that recent changes have had on morale. Partners and key 
stakeholders spoke positively of the way in which he is using his autonomy to grip 
and address the right issues. He has remodelled neighbourhood policing and devised 
the RESPECT agenda to balance the delivery of performance with staff 
development. He also plans to introduce a staff group to complement the external 
focus of the force race and diversity action group (RADAG) and progress internal 
diversity issues.

1.3 The reorganisation and restructure of uniform resources at York has brought 
greater role clarity to response and neighbourhood teams, improved service delivery 
and raised morale. Greater communication, collaboration and co-ordination between 
teams across the ACU however would provide a stronger foundation for delivering 
performance. 

BCU Performance

1.4 Despite some notable reductions in crime over the 12 months from February 
2006 to January 2007, compared to the same period the previous year, crime levels 
in North Yorkshire Central ACU are poor compared to peers in its most similar BCU 
(MSBCU) family. The area is ranked worse than peers for total crime, BCS 
comparator crime, domestic burglaries and vehicle crime. Performance is in line with 
peers for robberies and violent crime.
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1.5 The sanction detection rate in Central ACU is in line with peers for total crime, 
robbery and violent crime, but below peers for BCS comparator crime, domestic 
burglaries and vehicle crime. Performance in respect of total crime, comparator crime 
and violent crime is stable, while that for domestic burglary, vehicle crime and 
robbery is clearly deteriorating.

Neighbourhood Policing and Problem Solving

1.6 Resources have recently been reconfigured in the ACU to achieve a more 
effective balance between addressing demand and dealing with community 
problems.

1.7 Some of the basic building blocks of neighbourhood policing - defined areas, 
dedicated resources and a framework for community engagement – are in place and 
early indications from staff, partners and communities are that the rebalance in 
resources provides a more effective foundation for delivering citizen-focused 
services. The new structure has yet to become embedded across the whole area 
however, and action is required to minimise abstractions, maximise deployment to 
problems through effective multi-agency tasking and co-ordinating, develop 
community engagement and ensure performance requirements are clearly 
understood.

1.8 There is also scope to improve capacity through the Special Constabulary 
and broader voluntary sector.

Improving Forensic Support

1.9 Central ACU performs better than its force peers in relation to timeliness of 
investigating forensic hits and obtaining primary detections. There is too much 
reliance on forensic hits to detect crime however and not enough on basic 
investigative techniques. This is evident from the relatively low number of secondary 
detections. 

1.10 Inadequate investigation is compounded by poor forensic awareness among 
many area staff, which can also lead to inefficient and ineffective deployment of 
forensic resources to crime scenes.

Contact Management

1.11 Capacity to respond to incidents in Central ACU has increased as a result of 
revised structures for neighbourhood policing and the introduction of an incident 
management unit. Efficiency and effectiveness would be improved however if all 
deployable area staff promptly signed onto the command and control system and 
provided regular status updates.

National Intelligence Model

1.12 Partnership works best in Central ACU at a tactical level where there is 
evidence of effective multi-agency tasking and co-ordinating to address control 
strategy priorities. 
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1.13 The multi-agency planning framework in which the national intelligence model 
(NIM) operates correlates priorities in a control strategy but does not bring the 
various partners together in a strategic programme of work aimed at addressing the 
longer-term, underlying causes of crime and disorder. Structures and processes are 
largely police led and police focused. The strategic assessment and control strategy 
should serve as planning tools for partners as well as police. They should identify 
common objectives and targets in support of shared visions for the communities of 
Selby and York, and set out a multi-agency programme of clearly defined 
intelligence, enforcement and prevention priorities for which partners can be held to 
account by their peers.

1.14 Efficiency and effectiveness are also affected by unnecessary disconnections 
between the intelligence and tasking units and the control strategy and area business 
plan. 

Recommendations

1.15 Her Majesty’s Inspector of Constabulary makes the following recommend-
ations to drive further improvement in the area.

 That the Area Commander should use his existing gap analysis to 
devise and implement an action plan to improve neighbourhood 
policing arrangements in the ACU with clearly defined objectives, 
timescales and accountability.

 That the Area Commander, in collaboration with the force, should 
implement an accredited training programme for improving forensic 
awareness and investigative skills among staff.

 That the Area Commander, in collaboration with the Head of Public 
Access, should maximise the visibility of deployable ACU staff on 
the force command and control system with a view to developing a 
more flexible and collaborative approach to demand management.

 That the Area Commander should review national intelligence model 
structures and processes in the ACU to ensure functional clarity, 
effectiveness and robust accountability.  

 That the Central Area strategic assessment and control strategy
should be underpinned by effective partnership engagement and 
reflect multi-agency leadership, commitment and accountability for 
the delivery of partnership strategies to reduce offending.

 That the Area Commander should use his RESPECT agenda to 
promote a culture of teamwork and collaboration across the ACU.
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2 Introduction

2.1 BCUs are fundamental building blocks in the delivery of policing services. 
Aligned to communities, they represent the local interface with the public and are 
therefore highly influential in the police service’s aims to reduce crime and disorder 
and to increase community confidence. While they may vary in size and composition, 
all share responsibility for the delivery of the national community safety plan as it 
affects them and, with crime and disorder reduction partnership (CDRP) colleagues, 
the delivery of the local community safety strategy priorities. As such, individual 
BCUs will continue to be subject to increasing performance scrutiny from both 
government and local communities.

2.2 The range in performance outcomes between BCUs presents an opportunity 
to continuously improve and to maximise the efficiency and effectiveness of this tier 
of policing. A key ingredient of successful BCUs remains focus on service delivery, 
the most successful being those that maximise focus through effective leadership at 
every level. They will also have a firm grip on performance, striking the right balance 
between holding individuals to account and providing support for those in most need. 
The NIM will be fully embedded and mainstreamed across the BCU, driving proactive 
intervention through the systematic and skilled interpretation of intelligence. 
Successful BCUs will also have a thorough appreciation and desire to meet the 
needs, wishes and expectations of their primary customer – the communities they 
police.

2.3 Following a five year rolling programme of BCU inspections, HMIC has moved 
to an intelligence-led approach whereby only a small number of BCUs are selected 
for inspection. This follows an examination of their relative performance within their 
MSBCU family. All BCU inspections are now directly aligned to the baseline 
assessment frameworks and PPAF domains, and evidence gathered at the BCU tier 
can easily be used to help assess overall force performance.

Methodology

2.4 Inspections begin with a self-assessment completed by the BCU. This is 
based on the seven PPAF domains and underpinning frameworks. A leadership audit 
is subsequently conducted in which staff are surveyed, key members of the 
command chain interviewed, and focus groups held with the senior management 
team (SMT) and service deliverers. Diagnosis of the self-assessment and leadership 
audit are used to identify key issues for more detailed examination during a visit to 
the BCU. 

2.5 The inspection of Central Area command unit in North Yorkshire Police was 
undertaken by HMIC staff officers on behalf of HM Inspector Ken Williams, CVO, 
CBE, QPM, BA between the 26 February and 2 March 2007. The inspection team 
met key partners and stakeholders as well as some 100 members of staff during 
interviews, focus groups, business meetings and informal visits to particular places of 
work in the area. This report sets out the inspection findings and makes 
recommendations for improvement.
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3 Force Context

3.1 North Yorkshire Police covers England’s largest county, extending over an 
area of 7,700 square kilometres. The force has a budget of £126.2 million, over 2,900
members of staff, and serves a resident population of 765,000 people. For 
operational purposes it is divided into three area command units: Eastern, Western, 
and Central.

3.2 The vision of the force is set out in the NY Policing Thrust 2006–2009. This 
sets out the corporate aim of the Chief Constable and the police authority to make 
North Yorkshire Police the leading police service in England and Wales. Four areas 
of focus are identified: 

 Reducing the amount of crime and fear of crime.

 Preventing, investigating and detecting criminal activities.

 Serving communities by protecting law-abiding citizens and providing   
services focused on customers.

 Working with other agencies and organisations throughout North 
Yorkshire and the City of York to meet shared goals.

3.3 Underpinning this vision lies the concept of neighbourhood policing in which 
intelligence-led police teams engage with communities and partners across the 
county of North Yorkshire and the City of York to identify and address specific 
problems of local concern.
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4 BCU Context

4.1 Central Area incorporates the city of York and the district of Selby. It covers 
an area of approximately 811 square kilometres and has a resident population of 
some 260,000 people. Approximately 2% of the population is made up of black and 
minority ethnic (BME) groups. The unemployment rate is 2%; the national average is 
3.4%.

4.2 The city of York has a unitary authority. Historically railway engineering and 
confectionery manufacture were the major pillars of the economy, both of which have 
declined. Although three major employers in the City of York have recently 
announced job losses, the economy remains strong. Tourism, the retail trade and an
increasing number of hi-tech science firms are the most important contributors. Some 
four million tourists visit the city each year. Major attractions include the Minster and
historic city centre, the Jorvik Viking centre, castle museum, national railway 
museum, Yorkshire eye and grade one racecourse. The University of York and 
University College of Ripon and St John continue to expand and 11% of the city’s 
population are students; the national average is 7.3%.

4.3 The district of Selby has a two-tier local authority within the county of North 
Yorkshire. Geographically it is over twice the size of the city of York but contains less 
than half the number of residents and about 20% of the ACU’s recorded crime. Most 
of the population live in the three principal towns of Selby, Tadcaster and Sherburn-
in-Elmet. Historically the economy was largely based on engineering and mining.
Both have declined and new investment is being sought to promote modern hi-tech 
industries. There is a significant and growing population of migrant workers from 
within the European Union who are employed in food manufacturing industries. 

4.4 The Area Commander, Chief Superintendent Iain Spittal, was appointed to 
the post in May 2006 and has some 20 years’ police service. He is supported by an 
SMT consisting of:

 a business and administration manager;

 a superintendent (operations) with overall responsibility for response and 
neighbourhood policing;

 a superintendent (crime) with overall responsibility for crime investigation, 
crime management, intelligence, the source unit and community safety;

 a neighbourhood policing team chief inspector, responsible for  the 
neighbourhood policing teams and professional development unit;

 a chief inspector (operations and support), responsible for response policing
and road policing group;

 a chief inspector responsible for community safety, prolific and other priority 
offenders, licensing and traffic management;

 a chief inspector local authority liaison officer (LALO);
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 a detective chief inspector responsible for intelligence, investigation teams 
and crime management; and

 a people partner, responsible for human resources.

4.5 The area headquarters is based at Fulford Road police station in York. This is 
open to the public 24 hours a day, seven days a week. There are two other main 
stations with limited public opening at Selby and Tadcaster. Each provides 24/7 
operational policing. There are 24/7 custody facilities at Fulford Road and peak-time 
facilities at Selby. At Sherburn-in-Elmet there is a smaller operational police office 
with a telephone outside for public access. There are non-operational police offices 
at Clifton Moor and Acomb in York.

4.6 For operational purposes Central Area is divided into five neighbourhood
areas: York North, York South, York Central, Selby West and Selby East. Each area 
is led by an inspector. Within each neighbourhood there is a cluster of 
neighbourhood policing teams (NPTs) comprising of police officers, PCSOs and 
special constables led by a sergeant. Five uniform response teams, each led by an 
inspector, provide 24/7 incident response, supervisory and PACE cover. Aligned to 
the same shift pattern as the response officers are five CID teams who provide 
investigative support. 

4.7 The area priorities are linked to the priorities of the Safer York Partnership 
and the Selby Community Safety Partnership and reflect the national policing plan, 
national community safety plan and North Yorkshire Police priorities.

4.8 The priorities of the Safer York Partnership community safety plan are: 

 To reduce harm caused by drugs.

 To reduce burglary.

 To reduce violent crime.

 To reduce anti-social behaviour.

 To reduce vehicle crime.

 To reduce death and injury through road safety.

4.9 The Selby Community Safety Partnership strategy sets out five priorities:

 Acquisitive crime, with a focus on burglary, vehicle crime and shoplifting.

 Violent crime, with a focus on domestic violence and violence in the night-
time economy.

 Anti-social behaviour.

 Accident prevention.

 Fear of crime.
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4.10 In addition the Selby partnership maintains a focus on three crosscutting 
themes:

 Drugs and alcohol issues.

 Issues concerning young people.

 Targeting prolific and other priority offenders.

4.11 The priorities of York and Selby are combined in the Central Area control 
strategy. This is reviewed every six months. The current priorities of the control 
strategy are:

 Cross-border crime in Selby.

 Vehicle crime in York (theft of vehicles, theft from vehicles, and vehicle 
interference).

 Prolific offenders.

 Quality of life issues (anti-social behaviour, criminal damage, hate crime).

 Cycle crime in York (theft of pedal cycles and burglary others where a cycle is 
stolen).

 Domestic burglaries.

 Class A drugs (as a crosscutting theme).

4.12 Statistics presented to the inspection team reflect the following staffing levels 
in the ACU at the end of October 2006:  443 police officers, of whom 21% are 
probationers; 61 members of the Special Constabulary; and 116 police staff, of whom 
32 are PCSOs. Funding has been earmarked to appoint a further 61 PCSOs by April 
2007.

The Leadership Audit: Purpose and Methodology 

4.13 The leadership audit is a key component of the process by which BCUs/areas
are inspected. Based on the premise that effective leadership is a prerequisite for 
good performance, its purpose is to examine the activities and styles of the BCU 
chain of command and their impact on those who deliver services. By undertaking 
this audit HMIC seeks to identify where leadership is having a positive impact on 
performance and, crucially, where it could be improved. The results of this diagnosis 
are used to identify key issues for more detailed examination during the full 
inspection that follows.

4.14 There are three parts to the leadership audit:

 a staff survey of 40 questions;

 interviews with key members of the chain of command, i.e. the chief officer 
line manager; BCU Commander; BCU business manager; and any BCU 
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superintendent(s). These interviews serve to identify potential anomalies 
between the perspectives of respondents to the survey and the SMT. They 
also test the strength and effectiveness of the relationship between the BCU 
Commander and their line manager.; and

 focus groups with the SMT and service deliverers, i.e. inspectors and police 
staff equivalents; sergeants and police staff equivalents; constables and 
police staff equivalents; Special Constabulary; and PCSOs. 

4.15 A total of 184 questionnaires were randomly distributed across the area: 155 
(84.2%) to police officers and 29 (15.8%) to police staff. Respondents were asked to 
score their response to each question or statement on a scale of 0 to 5. Scores of 3 
or more are regarded as positive responses.

4.16 Some 86 questionnaires (46.74%) were completed and returned, of which 74 
(86%) came from police officers and 12 (14%) from police staff.

4.17 Interviews were subsequently held with the ACC line manager, ACU
Commander, area business manager, superintendent (operations), superintendent 
(crime), and area human resources manager. The following staff contributed through 
focus groups: chief inspectors; inspectors, sergeants and constables, each with 
police staff equivalents; PCSOs; and members of the Special Constabulary. 
Interviewees and focus groups were asked to score a series of questions and 
statements complementary to those in the survey using the same scale of scores.

The Leadership Audit: Conclusions

4.18 The BCU receives appropriate support from the chief officer - line 
manager: The relationship between the chief officer team and the Area Commander 
in Central Area is positive and improving. The area operates within a corporate 
framework in which the Commander feels focused, empowered, supported and 
accountable. His relationship with his line manager is underpinned by an appropriate 
level of personal contact and an improving culture in which he feels part of a wider 
force team with opportunities to innovate within his area of responsibility and shape 
force decision-making. The inspection team believes this relationship reflects a 
strong dynamic for driving performance improvement.

4.19 The BCU has an appropriate structure which is aligned to the force 
strategy: While most survey respondents were positive about their understanding of 
their role, contribution to priorities, and lines of accountability and responsibility, the 
staff focus groups were less positive. There is evidence that the recent restructure of 
response and NPTs has improved role clarity and accountability at York and other 
parts of the area could benefit from similar action. 

4.20 Survey respondents were very positive about PDRs but discussions with staff 
in focus groups and members of the SMT would suggest a need for extending 
monitoring of the system beyond mere completion and timeliness to ensure that the 
objectives, and the manner in which they are monitored, measured and reviewed, 
actually drive performance and development, particularly for members of the Special 
Constabulary.

4.21 Problems with contact management and the NSPIS HR system are 
undermining perceptions among staff about how effectively resources are being 
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managed, but health and safety arrangements appear to be very effective and most 
staff indicated that they feel safe.

4.22 The BCU has a performance culture with integrity: While survey 
respondents were largely positive about receiving the training and development they 
need to perform their roles, staff in the focus groups were not and the most 
commonly cited area for improvement was a gap in investigative skills. There is 
ample evidence that innovation is encouraged and promoted, good performance is 
recognised and rewarded, and that integrity is placed above performance, but all 
could be improved with greater awareness, understanding and application of the 
Area Commander’s RESPECT agenda.

4.23 Problems with contact management are undermining perceptions among staff 
about the quality of service delivered by the area, and the SMT interviewees spoke of 
the need to mainstream tasking and co-ordinating to ensure that intelligence 
underpins decisions about problem prioritisation and resource deployment.

4.24 Diversity: While diversity appears to be well embedded across the area, 
fairness at work procedures are considered effective and staff have confidence in 
their line managers to inspire and solve problems, the audit reveals concerns about 
the consistency of managers’ decision-making and the management of staff 
abstractions. Staff in the focus groups suggested that contact with those on sick 
leave is not applied consistently and the management of abstractions other than 
sickness is thought to be hampered by an ineffective NSPIS HR system. By the time 
of the full inspection support for staff on sick leave was being improved by a force 
initiative entitled operation contact. 

4.25 Comments from the SMT and staff focus groups confirm that there have been 
instances of bullying, awareness of which has undermined the confidence of some 
staff in the way managers deal with the problem. The audit team heard that first line 
supervisors do not always challenge inappropriate behaviour and this is clearly an 
area in which the RESPECT agenda could make a positive impact. Concerns about 
the degree of commitment to staff retention within the area appear to fly in the face of 
evidence of the SMT’s openness to flexible working and workforce modernisation. 

4.26 Personnel Management: Staff have regular and meaningful contact with 
their line managers who show genuine interest in their development, encourage them 
to learn, and deal with personnel issues in an appropriate and timely manner. Pride 
in the service delivered is undermined by concerns about contact management but 
perceptions about being trusted, valued and included are improving following the 
recent restructure and more supportive style of management. Coaching and 
mentoring works well and consistently.

4.27 Communication: Much time is invested by the SMT to maintaining visibility 
and availability yet staff feel this remains an area for improvement, particularly 
visibility at places other than York. The communication of relevant information by line 
managers, their availability and response to feedback work well and consistently, but 
staff were less confident about consultation arrangements.  
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5 BCU Performance

5.1 Crime reduction in North Yorkshire Central ACU is poor compared to peers in 
its MSBCU family. The area is ranked worse than peers in four out of the six key 
crime categories: total crime, BCS comparator crime, domestic burglary and vehicle 
crime. Robbery and violent crime are in line with peers. In all cases performance is 
stable. This is illustrated in the table below:

5.2 The sanction detection rate in Central ACU is in line with peers for total crime, 
robbery and violent crime, but below peers for BCS comparator crime, domestic 
burglaries and vehicle crime. Performance in respect of total crime, comparator crime 
and violent crime is stable, while that for domestic burglary, vehicle crime and 
robbery is clearly deteriorating. This is illustrated in the table below:

5.3 The table below shows crime and sanction detection data for the latest 12 
month period (February 2006 to January 2007) compared to the previous 12 months 
and the MSBCU group. Of the five categories of crime, incidents have been reduced 
in all except robbery. Of particular note are the 17.43% reduction in violent crime and 
8.29% reduction for total crime. Compared to peers, however, the ACU remains in 
the bottom quartile of performance for total crime, domestic burglaries and vehicle 

Force Overview Report -
Crimes

Data To The End Of Jan 07

Force/ACU

North 
Yorkshire 
Central

Force Overview Report -
Sanction Detections

Data To The End Of Jan 07

Force/ACU

North 
Yorkshire 
Central
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crime. Its best comparative performance is in robbery and violent crime, for which it is 
in the second highest quartile. With regard to sanction detections, rates have fallen in 
all categories but violent crime, for which the ACU achieves its highest ranking in its 
MSBCU group. Compared to peers the ACU is in the bottom quartile of performance 
for all but violent crime and robbery. 

Performance Indicator
Feb 05 to 

Jan 06
Feb 06 to 

Jan 07
% 

Change 

MSBCU 
Group    
mean

The BCU’s 
ranked 

position

Recorded crime 
per 1,000 population

107.08 98.20 -8.29% 86.32 13th

Recorded crime 
sanction detection rate 24.80% 23.78% -1.03 p.p. 25.49% 12th

Domestic burglary 
per 1,000 households 12.87 11.93 -7.30% 9.83 12th

Domestic burglary 
detection rate 14.04% 9.46% -4.57 p.p. 15.89% 14th

Robberies 
per 1,000 population

0.51 0.62 19.85% 0.74 6th

Robbery 
detection rate 32.35% 23.31% -9.04 p.p. 20.73% 9th

Vehicle crimes 
per 1,000 population 13.92 13.70 -1.52% 9.75 14th

Vehicle crime 
detection rate

9.24% 6.87% -2.37 p.p. 10.99% 14th

Violent crimes 
per 1,000 population 21.38 17.65 -17.43% 18.35 7th

Violent crime 
detection rate 49.13% 50.89% 1.76 p.p. 47.27% 5th
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6 Findings

The focus of the full inspection of Central ACU was informed by a desktop review of 
the most recent iQuanta performance information, the self-assessment return, 
evidence from the leadership audit, and specific concerns raised by the Area 
Commander. Four key areas were identified:

 neighbourhood policing and problem solving;

 improving forensic performance;

 contact management (specifically, the management of demand to meet 
business and customer needs); and

 the national intelligence model.

Consideration was also given to leadership and performance management during
each of the areas inspected.

The evidence is structured under the headings relating to the key areas and 
classified in terms of strengths, work in progress, areas for improvement and, where 
appropriate, recommendations.

6.1 Neighbourhood Policing and Problem Solving

Context

Neighbourhood policing lies at the heart of the force and police authority vision for 
policing in North Yorkshire. Central Area was the pathfinder site for developing the 
concept and the first model was introduced in April 2006. This created separate 
teams for dealing with response and neighbourhood policing in which the bulk of 
resources were nominally devoted to the neighbourhoods. Problems with the ACU’s 
capacity to manage demand blurred the distinction and prompted the Commander to 
redress the balance between response and neighbourhood resources in favour of 
response. A revised structure for policing was introduced across the City of York in 
January 2007. Neighbourhood teams there are now smaller but consist of a balance 
between patrol and dedicated beat officers. The new structure has yet to be 
extended to the district of Selby.

Strengths

 Responsibility for developing neighbourhood policing has been aligned to 
responsibility for implementing and delivering it. Leadership lies with the Area
Commander and there is evidence in Central ACU that he has used his 
autonomy and flexibility to review previous arrangements and introduce more 
effective structures.  

 The ACU is divided into five neighbourhood areas: York North, York South, 
York Central, Selby West and Selby East. Each area is led by an inspector, 
whose role is ‘to work with the local council and other partners to tackle crime, 
disorder and anti-social behaviour.’  Within each neighbourhood there is a 
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cluster of NPTs. Each team has its own sergeant and is comprised of a 
mixture of police officers, PCSOs and special constables. At York a distinction 
is drawn between dedicated neighbourhood officers, who focus principally on 
local problem solving, and neighbourhood patrol officers, whose role is to
respond to incidents within their geographic area.

Work in Progress

 In January 2007, following changes to neighbourhood policing structures in 
the city of York, the ACU completed the Neighbourhood Policing Self-
Assessment Guide for BCU Commanders produced by the Association of 
Chief Police Officers (ACPO) and National Centre for Policing Excellence 
(NCPE). The purpose of this document is to assist police and partners in 
identifying and addressing neighbourhood priorities, improving engagement 
and establishing safer neighbourhoods in which ‘people are confident that 
police and partners are working with them to deal with the issues that really 
matter to them.’ This exercise prompted similar assessments to be initiated in 
the other two areas which collectively informed the development of a 
corporate gap analysis of neighbourhood policing across the force.   While 
this identifies the gaps in current arrangements in the Central area, it does not 
set out the specific actions required to ensure the ACU implements effective 
structures and processes for neighbourhood policing.

 A key expectation and strength of neighbourhood policing is that some 
officers will be dedicated to problem solving in their communities and only 
deployed outside their areas in emergencies. There is evidence that some 
dedicated neighbourhood policing officers in Central ACU are regularly 
deployed to assist with the work of response officers. In doing so they are not 
only drawn away from their core function but often their specific geographic 
area as well. The same situation pertains to neighbourhood patrol officers at 
York who often find themselves being deployed to incidents outside their 
neighbourhoods. The structure of neighbourhood policing has only recently 
been implemented, however, and roles may become clearer as it becomes 
more embedded. In the meantime a policy is needed to ensure that 
abstractions are reduced to the essential minimum.

 PCSOs feel integrated with colleagues in the NPTs. They are tasked by 
supervisors and feedback about their visibility from the public, partners and 
the police authority is positive. Their number is set to increase from 32 to 93 
by April 2007.

 The name of every member of each NPT was published in local policing 
summaries for each neighbourhood area in April 2006. Lists of names also 
appear on the force web site which, at the time of the inspection, required 
updating with personnel changes and clearer directions for public contact. A 
dedicated telephone number and email address exists for the public to 
contact the teams covering the City of York. This is managed by 
administrative support officers who relay information to team members. A 
similar system is intended for the district of Selby.

 The structure for community engagement is developing. Across the district of 
Selby there is a synergy between the policing neighbourhoods and pre-
existing system of six community investment prospectuses (CIPs). Each CIP 
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has a joint action group (JAG) to promote engagement between local people, 
the police and other key agencies with a view to identifying and tackling 
specific issues of local concern. Positive feedback has been received from 
communities about neighbourhood policing and the visibility of PCSOs. Local 
councillors are engaged through the JAG process. Not all JAGs across the 
city of York are yet operating; the last three to be established go live by the 
end of May 2007. 

Areas for Improvement

 The benefits of the shift pattern for dedicated neighbourhood officers and their 
supervisors need to be weighed against its limitations for flexibility and 
consistency. The officers and their supervisors share the same work and rest 
days across areas in a shift pattern of six days on, four days off. This enables 
them to work together as one larger team rather than several smaller ones to 
tackle problems. In their absence cover should be provided by the 
neighbourhood patrol officers and staff from neighbouring areas. In reality, 
however, such cover is minimal and ineffective. While the concentration of 
resources into a single team may maximise resources on duty days, it 
effectively removes any capability for problem-solving on rest days. Effective 
tasking and co-ordinating of supplementary resources would negate the need 
for such a shift pattern.

 While members the Special Constabulary have welcomed integration with the 
NPTs, a gap exists between what they were trained to deliver in the past and 
what is expected of them in their new role.  From 1 April 2007 the area 
training teams will be transferred from headquarters to area control. This will 
provide the ACU with greater flexibility to bridge the training gap.

 Some staff in the NPTs do not have a clear understanding of their 
performance targets. There is an expectation from the ACU Commander that 
each team will contribute ten sanction detections per month. While the 
Commander considers this target to be reasonable, realistic and achievable, 
he accepts that there will be occasions when some teams, whether for 
abstractions or other priorities, struggle to achieve it, while others may over-
achieve. Flexibility in his expectations allows teams to collaborate to achieve 
targets. This needs to be understood by the neighbourhood area inspectors 
and managed and cascaded to teams. 

 The acting chief inspector (operations) plans to introduce a system of
quarterly performance meetings with the inspectors to discuss performance 
outputs and internal performance indicators, for example sickness and 
abstractions. 

 The vision for neighbourhood policing in Central ACU includes a role for 
community volunteers. While the principle has been agreed, recruitment has 
been deferred. The ACU Commander is currently focusing on getting the 
basic infrastructures right for training and deployment before broadening 
development to include volunteers. 
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Summary

The recent reconfiguration of resources in the ACU seeks to achieve a more effective 
balance between addressing demand and dealing with community problems. Some 
of the basic building blocks of neighbourhood policing - defined areas, dedicated 
resources and a framework for community engagement - are in place and early 
indications from staff, partners and communities are that the rebalance in resources 
provides a more effective foundation for delivering citizen-focused services. The new 
structure has yet to become embedded across the whole area however, and action is 
required to minimise abstractions, maximise deployment to problems through multi-
agency tasking and co-ordinating, develop community engagement, and ensure 
performance requirements are clearly understood. There is also scope to improve 
capacity through the Special Constabulary and broader voluntary sector.

RECOMMENDATION 1

That the Area Commander should use his 
existing gap analysis to devise and 
implement an action plan to improve 
neighbourhood policing arrangements in the 
ACU with clearly defined objectives, 
timescales and accountability.

6.2 Improving Forensic Support

Context

Forensic resources are area based but centrally controlled. The NIM allows flexibility 
within a corporate framework of investigative standards and a monthly summary of 
performance data enables each area to monitor and compare across a range of 
indicators how effective it is in using forensic evidence to detect crimes. 

Strengths

 The area crime manager meets regularly with the head of forensic services at 
the force crime business forum to monitor and review forensic performance.
This is also an occasion for senior representatives from areas and 
departments to consider new approaches and shape forensic policies. A 
package of forensic performance against a range of indicators is published 
monthly to inform effective management.

 Attendance by crime scene investigators (CSIs) at scenes in Central ACU is 
governed by a force forensic scene attendance policy. This requires 100% 
attendance by crime scene investigators at domestic burglaries, commercial 
burglaries and recovered vehicles which have a registered keeper. For all 
other crimes an assessment carried out by the control room to ascertain the 
likelihood of finding recoverable forensic evidence. This assessment is 
informed by the initial investigating area officer who attends the scene. There 
is also flexibility within the policy to attend scenes not specifically mandated 
where a particular problem in the area has been prioritised through the NIM.
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Application of the policy is monitored at the area daily management meetings 
to ensure scenes are attended wherever appropriate.

 Fingerprint, DNA and footwear forensic hits are put into packages by forensic 
services and input on a shared electronic folder by which they are sent to the 
Central Area tasking unit. Packages are graded prior to being sent to 
generate a specific turnaround time and the tasking unit initiates and monitors 
action within the area. All NIM, targets, prolific and other priority offenders, 
and burglary hits are tasked to a dedicated catch and convict unit. Of the 
three ACUs in the force, Central has the lowest proportion of outstanding 
forensic hits: 15.6% compared to 18.3% and 33.3%.

Work in Progress

 There is too much reliance on forensic hits to detect crime and not enough
application of basic investigative practices. While Central Area has the 
highest conversion rate of the three ACUs for primary detections from 
forensic hits for the period April 2006 to January 2007 (69% compared to 66% 
and 44%), it ranks a distant second in relation to overall detections (118% 
compared to 170% and 66%). Only 41% of its converted detections in this 
period were achieved through secondary investigations compared to a force 
best of 61%. Forensic evidence should be used to support investigations. In 
Central Area investigators are overrelying on it. To ensure a more effective 
and consistent approach to investigations from the point of arrest, the ACU 
Commander intends to deploy a team of trained investigators in the principal 
custody suite. This team will be led by a detective inspector and include two
detective sergeants, two detective constables and a trained civilian 
investigator. The team will carry out investigations and also help less 
experienced staff to develop their investigative skills.   

Areas for Improvement

 Forensic awareness in the ACU is poor. A two-day programme of forensic 
awareness training exists for student officers during their probation and all 
operational officers have been issued with an aide memoire setting out the 
forensic attendance policy and advising them on what they should look for 
when attending crime scenes. A large proportion of operational officers have 
not received formal training in crime scene management however, and are 
unable to exercise effective judgement in relation to the application of the 
forensic attendance policy. Greater forensic awareness would ensure better 
preservation of crime scenes, reduce unnecessary attendance by crime 
scene investigators, and maximise forensic opportunities. 

 While processes for obtaining DNA and fingerprints from persons in custody 
are well embedded, footwear evidence is not being used to its full potential. A 
new force database was introduced in 2006 on which to record and search 
footwear impressions. The recording rate is improving but the conversion of 
footwear links to detected crimes remains low.

Summary

Central ACU performs better than its force peers in relation to the timeliness of 
investigating forensic hits and obtaining primary detections. There is too much 
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reliance on forensic hits to detect crime however, and not enough on basic
investigative techniques. This is evident from the relatively low number of secondary 
detections. Inadequate investigation is compounded by poor forensic awareness 
among many area staff, which can also lead to inefficient and ineffective deployment 
of forensic resources to crime scenes.

RECOMMENDATION 21

That the Area Commander, in collaboration 
with the force, should implement an 
accredited training programme for improving 
forensic awareness and investigative skills 
among staff.

6.3 Contact Management

Context

Contact management is a dual responsibility. The majority of incidents reported to 
North Yorkshire Police are received via an automated call handling system in the 
force control room in York. Any contact made direct to local police stations or officers 
is notified to the control room by telephone or radio. Call takers in the control room 
record and grade incidents in accordance with a four tier call grading policy. 
Response is an area function initiated by control room dispatchers.

Strengths

 There is regular and effective liaison between the ACU and the force control 
room. The duty sergeant or police staff supervisor from the local control room 
attends Central Area’s daily management meetings. This provides an 
opportunity to discuss any respective concerns arising from the way in which 
incidents are handled.

 Effective demand management is a key element of delivering a quality service 
and greater flexibility has been introduced for telephone resolution. The 
attendance policy, which required that a police officer physically attend each 
incident, has been reassessed. This has reduced the overall burden of 
demand on area staff and has been a key factor in reducing the number of 
unallocated incidents.

Work in Progress

 The introduction of the original neighbourhood policing model in Central ACU 
in April 2006 reduced capacity for responding to demand. This coincided with 
the introduction of new command and control arrangements in the control 
rooms which took time to become fully operational. As a result incident 
queues in the Central ACU grew to unmanageable proportions. The revised 
structure for policing introduced in York in January 2007 has increased 
capacity for responding to incidents. This has helped to reduce the incident 
queues to a manageable level and also the number of service recovery calls 
made by control room staff in order to manage public expectations in support 
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of the force quality of service commitment. It is too early to evaluate the 
impact of these developments on performance in relation to response to 
emergency and priority calls and public satisfaction.

 Each ACU has recently introduced an incident management unit (IMU) to 
manage the two lower tier grades of call (i.e. the less urgent calls where an 
appointment or other response is agreed) that have not been managed by the 
control room. The IMU assesses the suitability of referred calls for telephone 
resolution or appointment. An appointment car resourced by area staff 
operates between 0700 hours and 2200 hours daily. In order to ensure 
service quality, appointments must be managed within specified timescales. 
Performance data indicates that these arrangements have helped to manage 
down the open incident queues in control rooms by some 20%.

Areas for Improvement

 The effectiveness of the force command and control system depends to a 
large degree on control room staff with responsibility for despatching 
resources knowing the availability and duty state of the area’s deployable 
resources. This in turn depends on area staff updating the control room. 
There is evidence that some neighbourhood patrol officers in Central Area are 
slow to sign on at the start of their tour of duty and have to be prompted by 
the control room to provide updates. This is undermining the efficiency of the 
command and control system and can have a detrimental impact on the 
quality of service delivered by the area.  

 A detective sergeant and two detective constables are deployed to cover 
every nightshift in the force. To inform the force control room of their 
availability for responding to incidents they sign on to the command and 
control system at the start of their tour of duty and provide periodic updates. 
Arrangements for alerting the control room to the availability of daytime CID 
staff are less consistent. Quality of service to the public and the efficiency of 
resource management would be equally served if the principle of visibility on
the command and control system was formally adopted by all CID staff. 

Summary

Capacity to respond to incidents in Central ACU has increased as a result of revised 
structures for neighbourhood policing and the introduction of an incident 
management unit. Efficiency and effectiveness would be improved, however, if all 
deployable area staff, including investigators, promptly signed on to the command 
and control system and provided regular status updates.

RECOMMENDATION 31

That the Area Commander, in collaboration 
with the Head of Public Access, should 
maximise the visibility of deployable ACU 
staff on the force command and control 
system with a view to developing a more 
flexible and collaborative approach to 
demand management.
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6.4 National Intelligence Model

Context

Central Area is aligned through Selby district CDRP and the Safer York Partnership 
to the LSP priorities of Selby and the city of York. This provides a strategic 
framework for the ACU and its partners to plan and correlate priorities, targets and 
problem solving activity. Within this framework there is a system of NIM structures 
and processes to translate strategic priorities into tactical action plans.

Strengths

 The ACU has a well staffed intelligence unit with capacity for a range of 
analytical, research, data management, briefing and field functions, including 
specialist techniques. Staff are largely co-located at ACU headquarters and 
trained in accordance with national standards. Supervisory structures are line-
managed by the superintendent (crime) who has strategic lead within the 
ACU for developing the NIM. Staff meet regularly with the Safer York 
Partnership data analyst and representatives of forensic services to share 
intelligence and co-ordinate joint initiatives. 

 There is a clear structure of inter-connected daily intelligence review
meetings, daily management meetings, and fortnightly tactical and bi-annual 
strategic tasking and co-ordinating meetings which link to tactical partnership 
thematic groups for each control strategy priority. These thematic groups 
meet monthly. Each has a link to the fortnightly tactical tasking and co-
ordinating meetings and reports progress to their respective CDRPs.

 Forensic hits are tasked by the tasking unit outside the daily management or 
fortnightly tasking meetings. This enables taskings to be allocated promptly 
and without unnecessary delay. Investigation is governed by force standards 
and allocation is managed in accordance with area policy. 

 There is evidence of effective collaboration at a tactical level between Central 
ACU and the CDRPs for Selby and York, particularly in relation to reducing 
violence connected with the night-time economy at York. 

Work in Progress

 The Safer York Partnership does not provide adequate strategic direction to 
partnership working in York. It has board and executive structures that 
oversee tactical delivery by thematic task groups which are co-ordinated by 
the partnership director. The chair of the board is not the same person who 
chairs the executive, neither of whom is the designated chair of the CDRP. It 
is not clear what purpose either structure serves, how each supports or
complements the other, or how they focus and drive partnership activity.
Arrangements were reviewed at a senior managers’ workshop in January 
2007. It was acknowledged that the relationship with the LSP is under-
developed, board and executive structures are ineffective, the connection 
between drugs and crime is neither fully understood nor being effectively 
addressed, and that decision-making and accountability are poor. Thirty-two
recommendations for improvement were proposed and, subsequent to the 
inspection, agreed by the partnership. These include a more participative role 
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for the jointly funded local authority liaison officer (LALO) whose role does not 
currently sit within the partnership structure but whose functions are all 
partnership related.

 CDRP partners have a key role to play in reducing crime and disorder and 
statutory requirements for triennial audits and strategies are being 
superseded by closer integration through the NIM. Within the NIM framework 
there is a pivotal role for a shared control strategy that translates common 
strategic priorities into multi-agency programmes of work. This should set out 
a joined-up approach for partners to achieve their PSA1 targets for crime and 
disorder and, through clearly defined objectives, timescales and 
responsibilities, provide a clear framework for holding individual partners to 
account for the delivery of specific actions. In Central ACU the recent 
appointment of a CDRP partner to take the strategic lead for one of the 
control strategy priorities is a step in the right direction to promoting a more 
integrated partnership approach. The current control strategy is 
predominantly police-oriented however, and accountability arrangements for 
delivering intelligence, enforcement and prevention priorities, which are often 
conditional on more than one person or agency taking action, are not clear.
This area of development needs to be considered in conjunction with 
transforming the strategic assessment into a partnership strategic 
assessment (see under AFIs below). 

 Intelligence officers have recently started to attend shift briefings at York on a 
regular basis to engage with operational staff and provide additional 
information concerning briefing items. While the intelligence officers find these 
visits valuable for improving the flow of information to and from the 
intelligence unit, they acknowledge that the purpose has not been well 
marketed and some operational staff do not understand how to maximise 
benefit from the opportunity. A similar function is performed at Selby by a field 
intelligence officer (FIO).

 There are plans to co-locate police and district council staff in Selby from 
March 2007. Similar plans exist at York following a recent partnership 
workshop. These developments will improve communication, collaboration 
and the delivery of effective multi-agency tactical plans. 

 By raising plan ownership to a minimum of inspector rank and making
taskings more specific the ACU has already ensured there is a more solid 
foundation for delivery and accountability through tasking and co-ordinating. 
The inspection raised residual questions however about the effectiveness of 
recording practices, bidding processes for additional resources, the 
consistency of chairing arrangements, and the robustness of holding plan 
owners to account for providing updates. The template and style of the daily 
tasking document disseminated to inspectors and sergeants, and which 
features on the electronic briefing system, are poor; it needs to be much 
clearer and easier to read. Approaches for additional resources tend to be 
made directly to the tasking unit, not within the daily or fortnightly meetings, 
and too many updates are still delivered late, which delays the opportunity for 
review and any further tasking. Accountability would be improved by ensuring
appropriate and consistent chairing arrangements for the daily management 
meeting.
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Areas for Improvement

 There is not the degree of strategic integration between the ACU and other 
responsible authorities in its two CDRPs that is needed to develop effective 
multi-agency strategic approaches to reducing offending. Although there is 
evidence of partnership involvement in the production of the biannual 
strategic assessment, the result is largely police-oriented. It is owned by the 
detective inspector intelligence and produced by the area intelligence unit 
largely using police data. While it integrates the key crime and disorder issues 
of each CDRP in its control strategy priorities, its stated aim – ‘to assist 
management in strategic planning and partnership working across North 
Yorkshire’ – underlines its limited role as an internal tool of the SMT and 
performance information makes only scant reference to CDRP PSA1 targets.
The Home Office review of partnership provisions of the Crime and Disorder 
Act envisages that the strategic assessment should be a partnership initiative 
used to inform a shared control strategy (see under work in progress above).

 There is a disconnection between the area control strategy and the ACU 
business plan. The former should set out the operational focus and 
underpinning priorities for the area based on the strategic assessment, while 
the latter should ensure that resources, structures and business support are 
fit for purpose. Currently the priorities of the one do not correlate with the 
objectives of the other and the links between them are not clear. For example, 
the strategic assessment and control strategy do not identify the widely 
acknowledged need to improve forensic awareness and investigative skills, 
while the business plan does, albeit loosely. The NIM provides a mechanism 
to unite operational and business requirements within a single planning, 
performance management and accountability framework that ensures a clear 
focus on strategic outcomes and targets.

 Responsibility for providing business support within the ACU for the NIM is 
divided between the intelligence unit and the tasking unit, each with its own 
line manager. The former produces the intelligence products that inform 
decision-making; the latter allocates the taskings arising from decision-
making and collates the results which, in turn, should feed into the intelligence 
system. The two units are clearly interdependent but the inspection found that 
communication and co-ordination between them is poor. Some tasking 
returns are not being entered on the intelligence system, while other efforts 
are being duplicated. Closer collaboration would not only improve 
effectiveness but also capacity, resilience and efficiency.

 Forensic plans are not always considered or actioned where appropriate at 
tasking and co-ordinating meetings despite the attendance of the crime scene 
manager or his representative. Taskings can therefore be incomplete and 
requirements not clearly recorded. This can result in people either not 
considering forensic implications or developing plans in isolation and without
consultation with the CSI manager.

Summary

Partnership works best in Central ACU at a tactical level where there is evidence of 
effective multi-agency tasking and co-ordinating to address control strategy priorities. 
The multi-agency planning framework in which the NIM operates correlates priorities 
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in a control strategy but does not bring the various partners together in a strategic 
programme of work aimed at addressing the longer-term, underlying causes of crime 
and disorder. Structures and processes are largely police led and police focused.
The strategic assessment and control strategy should serve as planning tools for 
partners as well as police. They should identify common objectives and targets in 
support of shared visions for the communities of Selby and York, and set out a multi-
agency programme of clearly defined intelligence, enforcement and prevention 
priorities for which partners can be held to account by their peers. Efficiency and 
effectiveness are also affected by unnecessary disconnections between the 
intelligence and tasking units and the control strategy and area business plan. 

RECOMMENDATION 41

That the Area Commander should review 
national intelligence model structures and 
processes in the ACU to ensure functional 
clarity, effectiveness and robust 
accountability.  

RECOMMENDATION 5

That the Central Area strategic assessment
and control strategy should be underpinned 
by effective partnership engagement and 
reflect multi-agency leadership, commitment 
and accountability for the delivery of 
partnership strategies to reduce offending.

6.5 Leadership

Strengths

 Partners and key stakeholders spoke positively of the way in which the 
Central ACU Commander uses his autonomy to grip and address the right 
issues, for example leadership, culture and neighbourhood policing. Staff 
welcome his visibility and the impact that recent SMT changes have had on
morale.

Work in Progress

 The reorganisation and restructure of uniform resources at York to improve 
the delivery of neighbourhood policing has brought greater role clarity to 
response and neighbourhood teams. The ACU Commander intends to extend 
the model to Selby.  

 Following concerns raised in the annual staff survey about leadership style 
and visibility across the force, Central ACU’s Commander devised the 
RESPECT agenda. This seeks to instil and reinforce a sense of ownership 
and responsibility among staff by ensuring there is an effective balance 
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between the delivery of performance and the development of staff. Its title 
reflects the initial letters of its seven key principles: realise staff potential; 
enable development, improvement and performance delivery; secure a 
supportive culture and environment; praise good work; encourage a 
coaching, nurturing leadership style; challenge inappropriate behaviour; train 
and develop supervisors. The agenda is being led by the ACU Commander 
with support from his SMT and communicated and nurtured through a 
programme of briefing sessions, action centred learning groups and 
leadership development meetings. Its aim is to create an environment in 
which leaders are encouraged and assisted to take ownership of their 
professional development through self-help and external support. Evaluation 
plans are rudimentary and need to be developed.

 The ACU Commander has developed plans for the introduction of a staff 
group to complement the external focus of the force race and diversity action 
group (RADAG) and progress internal diversity issues. ‘Working Together’ will 
bring together representatives of the various internal diversity groups and 
staff associations with SMT business leads under the overall leadership of the 
ACU Commander. The inaugural meeting of the group is scheduled for April 
2007. It will meet quarterly and any actions will be fed into the SMT meetings 
so that progress can be facilitated and monitored.

Areas for Improvement

 The inspection team found evidence that teams are operating too 
independently of each other and not maximising potential for joint problem-
solving initiatives and performance outcomes. It heard of licensing 
applications being forwarded to the licensing unit but not shared with the 
relevant neighbourhood team so that local representation can be made; of 
warrants executed by CID officers without the knowledge of the local NPT; of 
high visibility patrols clashing with covert operations; of communication 
blockages between area staff and CSIs. Greater communication, 
collaboration and co-ordination between teams would provide a stronger 
foundation for delivering performance.

RECOMMENDATION 61

That the Area Commander should use his 
RESPECT agenda to promote a culture of 
teamwork and collaboration across the 
ACU.

6.6 Performance Management

Strengths

 The operational police support unit (OPSU) has taken over data inputting 
responsibilities from front line staff (e.g. wanted person files, PACE 1 and 
encounter forms, domestic violence forms), thereby freeing them to focus on 
operational duties. It quality assures information to ensure accuracy and 
timeliness and provides management information to the ACU managers 
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regarding team and individual performance across a range of fourteen 
management indicators.  The system is being developed to capture good 
practice and under performance which will be fed into PDR reports.

Work in Progress

 The performance of staff is maintained via PDR with biannual written reports 
and monthly health checks.  Management information is being developed 
around the shifts (band) performance to allow comparison between different
response teams via quarterly performance meetings between the chief 
inspector (operations) and response inspectors.

Areas for Improvement

 The range of tasks undertaken by the OPSU is growing.  Its auditing remit is 
to be expanded to include the monitoring of interviews with suspects, lost and 
found property, and crime management. A data system is being developed to 
provide simple access for managers to detailed information about individual 
performance. While the potential business benefits of these developments are 
clear, they have implications for the resourcing of the unit and successful 
implementation will depend on adequate staffing levels, skills and resilience.
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7 Recommendations

 That the Area Commander should use his existing gap analysis to 
devise and implement an action plan to improve neighbourhood 
policing arrangements in the ACU with clearly defined objectives, 
timescales and accountability.

 That the Area Commander, in collaboration with the force, should 
implement an accredited training programme for improving forensic 
awareness and investigative skills among staff.

 That the Area Commander, in collaboration with the Head of Public 
Access, should maximise the visibility of deployable ACU staff on 
the force command and control system with a view to developing a 
more flexible and collaborative approach to demand management.

 That the Area Commander should review national intelligence model 
structures and processes in the ACU to ensure functional clarity, 
effectiveness and robust accountability.  

 That the Central Area strategic assessment and control strategy should 
be underpinned by effective partnership engagement and reflect multi-
agency leadership, commitment and accountability for the delivery of 
partnership strategies to reduce offending.

 That the Area Commander should use his RESPECT agenda to 
promote a culture of teamwork and collaboration across the ACU.
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Appendix A – GL3 Notional Contract 

Purpose
The notional contract follows an HMIC inspection of North Yorkshire Central ACU, 
which was conducted between 26 February and 2 March 2007. The contract sets out 
actions and outcomes required of the area. The contract is between HMIC, the Area 
Commander and the ACPO line manager.

Action Required
BCU inspection reports published by HMIC contain a number of recommendations. 
Recommendations must be implemented unless there are exceptional circumstances 
which make it inappropriate or impossible. 

HMIC will reassess the area’s performance outcomes in relation to these 
recommendations by 31 March 2008.

Recommendation 1

That the Area Commander should use his existing gap analysis to devise 
and implement an action plan to improve neighbourhood policing 
arrangements in the ACU with clearly defined objectives, timescales and 
accountability.

 This recommendation is about developing a clear plan for developing 
neighbourhood policing in York and Selby to national benchmark standards 
and holding individuals to account for the implementation of clearly defined 
actions within stipulated timescales.

 HMIC will look for evidence of more effective management and co-ordination 
of resources and improved performance results, specifically increased public 
satisfaction and confidence and reduced fear of crime.

Recommendation 2

That the Area Commander, in collaboration with the force, should 
implement an accredited training programme for improving forensic 
awareness and investigative skills among staff.

 This recommendation is focused on improving the quality of investigations by 
raising forensic awareness and developing individual investigative skills. 

 HMIC will look for evidence of a consistent and systematic training 
programme for staff and improved investigative outcomes, specifically higher 
sanction detection rates and increased proportion of forensic conversions to 
primary and secondary detections.
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Recommendation 3

That the Area Commander, in collaboration with the Head of Public Access, 
should maximise the visibility of deployable ACU staff on the force 
command and control system with a view to developing a more flexible and 
collaborative approach to demand management.

 This recommendation is about developing a more efficient and effective 
approach to demand management across the ACU.

 HMIC will look for evidence of more effective management of deployable 
resources and greater collaboration between teams. 

Recommendation 4

That the Area Commander should review national intelligence model structures 
and processes in the ACU to ensure functional clarity, effectiveness and 
robust accountability.

 This recommendation is about ensuring that bidding processes, tasking 
practices, meetings and accountability arrangements are effective; greater 
communication and co-ordination between the intelligence unit and the 
tasking unit; and appropriate use of forensic plans. 

Recommendation 5

That the Central Area strategic assessment and control strategy should be 
underpinned by effective partnership engagement and reflect multi-agency 
leadership, commitment and accountability for the delivery of partnership 
strategies to reduce offending.

 The area needs to review the effectiveness of partnership working 
arrangements in York and Selby, particularly the extent to which partners are 
engaged and held to account.

 This recommendation is about police and partners working more closely 
together to develop and deliver a shared vision for reducing offending and 
promoting community wellbeing. Leadership, commitment and accountability 
are the essential drivers.

 HMIC will look for evidence that strategic and tactical plans reflect joined-up 
thinking and multi-agency collaboration that seek to reduce crime and 
disorder by addressing the underlying causes and patterns of offending. 
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Recommendation 6

That the Area Commander should use his RESPECT agenda to promote a 
culture of teamwork and collaboration across the ACU.

 This recommendation is focused on developing organisational culture to 
promote a more co-ordinated and collaborative approach to deployment and 
managing demand.

 It is about instilling greater ownership and responsibility for performance 
among staff through leadership, communication and teamwork.

 HMIC will be looking for evidence of cultural development leading to improved 
performance outcomes.

Improvement Outcomes
References to performance improvements in future assessment include the ACU’s 
progress in relation to its operational priorities and targets and its position in relation 
to peers in its MSBCU family.

HMIC will look for evidence of progress in the specifically identified areas for 
improvement in this report.

There will be occasions when circumstances change beyond the control of either the 
Area Commander or the force whereby the implementation of certain 
recommendations or improvement outcomes is rendered unrealistic and void.  
Account will be taken of any such factors when the area is revisited by HMIC.

Revisit and Review
North Yorkshire Central ACU will be revisited in April 2008 to assess progress in 
relation to this notional contract. During the visit HMIC will make an overall 
assessment that will fall within one of the following four options:

1) Fully discharged;

2) Partially discharged with further revisit scheduled;

3) Fully or partially discharged with aspects voided; or

4) Not discharged with PCSD referral.


