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1. Background 

The 2016 inspection 

In July 2016, Her Majesty’s Inspectorate of Constabulary and Fire & Rescue 

Services (HMICFRS)1 conducted a child protection inspection of Cumbria 

Constabulary.  

We published the report of our findings in January 2017.2 We concluded that the 

constabulary had demonstrated a strong commitment to improving services for 

children in need of protection, and were encouraged that progress was being made 

to improve staff awareness of vulnerability and wider safeguarding issues. We also 

found that there was a constabulary-wide focus on safeguarding and working to 

improve outcomes for children, and that the constabulary was taking steps to 

improve co-ordination and development of its approach to child sexual exploitation. 

While this was positive, inspectors also identified areas for improvement. In 

particular, the constabulary was not as involved as it should have been in the initial 

multi-agency assessment and prioritisation of risks to vulnerable children. As a 

consequence, the police were generally not contributing at the earliest opportunity to 

the development of longer-term protective plans for at-risk children. They also 

showed a lack of understanding of the extent of child sexual exploitation (CSE) 

occurring across the constabulary area, along with an inconsistent approach to how 

to this type of offending was being tackled.  

The protection of some children who regularly went missing from home was also 

inconsistent. Although the initial response to locate a child was often good, early 

intervention and long-term inter-agency planning were often ineffective. Inspectors 

also found that in some serious cases allocated to non-specialist teams, enquiries 

and investigations had been undertaken by insufficiently skilled and knowledgeable 

staff.  

The 2016 report therefore made a series of recommendations aimed at improving 

child protection practice in Cumbria. 

                                            
1
 The 2017 post-inspection review was carried out before 19 July 2017, when HMIC also took on 

responsibility for fire & rescue service inspections and was renamed HM Inspectorate of Constabulary 

and Fire & Rescue Services. The methodology underpinning our inspection findings is unaffected by 

this change. References to HMICFRS in this report may relate to an event that happened before 19 

July 2017 when HMICFRS was HMIC. Citations of documents which HMIC published before 19 July 

2017 will still cite HMIC as the publisher. 

2
 National Child Protection Inspections – Cumbria Constabulary, HMIC, 2017. Available from: 

www.justiceinspectorates.gov.uk/hmicfrs/publications/cumbria-national-child-protection-inspection/  

http://www.justiceinspectorates.gov.uk/hmicfrs/publications/cumbria-national-child-protection-inspection/
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The 2017 post-inspection review 

In March 2017, the constabulary provided HMICFRS with an action plan setting out 

how it intended to respond to the recommendations in the original report. Since then, 

HMICFRS has continued to monitor and support the improvement activity by the 

constabulary, and in June 2017 a post-inspection review was conducted to assess 

its progress.  

The review included: an examination of constabulary policies, strategies and other 

documents; interviews with officers and staff (including the chief officer lead and the 

head of public protection); and an audit of 30 child protection cases (specifically 

related to the areas for improvement set out in the 2016 inspection report).  

Summary of findings from the post-inspection review  

Cumbria Constabulary continues to demonstrate strong commitment to improving its 

services for the protection of vulnerable people. Inspectors found clear evidence of 

strong leadership and oversight by the chief officer team and the senior officers who 

manage the public protection command; they have acted decisively following the 

2016 inspection, and have demonstrated a strong commitment to protecting children 

and improving practices. Since the 2016 inspection, the constabulary has also 

reviewed its public protection structures, systems and processes, and invested extra 

resources in child protection.  

Although some of these structures are still evolving, it is clear that the constabulary 

has made significant improvements to how it recognises and responds to CSE,  

its referral and risk assessment processes, and the awareness of officers and staff 

about the link between children who regularly go missing from home and CSE.  

Improvements were also evident in the child protection investigations allocated to 

non-specialist teams; inspectors were pleased to find that additional risks were being 

recognised and responded to at an earlier stage, leading to better protective plans.  

This is a significantly improved picture. In particular, the commitment and dedication 

to change displayed by the chief officer team is both evident and impressive, and is 

widely recognised by the staff and officers who were spoken with as part of this  

post-inspection review. Moreover, while improvements are still needed to child 

protection practice, these now relate to procedural errors and inconsistencies as 

opposed to a failure to recognise and respond to risks to vulnerable children 

effectively. 

Evidence of the significant improvements that have been made can be found in the 

results of the case files audit. In July 2016, HMICFRS assessed 81 cases and rated 

the constabulary’s practice as good in 20 (24 percent), requiring improvement  

in 35 (44 percent), and inadequate in 26 (32 percent). Of the 30 cases assessed in 

this post-inspection review, HMICFRS found the constabulary’s practice to be good 

in 20 cases (66 percent), requiring improvement in 8 (26 percent) and inadequate  
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in 2 (4 percent). While the sample sizes are different, this represents a significant 

shift and is indicative of the progress made.  

Overall, inspectors consider that Cumbria Constabulary recognises its continuing 

need to improve, and understands what is needed to ensure that it provides 

consistently good child protection practice across the entire constabulary area.  

The constabulary has taken some important steps to address the recommendations 

from the 2016 inspection and, as a result, is able to demonstrate clearly improved 

outcomes for children.  

HMICFRS is encouraged by the progress made, and is assured of the continuing 

commitment of the constabulary to making further improvements.  
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2. Post-inspection review findings 

Initial contact 

Recommendations from the 2016 inspection report: 

 We recommend that, within three months, Cumbria Constabulary reviews its 

processes to ensure that its staff can draw together all available information 

from police systems in order better to inform their responses and risk 

assessments.  

 We recommend that, within three months, Cumbria Constabulary ensures that 

its officers always record their observations of a child’s behaviour and 

demeanour in records of domestic abuse incidents so that better assessments 

of a child’s needs are made. 

Summary of post-inspection review findings 

Cumbria Constabulary has reviewed its approach and developed new processes.  

As a result, it now recognises and responds to risk more effectively, which has led to 

the development of improved protective plans in the cases reviewed. 

Detailed post-inspection review findings 

In 2016, inspectors were troubled to find that, while officers and staff were competent 

generally knowledgeable when dealing with calls that clearly related to child 

protection, some assessments of the extent and nature of risk faced by a child were 

undermined because staff could not access all the relevant information. Some critical 

information relating to risk and vulnerability was held on systems that could only be 

accessed by staff in the public protection unit. As a consequence, there was an 

increased risk that frontline officers attending incidents were not adequately informed 

of all of the relevant and necessary information, and this could affect adversely their 

decision-making.  

Since the 2016 inspection, Cumbria Constabulary has reviewed its structures and 

processes for identifying, assessing and prioritising risk. It has implemented new 

training and methods of communication to improve staff awareness of the 

importance of drawing together all available information from police systems to 

inform their responses and risk assessments more accurately. Control room staff can 

now access all the relevant information about a child and, in the cases reviewed, 

inspectors found that risk assessments are more consistently undertaken and that 

the increased qualitative information has improved their assessments of the nature 

and extent of risks to vulnerable children. 

Inspectors were also pleased to find that details relating to the behaviour and 

demeanour of a child are now more frequently (though not always) recorded, and 
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these are informing both the development of protective plans and the referral 

decisions made within the constabulary. 

Assessment and help  

Recommendations from the 2016 report: 

 We recommend that Cumbria Constabulary immediately undertakes a review, 

together with children’s social care services and other relevant agencies, to 

ensure that the constabulary is fulfilling its statutory responsibilities as set out 

in Working together to safeguard children. As a minimum, this should include:  

 the assessment of risk, how information is shared and the development of 

joint protective plans; and  

 recording on police systems decisions reached at meetings to ensure that 

staff are aware of all relevant developments. 

 We recommend that, within three months, Cumbria Constabulary improves 

practice in cases of children who go missing from home. As a minimum, this 

should include:  

 improving staff awareness of their responsibilities for protecting children 

who are reported missing from home and, in particular, those cases where 

it is a regular occurrence;  

 improving staff awareness of the links between children going missing 

from home and the risk of sexual exploitation;  

 improving staff awareness of the significance of drawing together all 

available information from police systems, including information about 

people who pose a risk to children, better to inform risk assessments;  

 ensuring that staff are aware of the need to pass this information from 

police systems, including information about people who pose a risk to 

children, on to other agencies; and  

 identifying the range of responses and actions that the police can 

contribute to multi-agency plans for protecting children in these cases. 

Summary of post-inspection review findings 

Cumbria Constabulary has taken steps to improve its assessment of risk and 

response to children who go missing from home; it has reviewed its approach and 

developed new processes. As a result, it has begun to recognise risk (particularly of 

CSE) more effectively which, in some cases, has led to the development of improved 

protective plans for vulnerable children. 
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Detailed post-inspection review findings 

In July 2016, HMICFRS found examples of agencies, including Cumbria 

Constabulary, working together well; identifying risks, making plans to reduce such 

risks, and supporting children and families. However, inspectors also established 

significant weaknesses in the effectiveness of the referral and assessment 

processes within the multi-agency safeguarding hub (MASH),3 and the effect that 

such inadequacies could be having on the development of appropriate protective 

plans. Inspectors found evidence that although staff within the MASH routinely 

passed information to the local authority, in a significant number of the cases 

reviewed there was no record of any police involvement in the assessment of  

longer-term risk or the development of protective plans. Moreover, there was often 

no evidence of a strategy discussion or meeting taking place, and no detail of what 

(if any) joint assessments of need had taken place. The consequence of this was 

that a joint plan to investigate the case and safeguard the affected children was 

either not developed or recorded, thereby leaving children at risk of significant harm.  

Since the 2016 inspection, the constabulary has worked with partners to review its 

arrangements for the assessment of risk and the development of protective plans. 

The office of the police and crime commissioner has provided significant funding and 

commissioned an external review of multi-agency safeguarding arrangements across 

the county. This is being coordinated by the local safeguarding children’s board and, 

while the review is continuing, has already resulted in significant improvements to 

the way risk is assessed jointly by the agencies involved and in how protective plans 

are developed. The constabulary is clearly committed to a process of continual 

monitoring and review to ensure it is fulfilling its responsibilities under the Working 

together to safeguard children guidance.4  

In July 2016, inspectors were also worried about the protection of some children who 

regularly went missing from home. While inspectors saw evidence of sensitive 

engagement with children, this often focused on the most recent missing episode 

rather than taking account of recorded information about previous occurrences. 

Inspectors also found that officers did not always recognise that children who 

regularly go missing from home may be at an increased risk of CSE. This is 

demonstrated by the example on the following page. 

                                            
3
 A MASH is a multi-agency safeguarding hub that brings together a range of public sector 

organisations with responsibilities for the safety of vulnerable people. Staff from organisations such as 

the police and local authority work alongside each other, sharing information and co-ordinating 

activities to help protect the most vulnerable children and adults from harm, neglect and abuse. 

4
 Working together to safeguard children: A guide to inter-agency working to safeguard and promote 

the welfare of children, HM Government, February 2017 (latest update). Available from: 

www.gov.uk/government/publications/working-together-to-safeguard-children--2  

http://www.gov.uk/government/publications/working-together-to-safeguard-children--2
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Since the 2016 inspection, Cumbria Constabulary has reviewed its processes for 

assessing escalating risk, and has provided additional vulnerability training to 

frontline staff. This has resulted in a better awareness of the risks faced by children 

who go missing from home and the link to increased risks of sexual exploitation. 

Inspectors were pleased to see that the constabulary has improved its processes for 

reviewing CSE and missing-from-home incidents, and that this has resulted in better 

oversight of child protection and safeguarding incidents, as the example below 

shows.  

As previously described, the constabulary has reviewed its structures and processes 

for identifying, assessing, and prioritising risk; the call management and resolution 

team completes detailed assessments in which potential risks to a child (such as 

previous missing episodes) are identified, by drawing together all relevant 

information from police systems. This has improved the quality of risk assessments 

which now more accurately describe the nature and extent of the risks posed to 

children. The team deals with large volumes of information quickly and efficiently. 

Risk is assessed and prioritised and timely referrals are made to ensure the prompt 

development of protective plans. 

Investigation  

Recommendations from the 2016 report: 

 We recommend that Cumbria Constabulary immediately improves its child 

sexual exploitation investigations, paying particular attention to:  

 improving staff awareness, knowledge and skills in this area of work;  

 ensuring a prompt response to any concern raised;  

 undertaking risk assessments that consider the totality of a child's 

circumstances and risks to other children; and  

A 14-year-old girl was reported to the constabulary as missing. This had not 

happened before. Staff in the control room conducted thorough and timely 

research and established that she was potentially vulnerable to sexual exploitation 

and domestic abuse – which may have contributed to her going missing. As a 

result, she was appropriately assessed as being at high risk, thus prompting an 

immediate response by officers. Once she had been located by the constabulary, 

it made an immediate referral to children’s social care, from which a multi-agency 

protective plan was agreed and implemented. The girl is now on child protection 

and sexual exploitation registers, ensuring her welfare is prioritised by the police 

and other agencies.  
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 improving the oversight and management of cases (to include auditing of 

child abuse and exploitation investigations to ensure that standards are 

being met).  

 We recommend that, within three months, Cumbria Constabulary improves its 

child protection investigations, by ensuring that, as a minimum:  

 every referral received by the police is allocated to a team with the skills, 

capacity and competence to undertake the investigation;  

 investigations are supervised and monitored and, at each check, the 

supervisor reviews the evidence and any further enquiries or evidence 

gathering that may need to be done; and  

 until such time as these changes are part of routine practice, the 

constabulary should conduct regular reviews of practice that include the 

quality and timeliness of investigations.  

Summary of post-inspection review findings  

Cumbria Constabulary has taken action to improve its child protection investigations, 

including those involving CSE. The constabulary has improved its approach to CSE 

victims and perpetrators, and this is improving the quality of decision-making. In a 

small number of the cases reviewed which had been allocated to non-specialists, 

investigations continued to be delayed unnecessarily.  

Detailed post-inspection review findings 

In July 2016, HMICFRS was troubled by the quality of the constabulary’s 

investigations into matters of CSE. In a number of the cases examined, signs of risk 

had been missed, lines of enquiry had either not been followed up or had taken too 

long, and there was evidence of failures to respond to information and intelligence 

and to pursue offenders. In such cases, the immediate safeguarding measures were 

adequate but the constabulary often failed to identify wider risks.  

Since the 2016 inspection, Cumbria Constabulary has provided additional training 

and issued updated guidance to staff. Inspectors saw evidence of improvements in 

the identification of both victims and perpetrators of CSE.  

The constabulary has taken some important steps to identify and protect children at 

risk of sexual exploitation. It has introduced a dedicated response to both CSE 

victims and perpetrators, and inspectors saw evidence of new and more effective 

frameworks being used both to co-ordinate activity better and to reduce risk in a 

timely manner. Inspectors found that, since the constabulary’s relatively recent 

introduction of new multi-agency processes to co-ordinate safeguarding planning, 

activity to tackle and deal with the effects of CSE has improved.  
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In July 2016, HMICFRS was also troubled to find that some serious cases (including 

rape and other sexual offences) which were dealt with by non-specialist officers were 

of a poorer standard than those dealt with by specialist officers, with some drift in 

investigations. 

Since the 2016 inspection, Cumbria Constabulary has reviewed its referral 

processes and provided additional training to staff to ensure that decisions to 

allocate investigations are carefully considered and are informed by all relevant 

information. The constabulary has also provided additional training to non-specialist 

staff to ensure that investigations are conducted by those with the skills and 

competence to undertake them. Inspectors were pleased to see evidence, in the 

majority of cases reviewed, of improvements in the quality of those child abuse 

investigations allocated to non-specialist teams. However, while additional training 

has been provided, inspectors also found a small number of cases in which clear 

safeguarding risks were identified but had not been properly responded to at the 

earliest opportunity, leading to delays in the implementation of protective plans, as 

the following example shows.  

 

The constabulary continues to review its performance management and quality 

assurance framework, and has developed a review process to regularly audit the 

nature and timeliness of decision-making. The reviews are carried out by a dedicated 

team, with learning and development opportunities identified, recorded and fed into 

the constabulary’s strategic governance structures. HMICFRS acknowledges this as 

evidence of the constabulary’s commitment to continual improvement. Through this 

significant and positive step, inspectors observed demonstrable evidence of learning 

being passed on to frontline officers and staff, and also being used to inform 

decisions about future constabulary-wide training.  

The National Society for the Prevention of Cruelty to Children contacted police 

about a 15-year-old girl who it believed was being sexually exploited by an adult 

male to whom she owed money for drugs. The initial response of the constabulary 

was delayed and it was two days before the investigating officer spoke to the 

child. Once the child had been spoken to, the investigation progressed and the 

suspect was arrested. However, despite the obvious vulnerability of the child, 

there was no immediate referral made by the constabulary for a safeguarding plan 

to be developed, and it was another month before a strategy meeting took place. 

Once the constabulary recognised the level of risk to the child, an appropriate 

protective plan was developed and overseen effectively. 
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Decision-making 

Recommendation from the 2016 inspection report: 

 We recommend that, within three months, Cumbria Constabulary takes steps 

to ensure that all relevant information is properly recorded and is readily 

accessible in all cases where there are concerns about the welfare of 

children. Guidance to staff should include:  

 what information should be recorded (and in what form) on systems to 

enable good quality decisions;  

 the importance of sending the information to the correct police department 

and/or relevant partner agency; and  

 the importance of ensuring that records are made promptly and kept up to 

date.  

Summary of post-inspection review findings 

Cumbria Constabulary has provided additional training and developed new, 

constabulary-wide processes to improve the accurate and timely recording of 

information. 

Detailed post-inspection review findings 

In July 2016, inspectors established that, while there were examples of officers 

taking appropriate protective action, the poor standard of recording information on 

police systems across the constabulary was undermining its efforts to safeguard 

children.  

Since the 2016 inspection, Cumbria Constabulary has provided additional training for 

staff and developed new, constabulary-wide processes to improve the accurate and 

timely recording of information. The practice of accurate information-recording is 

essential for good decision-making in child protection matters, and inspectors were 

pleased to see evidence of better and more consistent recording which was then 

used to develop protective plans more quickly. Inspectors were also pleased to find 

that, in most of the records examined, there were regular updates about the progress 

of an investigation (or the reasons for delay), and information relating to contact with 

children and families.  

However, in some of the cases reviewed, inspectors continued to discover important 

information relating to joint safeguarding decisions and the outcomes of strategy 

meetings was missing, and that there were delays in recording such information on 

police systems. This was especially prevalent in investigations carried out by  

non-specialist units. 
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Trusted adult  

Recommendation from the 2016 inspection report: 

 We recommend that, within three months, Cumbria Constabulary ensures 

that:  

 staff record the views and concerns of children;  

 staff record the outcome for the child at the end of police involvement in a 

case;  

 staff inform children, as appropriate, of any decisions that have been 

made about them; and  

 information about children’s needs and views is made available, on a 

regular basis, for consideration by the police and crime commissioner and 

to service managers to inform future practice. 

Summary of post-inspection review findings 

Inspectors found some good examples of officers and staff engaging sensitively with 

children; seeking their views and keeping them informed of important decisions.  

Detailed post-inspection review findings 

In July 2016, inspectors reviewed a number of cases in which decisions made had 

clearly taken account of the needs of children. However, the majority of reviewed 

case files held very little information about the views of the child, the effects of the 

case on the child, or the outcomes of police intervention for the child.  

Since the 2016 inspection, the constabulary has introduced new processes to quality 

assure and oversee the recording of information specifically relating to children. In 

the cases reviewed, inspectors found evidence of staff obtaining the views of 

children, and of the children responding positively to its approach, thus enabling 

more effective engagement at an early stage.  

Inspectors also found that in most cases children were kept informed, though regular 

contact and engagement by the constabulary, in relation to the progress of their 

case. Inspectors were also pleased to find evidence of effective oversight by the 

business improvement unit to ensure that safeguarding outcomes and decisions 

made about children are being appropriately recorded. While the records in some 

cases lack detail, HMICFRS acknowledges the progress Cumbria Constabulary has 

made in this regard.  

Inspectors were also pleased to note that the local safeguarding children’s board has 

established a youth forum which provides relevant feedback to the constabulary 
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about the provision of its services and that, where appropriate, such feedback is 

made available to the office of the police and crime commissioner. 

Managing those posing a risk to children  

Recommendation from the 2016 inspection report: 

 We recommend that, within three months, Cumbria Constabulary improves its 

identification, disruption and prosecution of those involved in CSE. 

Summary of post-inspection review findings 

Cumbria Constabulary has improved its understanding of the nature and extent of 

CSE occurring within the constabulary area, and is using this information to identify 

and disrupt perpetrators more effectively. Nonetheless, some problems remain. 

Detailed post-inspection review findings 

In July 2016, notwithstanding the existence of the hi-tech crime unit and the digital 

media investigation unit and their established roles in routinely conducting proactive 

operations to identify CSE perpetrators, inspectors were of the view that the 

constabulary had too few staff with specialist knowledge and good understanding of 

disruption tactics to identify and deter such perpetrators. 

Since the 2016 inspection, Cumbria Constabulary has invested time and resources 

to improve its approach to CSE perpetrators, and inspectors found evidence of a 

more sophisticated understanding of the nature and extent of CSE taking place 

across the constabulary area. Inspectors found evidence that this increased 

understanding is being used to improve investigations, and that this has enabled the 

protection and safeguarding of children sooner than would otherwise have been the 

case.  

The 2016 inspection established that the constabulary had recently developed a 

CSE assessment and problem profile to identify both children who may be at risk of 

sexual exploitation and the perpetrators who may pose a risk to them. However, at 

the time the constabulary IT systems did not support the development of this work 

and a consequence victims and perpetrators of CSE were not readily identifiable. 

The development of this work continues to be difficult; at the time of this review, such 

information continued to be stored on multiple independent IT systems. There are 

still further improvements the constabulary can make to understand, and tackle 

effectively, CSE within its communities. However, HMICFRS recognises that the 

constabulary is aware of this weakness, and has prioritised the implementation of its 

new integrated IT system (RedSIGMA). The new IT system should allow the 

constabulary to co-ordinate more effectively such activity that proactively deters and 

disrupts CSE perpetrators.  

 


