
   

 

 
 

The Police and Crime Commissioner for Cumbria and  

Cumbria Constabulary 

 
Report of the Deputy Chief Finance Officer 

 

Review of Value for Money  

1. Introduction  

1.1. This report provides a high level analysis of the HMICFRS VfM profile for 2017 published on 16th 

November 2017.  The profiles compare the forces within Cumbria’s Most Similar Group (MSG) and these 

are: Lincolnshire, Norfolk and North Wales.  The aim of the profiles is to compare performance and the 

costs of achieving that performance.    

 

In previous years the OPCC and Constabulary have produced separate reports in relation to the 

published HMIC Value for Money (VfM) profiles.  In 2017, the HMIC was replaced by Her Majesty’s 

Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS).  Police and Crime Commissioners 

do not fall under the inspection remit of the HMICFRS and as such the page which previously compared 

Net Revenue Expenditure (NRE) on PCC/local policing bodies, an upon which the OPCC report was 

based, has been removed from the publication.  The full report can be accessed using the following link: 

https://www.justiceinspectorates.gov.uk/hmicfrs/publications/cumbria-2017-value-for-money-profile/ 

 

1.2. It is also important to recognise that the VfM Profiles in themselves have limitations and that they 

require more detailed investigation before they can be safely used as basis for decision making.  In 

particular the profiles focus on costs per head of population, which tends to show Cumbria as relatively 

expensive across all services due to its low resident population – it should be noted that the impact of 

increased population due to tourism is not taken into account.   In addition caution needs to be exercised 

in ensuring that costs and categorisations give a true comparison on a like for like basis, as forces can - 
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and do - budget in different ways and there may be an element of subjectivity with regard to allocating 

costs.    

 

1.3. The high level analysis only covers areas of service where Cumbria has been identified as an outlier 

compared with its peer group - that is, either: 

 providing better value for money  or, 

 performing less well and services are, or appear to be, more expensive based on the criteria used in 

the profiles. 

 

  

 

 

 

1.4. The 2017 VfM profile identifies 22 areas where Cumbria is shown to be an outlier, this compares to 23 

in the 2016 report.  The profiles show that the areas identified as being significantly above the all forces 

or MSG average cost are broadly the same this year as they have been in previous years and this has 

been highlighted in the table where this has consistently been the case across the period since value for 

money profiles were first introduced. 

 

1.5. The terms of reference of the Joint Audit and Standards Committee include the consideration of 

arrangements to secure value for money and reviewing assurances and assessments on the 

effectiveness of those arrangements.  The external auditors provide an annual value for money 

conclusion that provides an opinion on value for money as part of their annual audit opinion.  This was 

received by members at their July 2017 meeting, where the overall conclusion was positive in respect 

of both the Commissioner’s and Chief Constable’s arrangements for value for money.   

 

 

2. General points about the VfM profiles 

2.1. Cumbria is a demographic outlier when comparing it to its MSG and this will continue to be the case, 

regardless of any VfM comparators.  Cumbria’s geography, topography and socio-economic 

environment are unique and there are fixed costs associated with this regardless of other comparisons. 

 

2.2. Population is the main determinant used in the profiles for assessing value for money – that is, cost per 

head.  This significantly disadvantages Cumbria, which has the lowest population of 42 forces (excluding 

City of London), is the fourth largest covering 2,613 square miles, is sparsely populated, is classified as 

98% rural and is geographically isolated.  The additional cost of delivering services in this physical 

geography is not taken into account.   

An outlier is defined as being in the top or bottom 10% and where the effect of the difference is 

greater than £1 per head of population. 

 



   
 

 

2.3. The sparsity of the population, the rural nature of the county and the isolated geographic location of 

the county in England, results in higher costs to deliver police services compared to other forces and, 

limits opportunities for cost effective collaborations with other forces for specialist operational services 

or private companies to provide services.  As a result, Cumbria Constabulary requires more people and 

more equipment to deliver a police service to a small population distributed over a large area. 

 

2.4. All of the above result in additional fixed costs irrespective of how and by whom police services are 

provided and regardless of policy or strategy decisions made by senior management. 

 

3. Recommendations 

3.1. Members are asked to consider the value for money benchmark information and the conclusions from 

that review, determining whether they wish to provide any advice to the Commissioner. 

 

 

Michelle Bellis 

4 January 2018 

 



  Appendix A 

 
VfM Category Report 

Page 
No 

Spend 
£m 

Per head 
£ 

Diff 
All 
£m 

Diff 
MSG 
£m 

Context and/or Explanation 

OVERALL COSTS       

Non-staff costs 9 28.3 56.9 5.7 0.3 Cumbria is 4th highest spend in relation to non-staff costs when measured per head of 
population. As outlined in section 1.2 above, there are limitations in the analysis when 
per head of population is used as a comparator.  In addition, the large amount of fixed 
costs incurred whatever the size of the organisation will also disadvantage the smaller 
forces. 
 

Net Revenue Expenditure by Function 

NRE by Objective Group 

Roads policing 18 3.7 7.3 1.8 1.8 See detailed response below in relation to road policing. 
 

Public protection 18 3.4 6.8 -1.6 -1.4 See detailed response below in relation to public protection. 
 

Support functions 18 26.2 52.5 7.4 4.7 See detailed response below in relation to support functions. 
 

Local Policing 

Neighbourhood 
policing 

19 28.1 56.4 16.6 15.3 Cumbria is 8th highest in the country.  Patrol Officers within Cumbria also undertake 
neighbourhood policing team work as the two are linked.  This has been the model for 
some time within Cumbria.  For this reason Cumbria appears high in respect of the 
neighbourhood policing category but shows no cost in the Incident (response) 
Management category (for which it has not been identified as an outlier). 
 

Command team & 
support 

19 0.0 0.1 -0.8 -0.7 Cumbria is the lowest in the country.  Centralisation has reduced requirements for 
command levels and support. 
 

Dealing with the public 

Central 
Communications 
Unit 

21 6.1 12.2 1.1 1.1 Cumbria is the 4th highest in the country and top of its MSG.  This reflects the changes 
made in Command and Control which shifted its focus from handling calls to resolving 
callers’ problems at the earliest opportunity. 
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£m 

Context and/or Explanation 

Criminal justice 

Total custody 23 4.7 9.5 1.7 0.8 Cumbria is the 4th highest in the country in relation to total custody, within this category, 
Cumbria has the highest cost of police doctors/nurses and surgeons in the country.  The 
contract for medical support in custody facilities is a competitive contract and the fee 
reflects the geographical dispersed county and shortages of appropriately skilled staff.  
 

Road Policing 

Traffic units 25 3.6 7.2 1.6 1.6 Cumbria has been an outlier in this category since VfM profiles were first created in 
2011.  Although these costs are the 2nd highest in the country please note that the 
comparison is not like for like.  Cumbria Roads Policing includes the Armed Response 
Vehicle, because officers are multi-skilled and perform a dual role.  Other forces have 
these as separate units and firearms are categorised as Operational Support. 
For Cumbria, Operational Support Unit Firearms is the cheapest in the country and is an 
outlier. 
 

Road policing 25 3.7 7.3 1.8 1.8 

Operational Support 

Firearms unit 27 0.4 0.8 -1.4 -1.1 As mentioned in relation to road policing above, for Cumbria firearms is the cheapest in 
the country and as such is reported as being an outlier.  This is as a result of armed 
response officers being multi-skilled and performing a dual role with road policing/traffic 
units. 
 

Advanced public 
order 

27 1.2 2.5 0.7 
 

0.7 Cumbria is 4th highest in the country.  However, within Cumbria the advanced public 
order work is provided by the pro-active support group.  These teams are trained in 
advanced public order but also carry out a number of other roles including firearms, 
search and other specialist roles such as body recovery. 
 

Public Protection 

Public protection 31 3.4 6.8 -1.6 -1.4 Cumbria is 3rd lowest in the country.  Cumbria appears to have low numbers in this 
specialist field, there are however a number of resources for example working on digital 
media that are not classified as public protection in the VFM profiles.  This is however an 
area where demand is significantly increasing, to address this, work is ongoing to move 
resources into “crime hubs” which will merge CID and PPU, providing additional 
capability in this area. 
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Investigations 

Major investigations 
unit 

33 0.7 1.4 -0.7 -0.5 Cumbria is 2nd lowest in the country.  Cumbria has a smaller number of major 
investigations than other forces and as such has taken a modular approach with a small 
number of core staff.  During any incident they are supported by detectives from area 
based teams and other resources depending on the requirement.  The Cumbria model is 
felt to be appropriate to the demand in this area. 
 

Investigations 33 2.3 4.6 -1.5 -0.9 

Support Functions 

ICT 37 8.5 17.1 3.7 2.2 Cumbria has been an outlier in this category since VfM profiles were first created in 
2011.  In 2017 Cumbria is the highest in the country for ICT costs (Cumbria was joint 
highest in 2016).  Some of our ICT fixed costs will be higher than other forces, for 
example the cost of secure ICT connectivity between police estate and the requirement 
for additional mobile masts to ensure radio communications coverage compared to less 
mountainous areas (Cumbria requires 99 masts to cover its geography, compared to 
Warwickshire’s 66 masts – also a large rural county with the closest population and 
crime levels to Cumbria). 
 

Fleet services 37 2.4 4.8 0.9 0.4 Cumbria has been an outlier in this category since VfM profiles were first created in 
2011.  The cost of fleet provision and associated transport costs are high in Cumbria due 
to the size, geography and topography of the county. Cumbria is 2nd highest in the 
country and is the highest of the MSG. The Estates and Fleet Manager is currently 
undertaking some more detailed benchmarking analysis in relation to fleet related 
expenditure.  Cumbria is the second largest county in the country and the Constabulary 
deploys from 6 main deployment stations, this operating model for deployment has 
increased the transportation costs but has facilitated savings from estate rationalisation 
and reduced other costs. 
 

Training 37 2.6 5.2 0.8 0.7 Cumbria has the 3rd highest cost of training in the country and the highest of our MSG.  
The training costs in the main reflect the cost of training in respect of new recruits, 
Cumbria experiences a high level of turnover, approximately 90 FTE police officers are 
recruited and trained each year.   
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Performance review 37 1.8 3.6 0.6 0.4 Increased performance review costs reflect the investment in the business improvement 
unit and additional change team.  It also includes additional IMS staff which was 
approved to meet increasing demands for management information, HMICFRS returns 
and Freedom of Information requests. 
 

Support functions 37 26.2 52.5 7.4 4.7 Cumbria has been an outlier in this category since VfM profiles were first created in 
2011.  In 2017 Cumbria has the highest support function costs in the country.  In 2016 
support functions were highest compared with MSG and 2nd highest in the country.  The 
areas that make Cumbria more expensive per head of population are ICT (+£3.7m, 
highest in the country), fleet services (+£0.9m, 2nd highest in the country), Training 
(+£0.8m, 3rd highest in the country) and performance review (+0.6m, 3rd highest in the 
country). 
 
It should be remembered that the All and MSG averages are not comparing like for like.  
For example Lincolnshire has outsourced its business support and operational support 
functions. 
 

Pay – Cost per FTE  £000/FTE Avg 
£000/FTE 

   

Police officers 11 49.4 52.9 -3.7 -2.2 Cumbria has the 2nd lowest cost per FTE for police officers in the country and is the 
lowest of the MSG group. 

NON STAFF COSTS  Spend 
£m 

% staff 
cost 

   

Capital financing 13 5.3 6.7% 3.0 0.4 This is to finance the constabulary’s current capital expenditure programme which 
includes significant investment in ICT.  Other forces may account for this differently. 

 


