HM CROWN PROSECUTION SERVICE INSPECTORATE
INSPECTION OF CPS LANCASHIRE (REPORT 9/03)

EXECUTIVE SUMMARY

Introduction

1.

This is the report of HM Crown Prosecution Service Inspectorate about CPS
Lancashire. The CPS is a national service, but operates on a decentralised basis with
each of its 42 Areas being led by a Chief Crown Prosecutor (CCP) who enjoys
substantial autonomy. This was a full inspection. The Area was previously reported on
in November 2000.

The Area

2.

CPS Lancashire serves the area covered by the Lancashire Constabulary. It has four
offices at Burnley, Blackpool, Lancaster and Preston. The Area Headquarters
(Secretariat) is in a separate office in Preston. Area business is divided on functional
lines between magistrates’ courts and Crown Court work, in three Districts. At the
time of the current inspection it employed the equivalent of 213.9 full time staff. In the
year ending 31 December 2002, it dealt with 49,333 cases in the magistrates’ courts
and 4,558 cases in the Crown Court. It gave pre-charge advice to the police in a
further 720 cases.

Main findings of the Inspectorate

3.

The quality of review is good but timeliness is hampered by the unsatisfactory quality
and timeliness of files received from the police. Renewed efforts are required on the
part of both agencies, through more effective joint monitoring and action, to improve
them. The proportion of effective trials in the magistrates’ courts remains low.
Although a new system of case management hearings is meeting with some success,
trial readiness checks by the CPS could be better. The preparation of committals can
be late and the quality of instructions to counsel needs improvement. The quality of
file endorsement is much improved.

Primary disclosure of unused material is dealt with well but we have recommended
improvement in the handling of secondary disclosure.

Sensitive cases (domestic violence, racial crime and child abuse) are generally dealt
with well, but the Government target to deal with cases involving persistent young
offenders within 71 days from arrest to final disposal has rarely been met.

The quality of advocates was competent in all respects or better, but more regular
monitoring of advocacy for purposes of formal appraisal should be carried out.



10.

11.

The scheme for Direct Communication with Victims is basically sound. The Area
should, however, ensure that all relevant letters are sent and improve the timeliness
and quality of some. The care and consideration of witnesses, both in the preparation
for court and in court, is good.

The CPS and other criminal justice agencies work co-operatively but have not
achieved improvements in certain key aspects of work. There are renewed efforts and
great optimism for the future since the creation of the Local Criminal Justice Board
(LCJB).

Staffing and structural issues in the Secretariat need comprehensive review, so that
there is clear and proper control of its responsibilities in the management of the estate
and equipment, health and safety, staff training, the management of performance
information and financial matters, and better communication with the Districts.

There needs to be greater engagement with the very varied community and with the
media.

The Area Management Group (AMG) has established a clear Area-wide identity and
vision and now needs to develop its future structure and the concept of continuous
improvement. This would be assisted by a better definition of the roles and
responsibilities of the management groups, the development of training plans in each
District, and setting priorities in the Equality and Diversity Plan.

Specific findings

12.

13.

14.

15.

Casework

The quality of advice is good. There could be a wider allocation to lawyers for
developmental opportunities.

There is a high standard of review in cases that proceed to trial or guilty plea, in both
the magistrates’ courts and the Crown Court.

The timeliness and quality of files received from the police remains unsatisfactory and
we have recommended further joint work to improve them. This will be assisted by the
lessons from the analysis of processes for the street crime initiative, which have been
applied to all cases. The proportion of effective trials in the magistrates’ courts is low
and agencies are now working together to improve. A new system of case
management hearings has already met with some success. Checks to ensure that trials
are ready to proceed could be better. The quality of preparation of committals is
satisfactory but timeliness could be better and we have made a recommendation to
improve the quality of instructions to counsel.

Primary disclosure in the magistrates’ courts is good but we make a recommendation
to improve secondary disclosure in the Crown Court. The arrangement of disclosure
material and correspondence within files should be improved. Sensitive material is
generally dealt with well.
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17.

18.

19.

20.

21.

22.

23.

24.

25.

Sensitive cases were generally dealt with well, although some systems could be
tightened in racial incident cases. The monitoring of these cases also needs to be
improved. Agencies must renew their joint efforts to achieve and maintain the
Government target of 71 days from arrest to final disposal for persistent young
offenders.

Some weaknesses are evident in the monitoring systems for custody time limits. We
found some mistakes are made in the calculations of the expiry dates. The systems
would benefit from greater consistency across the Area and the implementation of
recently issued national guidance.

The system for learning from unsuccessful outcomes must be improved and
consistently applied across the Area.

Advocacy and quality of service delivery at court

Most of the CPS advocates that we observed were competent in all respects or better.
Attendance at court is timely, but some could be more professional in their demeanour
at court. Better monitoring is needed to enhance performance appraisal assessments.
Realistic targets, adjusted to current circumstances, for the number of sessions
prosecuted by Higher Court Advocates in the Crown Court are needed.

Some agents in the magistrates’ courts are ill prepared. The reasons for this should be
ascertained and corrected. The scope for widening the pool of counsel in the Crown
Court might be investigated.

File endorsements on the magistrates’ courts files were greatly improved although the
recording of the initial review of Crown Court files could be better.

The facilities and space in the CPS rooms at the Crown Court at Preston are
unsatisfactory. Many courts do not have a room for the prosecution, but nearby police
facilities are often available.

Victims and witnesses

The mechanisms for the Direct Communication with Victims scheme generally work
well, but there needs to be greater compliance: letters sent on all relevant cases; better
engagement of lawyers; and better timeliness and quality of letters to victims.

The care and consideration of witnesses is good although more training is needed for
special measures for young and vulnerable witnesses.

Performance management

The Area did not have a quality assurance system but is now implementing the
national scheme. A crosscutting consultative group identifies and advises on good
practice in order to achieve consistency across the Area. Some inconsistencies,
however, still remain. The Area has piloted the use of the Business Excellence Model
to improve its performance.
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27.

28.

29.

30.

31.

32.

33.

34.

The subjects covered by the District reports to the CCP are comprehensive but they
are not always completed and need constant updating to reflect current priorities. The
monitoring of performance is somewhat unsystematic and some is not collated. A
clear picture of what is required, by whom and from whom, is needed.

Effective joint performance management has been lacking but is now being developed
under the auspices of the LCJB.

People management and results

The Area plans and regularly adjusts its human resource needs for each unit. The
opportunity for a more fundamental review is provided by police proposals for
co-location of units with the police. The Secretariat has been under-resourced and we
have recommended that staffing is part of the review of that section.

A more planned and systematic approach is needed for the identification of staff
training needs and the implementation of training. Staff appraisal reports are submitted
in a reasonable time but more in-year review is needed.

Communication within the Area has greatly improved but more can be done in certain
respects, particularly between the units and the Secretariat.

The Area has good employment practices particularly with regard to family friendly
policies. However, a number of equality and diversity issues need to be addressed. The
Area plan needs a realistic number of objectives so that priority issues can be targeted.
The Area needs a more systematic approach to health and safety issues and a central
monitoring system to assure that legislation is complied with.

Financial management

Financial initiatives and skill rests almost solely with the Area Business Manager.
Most guidelines and rules are complied with but committed and accrued expenditure is
not properly recorded and included in monthly reports, making it difficult for the Area
to have a good understanding of its financial position. The Area had a significant
overspend in 2001-2002 and a further overspend is likely in 2002-2003.

Partnerships and resources

Relationships with other agencies, whilst cordial, have been somewhat unproductive
in improving performance in key respects, for example the reduction of ineffective
and cracked trials and the achievement of the 71 day target for youths. Under the
auspices of the LCJB, all agencies are increasingly aware of their own responsibilities
and the need for co-operation.

Generally, information technology is effectively used but pockets of resistance must
be dealt with before the introduction of Compass, the new IT system being used
nationally. The Area needs to ensure all staff have access to a computer and that they
are fully trained.
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42.

The Area deals with its own estates management. A review of the Area’s
accommodation strategy is needed in the light of the shortcomings in the office at
Preston and the police proposals for co-location.

Policy and strategy

The Area needs to develop its own strategy for co-location of units with the police.
Regular monitoring of the Business Plan should include an adjustment of strategies
and policies to changing circumstances.

The identification of meaningful performance information will be assisted by the
development of joint arrangements with other agencies as a result of LCJB activities.

Public confidence

Replies to complaints are generally timely and were of a high standard. Racial incident
cases were dealt with well but the monitoring scheme needs attention. We have made
a recommendation for greater engagement in the community at all levels. Greater
engagement with the media is also required.

Leadership and governance

The AMG has established a corporate and cohesive vision for the Area. Its vision for
the future structure of the Area and the embedding of the concept of continuous
improvement need to be developed. More work could be done to motivate and involve
staff in decision-making processes.

The inclusion of middle managers in the Area Management Forum is good but we
have recommended that the roles and responsibilities of this group and the AMG are
clearer.

We have recommended a review of the Secretariat in order to ensure clear and proper
control of its responsibilities.

The Area has a good Business Plan. Supplementary Plans for each District need to be
developed and those for equality and diversity, and training.

Recommendations

43.

Inspectors made the following nine recommendations:

1. Lawyers must ensure that instructions to counsel are complete, that they fully
address the issues in the case and, where appropriate, the acceptability of pleas.

2. The District Crown Prosecutors should ensure that the duties of secondary
disclosure are carried out.

3. Area managers must urgently work with the police to improve the quality and
timeliness of full files.



4. The AMG should identify necessary training and develop and monitor a
training plan to support current business objectives.

5. The ABM should immediately ensure that committed and accrued expenditure
is properly recorded and monitored to ensure that the Area is fully aware of its
financial position.

6. The AMG should determine its future accommodation strategy and, if
appropriate, take that opportunity to negotiate improvements to the Unicentre
(the office at Preston).

7. The CCP and the ABM should review the roles and responsibilities of the Area
Management Group and the Area Management Forum and develop clear terms
of reference for their operation.

8. The ABM should review the role, responsibilities, systems and staffing levels
of the Secretariat to ensure that it is able to carry out its functions efficiently
and in a timely manner.

9. The AMG should take action to ensure engagement with the Area’s local

communities at all levels.

The full text of the report may be obtained from the Corporate Services Group at HMCPS
Inspectorate (telephone 020 7210 1197), and is also available at www.hmcpsi.gov.uk.

HMCPS Inspectorate
August 2003



