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RESPONSE BY THE PCC TO 
HMICFRS INSPECTIONS 
INSPECTION DETAILS

Title of Inspection - Joint case building by the police and Crown Prosecution Service




Date Inspection Published - 10 July 2025
Type of Inspection:


 FORMCHECKBOX 
  Cleveland Specific
 FORMCHECKBOX 
  National



  Follow Up


  Thematic


  Partner Inspection

Is Cleveland Police quoted in the Report?

 Yes
  No

EXECUTIVE SUMMARY OF REPORT

	Introduction

The criminal justice system can only be effective if its constituent parts work together towards clear and shared aims. Over many years, there have been reviews and inspections that have set out the importance of interrelationship and interaction between the police and the Crown Prosecution Service (CPS). How the police and the CPS work together is crucial: successive review and inspection reports have identified the need to improve the handling and management of cases between the police and the CPS.

His Majesty’s Crown Prosecution Service Inspectorate (HMCPSI) and His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) carried out a joint thematic inspection of the building of prosecution cases by the police and the CPS.

The inspection question was: 

“How can police forces and CPS Areas improve culture, communications and partnership work on case building in either-way and indictable-only casework to deliver stronger cases, a better product for the court and defence, and a better service to victims, witnesses, and the public?”
The inspection had a particular focus on how communication and culture impact on prosecution case building up to the point of the first plea hearing.

In January 2024, HMCPSI and HMICFRS published their interim findings report after phase 1 of the inspection. These findings were derived from their work in two CPS Areas and four police forces, including the examination of 40 case files. A copy of the report can be accessed here: Joint case building by the police and Crown Prosecution Service – Criminal Justice Joint Inspectorates
The interim report identified a number of high-level themes. It highlighted areas of concern that have an adverse impact on the relationship between the CPS and police. These included differing priorities between police and the CPS, overly bureaucratic systems (especially information technology) and processes and the lack of shared performance metrics. These problems are heightened by disagreements about the amount of information police must supply to the CPS for charging decisions and the extent to which this information needs to be redacted.

In this final report, these themes are explored in more detail with the benefit of evidence obtained from further inspection activity. A further four CPS Areas were inspected and eight police forces. Police and CPS personnel in most of them were spoken to and a further 80 cases were jointly examined.
The final phase of inspection focused on the strategic oversight and development of the working relationship between the police and the CPS. The HMCPSI and HMICFRS engaged with national bodies, including the National Police Chiefs’ Council, interviewed those in the CPS with a national role and spoke with other interested parties. This work was carried out during the first half of 2024.

The relationship between the police and the CPS is critical in an efficient and effective criminal justice system (CJS). Clear understanding of roles and responsibilities is essential for the operation of the system, but more importantly to ensure that victims, the accused and defendants get justice. When the CJS is subject to the extreme challenges it now faces, effective relationships and efficient processes are essential.

Key Findings
As the HMCPSI and HMICFRS set out in the interim report published in January 2024, there are a number of key aspects that have more recently merged to fuel tensions between police and the CPS. Some of the issues reinforce misunderstandings and others developed due to changes that have impacts and consequences which increased workloads at a time of additional pressure.

Given the role of the police and the CPS, it is somewhat understandable that there is going to be some natural tension in the relationship. The fact that the CPS has responsibility to approve charging decisions and that the police have to come to the CPS for decisions can create a perception of power imbalance. Past HMCPSI and HMICFRS inspections have commented on how the culture and communication of the prosecution team has not always been effective.

These tensions have been exacerbated by the changes in the Attorney General’s Guidelines on Disclosure and the Director’s Guidance on Charging (6th edition) (DG6). These changes have compounded the fundamental problems caused by different police and CPS priorities and added significant further tension. Throughout this inspection, the HMCPSI and HMICFRS highlighted how the requirement for the police to redact pre-charge material has a serious impact on resourcing and productivity. Additionally, the police now need to submit far more unused material at this stage. This has created tensions at both national and operational levels between police and the CPS which are aggravated by differing understandings and misinformation of what is required to comply with data protection legislation. This needs to be resolved before the working relationship can improve.

A fundamental issue is that current information technology (IT) systems are not fit for purpose. This drives inefficiency alongside frontline frustrations and tensions. The lack of digital infrastructure to support effective sharing of material is difficult to understand or accept given that recommendations have been made about the need for improved and joined-up IT since 1998. Reviews and inspections have consistently highlighted that joined-up IT is essential if the police and CPS are to work together efficiently.
This inspection finds that there is still no overarching IT strategy for the CJS which has resulted in systems being procured and developed in a piecemeal fashion.

There is an urgent need to integrate police IT systems. The lack of overarching CJS IT strategy or effective co-ordination is concerning. The current IT landscape is very complicated and will be expensive to resolve. Additionally, the CPS case management system was never designed to receive and send material to and from different police IT systems, but instead to manage casework. It is also not a system that would support multiple interfaces with police and other CJS IT systems. It is recommended that the National Criminal Justice Board (NCJB) should, as part of its national criminal justice strategy, create a viable, realistic plan for securing a national joint police and CPS digital case management system or multiple, fully compatible systems.

It is the view of the HMCPSI and HMICFRS that there is a lack of strategic governance and co-ordination. There is need to identify the strategic objectives of the CJS and this must align with improving outcomes. Measuring the success in achieving those objectives needs to be based on agreed metrics that captures performance of all the agencies involved in the criminal justice processes, with a focus on outcomes.
The lack of co-ordination and strategic oversight has led to duplication of effort, conflicting approaches and confusion on where to focus and what to prioritise. This lack of co-ordination and strategic oversight also contributes to increased tensions between the police and CPS.

There is also evidence that there is little co-ordination between initiatives and projects in which the CPS, the NPCC, the Home Office, the Attorney General’s Office (AGO) and the Ministry of Justice (MoJ) participate. Given the multiplicity of initiatives and projects, it was found that there was a lack of awareness between some, of the work performed by each organisation. Some of this resulted in an absence of appreciation of how changes made in isolation may impact not only other stakeholders, but the wider CJS. 

The HMCPSI and HMICFRS recommend that the NCJB should create and publish a clear strategy and oversee the delivery of improvement across the CJS. This must include developing and implementing a national criminal justice action plan which identifies priorities, allocates responsibilities, and sets performance objectives, as well as publishing regular updates on progress against the national criminal justice strategy and objectives.

Recommendations

This report sets out 18 recommendations. If implemented, they will secure major improvements in the efficiency of the criminal justice system and, most importantly, better outcomes for victims.

Recommendation 1

By July 2026, the National Criminal Justice Board should create and publish a clear strategy and oversee the delivery of improvement across the criminal justice system but specifically the prosecution team. As soon as possible thereafter:

· implement a national criminal justice action plan which identifies priorities, allocates responsibilities, and sets performance objectives

· oversee the work of other relevant groups, including Local Criminal Justice Boards

· publish regular updates on progress against the national criminal justice strategy and objectives.

Recommendation 2

By October 2025, the National Criminal Justice Board should extend its membership to include the chair of the Criminal Justice Chief Inspectors’ Group.

Recommendation 3

By July 2026, the National Criminal Justice Board (NCJB) should, as part of its national criminal justice strategy, create a viable, realistic plan for securing a national joint police and Crown Prosecution Service Digital Case File (DCF) management system or multiple, fully compatible systems. The NCJB should approach the challenges associated with securing the necessary funding for its proposed solution, and subsequently implementing it, as either its highest priority or one of its highest priorities.

Recommendation 4

By January 2026, the Joint Operational Improvement Board should make sure that there is a clearly defined action plan reflecting adequate resourcing, joint commitments and shared milestones and outcomes to expedite the development and implementation of the Digital Case File (DCF) management system.

Recommendation 5

By July 2026, police forces should have in place as part of their gatekeeping or comparable arrangements:

· an effective governance and decision-making capability to ensure investigations are timely and completed to the appropriate standards

· agreed contact arrangements in place in forces and Crown Prosecution Service (CPS) Areas to facilitate clear, consistent, and transparent communication between police and CPS

· sufficient, trained, and competent decision-makers

· effective and efficient systems and processes to manage case file submission queues, to avoid unnecessary delays and risks to cases subject to statutory time limits.

Recommendation 6

By July 2026, the College of Policing should develop a national supervisors’ training course and assessment on case file building.

Recommendation 7

Within 12 months of the completion of recommendation 6, police forces should ensure that every supervisor responsible for assessing case files prior to referral to the Crown Prosecution Service for a charging decision is trained in case file building and Director’s Guidance on Charging (6th edition) (DG6) quality assurance.

Recommendation 8

By July 2026, the National Police Chiefs’ Council and the Crown Prosecution Service (CPS) should review all national and local case file submission checklists to identify good practice and consolidate this into a single national checklist. This should ensure accuracy and consistency of case file checklists until the Digital Case File (DCF) is fully operational in all police force and CPS Areas.

Recommendation 9

By July 2026, the police and Crown Prosecution Service at Joint Operational Improvement Meetings should develop a joint local training plan to increase awareness and understanding of each other’s roles, including the operation of IT systems.

Recommendation 10

By July 2026, the National Criminal Justice Board should commission a joint review (supported by independent expertise) of performance data. This should include:

· the current use of criminal justice system (CJS) performance data

· how CJS performance data is collected, presented, and analysed

· how CJS performance data is used to support effective partnership working between the police and Crown Prosecution Service.

Recommendation 11

By January 2027, the National Criminal Justice Board (NCJB) should use the outcome of that independent review to define and publish a national set of common metrics to enable effective scrutiny of all relevant aspects of the police’s and Crown Prosecution Service’s performance in pre- and post-charge cases. The NCJB should also extend this to include other aspects of performance to include matters relating to His Majesty’s Courts and Tribunal Service and His Majesty’s Probation and Prison Service.

Recommendation 12

By July 2026, the Joint Operational Improvement Board should review the Director’s Guidance on Charging (6th edition) (DG6) including the National File Standard (NFS) and issue a new (7th) edition to reduce unnecessary burdens on police and prosecutors. The review should include, as a minimum:

· reconsidering whether ‘front-loading’ is necessary in all cases

· reconsidering the extent to which rebuttable presumption material must be supplied to the Crown Prosecution Service pre-charge

· clarifying the format in which medical and forensic evidence is required for a charging decision

· in as many respects as is possible, removing ambiguity from the guidance.

Recommendation 13

By July 2026, Crown Prosecution Service Area managers should take steps to satisfy themselves that all action plans:

· are produced in accordance with the requirements of Director’s Guidance on Charging (6th edition) (DG6)

· have a clearly documented rationale

· only contain requests for necessary and relevant documents, evidence or other material

· do not duplicate previously completed actions.

Recommendation 14

By January 2026 the National Police Chiefs’ Council to undertake a review of redaction systems and to determine which systems are the most effective, including their compatibility with the Crown Prosecution Service’s case management system and communicate this across all forces.

Recommendation 15

By July 2026, building on the work already started, the Joint Operational Improvement Board should take action to:

· work with the Home Office to, if necessary, draft proposals for amendments to the Data Protection Act 2018 and placing these before Parliament for its consideration

· work with the Attorney General’s Office to consider how Attorney General’s Guidance on Disclosure may be amended to reduce the burden of redaction in cases

· set out a list of approved police IT systems so that they become capable of handling unredacted and redacted material without the risk of unlawful disclosure

· consider how making greater use of artificial intelligence to automate elements of the redaction process may reduce the burden.

Recommendation 16

By October 2025, Crown Prosecution Service Area managers should take steps to ensure that prosecutors provide their contact details on all Manual of Guidance Form 3 (MG3s) and Manual of Guidance Form 3A (MG3As) to facilitate communication where required.

Recommendation 17

By October 2025, the Director of Public Prosecutions considers amending the current Director’s Guidance on Charging (6th edition) (DG6) – which states that ‘digital communication is [the] preferred’ means of communication.

Recommendation 18

By October 2026, the Joint Operational Improvement Board should conduct an evaluation of early advice surgeries to assess their impact on culture and communication between police and Crown Prosecution Service, and whether they added value to the effectiveness of the charging process. If found to be successful, expand their use nationwide.

Compliance issue

The Crown Prosecution Service should ensure that operational triage is accurate, has clear assurance mechanisms to check compliance with National File Standard requirements and improves the standard of operational triage.

A copy of the full report can be accessed here: Joint case building by the police and Crown Prosecution Service – HM Crown Prosecution Service Inspectorate


FORCE RESPONSE TO RECOMMENDATIONS 


	Providing a more effective service to victims of crime is a strategic objective for Cleveland Police and the Force works in partnership with the Crown Prosecution Service and other criminal justice partners to improve case file quality and ensure that we bring offenders to justice and achieve positive outcomes for victims.  The Force has robust arrangements in place to monitor performance across the victims’ journey at both a strategic and tactical level and has established an ‘Achieving Investigative Excellence’ programme to drive continuous improvement in both the quality and timeliness of crime investigations.  
The Force has adopted a standard process to ensure that any recommendations resulting from local and national inspection activity are promptly considered and allocated for action.  Facilitated plenary sessions are held upon receipt of all new inspection reports and any identified improvement activity is incorporated into the relevant PAF improvement plan.    In line with this process, the three recommendations for police forces made within this report (recommendations 5, 7 and 9) will be considered at the next Force Governance of Audit and Inspection (GAIN) Board, chaired by the Deputy Chief Constable, and a Chief Officer lead and delivery lead will be assigned to both identify and implement any improvement activity required.   Ongoing progress will be tracked through the relevant Force delivery group and overseen by the GAIN Board until sufficient evidence is provided that the recommendation has been met.


PCC RESPONSE TO INSPECTION

Comment by the PCC:

	The PCC fully endorses the eighteen recommendations that have been designed to secure major improvements in the efficiency of the criminal justice system and, most importantly, better outcomes for victims.
The Office of the Police and Crime Commissioner (OPCC) actively engages and co-operates with the criminal justice system (CJS) and other partners, to work on initiatives to make Cleveland safer. The OPCC also supports the Rape Scrutiny Panel and the Out of Court Resolutions Scrutiny Panel, working with Cleveland Police, criminal justice partners and other stakeholders to scrutinise cases retrospectively and review the quality of decision-making.
The PCC remains committed to established partnerships, such as the Cleveland Criminal Justice Board, and uses his role to forge professional relationships with senior leaders in the local CJS. In addition, as a convener of agencies, the PCC seeks reassurance for the public that services are working together in the best interests of communities.
As detailed in the Cleveland Police and Crime Plan 2024-29, one of the PCC’s priorities is to build trust and confidence in policing and the criminal justice system. The PCC acknowledges the importance of:

· victims seeing positive justice outcomes, so they can have faith in the CJS and the wider community to keep them safe from harm; and

· the victim’s voice being at the heart of the CJS, not an afterthought.
Beyond policing, the PCC recognises that there are opportunities to work with criminal justice partners to make improvements across the entire system. The PCC will work with Cleveland Criminal Justice Board to discuss and problem-solve issues of shared concern.

The PCC acknowledges that victims of crime should feel satisfied and supported by the service they receive from police, the CJS and other partners. The PCC will work closely with victim support services - and people that access their care - to identify ways to improve the service provided to victims by all agencies.

The PCC is fully supportive of Cleveland Police and criminal justice agencies in the use of powers to manage offenders, explore technologies and pilot new projects to stay one step ahead of those committing crime.
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