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Title of Inspection - Improving the response to organised immigration crime
Date Inspection Published - 16 May 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

	Reducing illegal migration to the UK is a priority for the Government. 

People try to enter the UK illegally by several methods. Since 2020, small boats crossing the English Channel have been the most used method. These attempts are extraordinarily dangerous. Increasingly, migrants - including children - drown during the crossing. 

Migrants often use the services of people who specialise in organised immigration crime (OIC) to help them travel to the UK border and enter or remain in the UK illegally. In doing so, they trust their lives to them. These criminal groups are often based overseas. 

On 5 January 2024, the then Home Secretary commissioned His Majesty’s Inspectorate of Constabulary and Fire Rescue Services (HMICFRS) to inspect how effectively the police and National Crime Agency (NCA) tackle OIC in England and Wales. 

The Home Secretary asked HMICFRS to assess how the whole system approached tackling OIC. This included consulting with other relevant bodies on a voluntary basis and engaging with relevant inspectorates such as the Independent Chief Inspector of Borders and Immigration. 

HMICFRS’s inspection focused on how effective the law enforcement agencies were at: 

· disrupting the activities of OIC groups, and enforcing the law against them; 

· gathering, assessing, and exchanging information and intelligence; 

· producing and communicating national and regional assessments; 

· carrying out tasks (requested or directed by the NCA or another body) in respect of national and regional operations; and 

· organisational learning, including training officers and staff. 

The report sets out the findings on these areas:
Governance and direction

Governance in a complex landscape

· National Crime Agency-led strategic governance meeting gives a good understanding of immigration crime-related threats

· Several agencies share responsibilities for tackling OIC, which creates confusion
Recommendation 1 
By 31 December 2025, the National Crime Agency, in consultation with the Border Security Command and the Home Office, should review, revise and reissue its roles and responsibilities document, ‘Organised Immigration Crime High Level Responsibilities’. 

The revised version should: 

· describe relevant responsibilities of the Border Security Command; and 

· where police forces retain substantial serious organised crime investigation capabilities, extend those responsibilities to include investigating organised immigration crime. 
Initial response, information and intelligence

The initial police response to immigration crime incidents

· The National Response Plan is generally well understood
· Police work well with Immigration Enforcement but some intelligence opportunities are being missed
Recommendation 2 
By 30 April 2026, chief constables should make sure that every time a member of their force reports a case to Immigration Enforcement’s National Command and Control Unit, the reporting officer completes and submits the required intelligence document.
Gathering intelligence from migrants
· Opportunities to gather intelligence from irregular migrants are being missed

· A joint control room tracks small boats across the English Channel using a range of technology

· The process to verify the identity of irregular migrants should be improved

· Improvements should be made to the intelligence debriefing process for arriving migrants

· Debriefs should be carried out in a co-ordinated way and by experienced personnel

Recommendation 3 
By 30 April 2026, the Border Security Command should further develop the migrant identification and intelligence-gathering processes, including those in operation at Western Jet Foil arrival centre and Manston processing centre facilities. 

This should include: 

· providing on-site access to the Police National Database and the routine comparison of migrants with the custody and crime scene facial imagery it holds; 

· considering the possibility of introducing other forms of automated facial-recognition technology; 

· examining the extent to which the 24-hour time limit on detention affects the ability of counter-terrorism policing officers to investigate migrants of interest; 

· increasing the proportion of arriving migrants who are debriefed; and 

· co-ordinating migrant debriefs between the various agencies to make sure that the most suitable and qualified staff carry them out. 

· Electronic devices should be examined for intelligence
· Equipment and property recovered following small boat crossings is being considered for potential evidence and intelligence

· Not all police forces and Regional Organised Crime Units (ROCUs) have satisfactory arrangements for collecting and analysing intelligence

Recommendation 4 
· By 31 December 2025, chief constables should make sure they have clear plans to collect, analyse and share information related to organised immigration crime.

Information sharing
· Agencies aren’t sharing information about immigration crime as effectively as they should
· The Joint Fusion Cell (JFC) is a positive development but improvements in how it operates are needed

Recommendation 5 
By 30 April 2026, the National Crime Agency, working with the Home Office, should develop the Joint Fusion Cell. 

This should include: 

· making sure that vacancies are filled; 

· making sure it has access to all relevant intelligence systems and removing the need to copy information from one system to another; 

· designing formal data-sharing agreements and processes with other agencies; and 

· providing greater access to analytical support. 

The National Crime Agency should also examine the possibility of automating processes to link the intelligence systems of the law enforcement agencies involved in tackling organised immigration crime.

Gathering intelligence from overseas and online sources
· Co-operation with overseas agencies is improving

· Law enforcement agencies are trying new methods to disrupt OIC

· Work has been carried out to remove online advertising of illegal migration

· There is too much focus on small boat crossings

Police National Database

· Immigration crime intelligence submitted to the Police National Database (PND) has increased

· Law enforcement agencies should submit intelligence more accurately to improve data quality

Recommendation 6 
By 31 December 2025, the National Police Chiefs’ Council, working with the Border Security Command, should introduce a system mandating all law enforcement agencies to use the correct crime identifier code when submitting intelligence concerning organised immigration crime to the Police National Database.

Enforcing the law and disrupting the activities of organised immigration crime groups
Investigating organised crime groups
· Organised crime groups aren’t always prioritised for active investigation

· The agency and partner management information system, and the single picture of demand

· OIC is sometimes given a low priority grade on the national database for serious organised crime

· Existing arrangements for prioritising OIC are limited

· Intelligence and priorities: a vicious circle

Recommendation 7 
By 30 April 2026, the National Crime Agency should establish and begin operating a system to regularly assess the known organised crime groups recorded on the Police National Database and serious and organised crime master list. The National Crime Agency should make sure all opportunities to investigate and disrupt them are taken.

· Law enforcement agencies should use a variety of approaches to effectively tackle immigration crime

· It is vital that law enforcement agencies take a wider approach to immigration crime

Initial response and reactive investigations

· The National Response Plan is working well

· Personnel don’t always understand who is responsible for investigations

· There have been successful joint investigations by police and Immigration Enforcement

· There are few police-led investigations
Proactive investigations

· The number of proactive investigations needs to increase
· The NCA has specialist teams investigating OIC

· Law enforcement agencies in other countries often support overseas investigations

· Law enforcement agencies have substantially increased the number of disruptions relating to OIC

· Police are taking a more active role, but four forces are doing most of the work

Organisational learning, including training officers and staff
Training for frontline personnel
· Police forces are providing training for officers and staff
· Police forces should more widely use the Modern Slavery & Organised Immigration Crime Unit training package

Recommendation 8 
By 30 April 2026, chief constables, working with the Modern Slavery & Organised Immigration Crime Unit, should make sure that relevant personnel in all Home Office police forces complete the Hydra training package on organised immigration crime.

· The College of Policing is providing some training for frontline personnel

Recommendation 9 
By 30 April 2026, chief constables, working with the Modern Slavery & Organised Immigration Crime Unit and the College of Policing, should make sure that relevant personnel in all Home Office police forces complete the four modules of the organised immigration crime e-learning package.

Training for specialist personnel

· Levels of training for specialist personnel varies and involvement with OIC investigations improves knowledge

· Regional OIC co-ordinators are effective

The peer review process

· The Modern Slavery & Organised Immigration Crime Unit (MSOICU) peer review process is valuable, but needs extending

· Most police forces and ROCUs have responded well to the peer review programme

Recommendation 10 
By 30 April 2026, the Home Office, working with the National Police Chiefs’ Council, should extend and, where appropriate, modify the Modern Slavery & Organised Immigration Crime Unit peer review process to include: 

· other UK police forces; 

· the National Crime Agency; 

· Immigration Enforcement; 

· Border Force; and 

· the nine regional organised crime units. 

A copy of the full report can be accessed here: Improving the response to organised immigration crime - His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services


FORCE RESPONSE TO RECOMMENDATIONS 


	All new reports into the Force follow a specific process which involves informing the Governance of Audit and Inspection (GAIN) Board, chaired by the Deputy Chief Constable, of the report’s publication and identifying an Executive Lead to monitor/drive progress of the actions going forward. 

The process for closing actions is depicted by HMICFRS, as they award each action a level; the Force complies with the appropriate course of action, linked to this level, to formally close the actions.

The report includes 4 recommendations for forces. These are recommendations 2, 4, 8 and 9 of those detailed above. 

An Executive Lead and Delivery Lead were identified in the June GAIN meeting.  All four actions have been incorporated into the Organised Immigration Crime Delivery Plan and are being managed by the Head of Intelligence.

In summary:

Recommendation 2; the Force plans to review its current processes to identify any gaps.

Recommendation 4; this is already an area of focus on the Force’s Improvement Plan and is scrutinised through the Regional OIC Threat Delivery Group. Activity is progressing regionally.

Recommendation 8; Hydra courses are facilitated through a regional co-ordinator, staff attend available courses, the last one in February with more in the planning. All reflected in the Improvement Plan.

Recommendation 9; this is a relatively new package; it will be progressed through the Improvement Plan to identify the relevant personnel/roles who need to complete it and address through Learning and Development. 

All actions will be progressed over the coming months with the support of the Executive Lead through the appropriate Governance meetings and GAIN Board.

The Force continues to actively work to satisfy all recommendations and AFIs, which are discussed regularly in the relevant Force Governance meetings.


PCC RESPONSE TO INSPECTION

Comment by the PCC:

	The PCC fully endorses the ten recommendations designed to improve how UK law enforcement agencies identify and tackle the organised crime groups responsible for immigration crime. The PCC recognises that implementing HMICFRS’s recommendations will lead to less OIC and, more importantly, fewer lives being lost.
The PCC is involved in addressing organised immigration crime, particularly the exploitation of vulnerable people by criminal gangs. The PCC has been working to improve policing and law enforcement responses to this issue, including collaborating with other agencies. The PCC also plays a role in ensuring that Cleveland Police is accountable to the communities it serves, including those affected by immigration-related crime.
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