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Area Inspection Programme – Phase 3
Scope
Background
1. High quality casework is fundamental to an effective and efficient Crown Prosecution Service (CPS). The inspectorate has a history of assessing and reporting on the quality of legal casework produced by the CPS. It is one of the unique functions HMCPSI carries out on behalf of the public. Between 2016 and 2019 HMCPSI produced a series of Area inspection reports – under the umbrella of the Area Assurance Programme. As well as assessing the quality of CPS legal decision-making, it provided assurance on the corporate aspects of CPS Area organisational governance. The reports covered topics such as leadership and financial management. They found that CPS Areas were generally well managed, leadership was strong, and finances and performance were controlled effectively. However, the programme did highlight the need for improvement in key aspects of legal decision-making and case management.

2. The Area Inspection Programme (AIP) inspection was designed to focus on the CPS’s delivery of quality casework. That is its core function and one of the five strands of the CPS 2025 strategy. We examined 90 cases from each of the 14 CPS Areas, requesting a range of documents from each. The case analysis and document review formed the basis of our findings, judgements and scoring. We assessed the other four strands of CPS 2025 (people, digital capability, strategic partnerships and public confidence) only in so far as they impacted on casework quality.

3. The first phase of AIP was carried out between 2021 and 2022. It provided detailed baseline assessments of casework quality across magistrates’ court, Crown Court and rape and serious sexual offences casework in each of the 14 CPS Areas. Each report set out our scores for added value and grip in respect of the casework in three separate units; magistrates’ court units; Crown Court units; and cases dealt with in Rape and Serious Sexual Offences units. We set out our findings in 14 individual Area reports published between October 2021 and November 2022. A composite report in September 2023[footnoteRef:1] bringing together the results from all those inspections provides a national perspective. [1:  https://www.justiceinspectorates.gov.uk/hmcpsi/wp-content/uploads/sites/3/2023/09/2023-08-09-AIP-composite-final-002.pdf
] 


4. At the time of developing the baseline data from AIP, it was always intended to follow these 14 inspections with a follow up AIP starting in 2024 reporting on whether the quality of CPS decision-making and the management of its casework, improved. 

5. In the follow up inspection we continued to focus on casework quality and concentrated on assessing progress against the baseline scores for the magistrates’ court units and the Crown Court units. We had chosen not to assess progress in the Rape and Serious Sexual Offences units as we had planned other inspection activity specific to those units.

6. The aims of the follow up AIP were: 
· to re-assess the casework quality following the baseline assessment. 
· to compare the casework quality from this inspection to the baseline, identify where improvements have been made and/or performance deteriorated and thereby identify a direction of travel. 
· to provide sufficient evidence to enable HMCPSI to implement a targeted risk-based inspection approach to CPS Areas in the future by identifying those CPS Areas where casework quality has been assessed as declining.

7. The follow up AIP assessed casework quality on two measures: adding value to the prosecution through good, proactive prosecution decision-making and gripping case management. 

8. The AIP baseline and follow up data have been considered to highlight direction of travel of performance for both added value and grip. This has identified those CPS Areas that will be selected for our targeted risk-based inspection approach. This new inspection is Phase 3 of AIP. We have chosen Areas where there were significant improvement and decline so that we can make an assessment on what drives quality casework. 
Inspection Question
9.  What drives casework quality in the Area?
Objective 
10. In our 25 years’ experience inspecting the CPS, we have identified several casework drivers. For this inspection, we will concentrate on three key components, which will guide our assessment and ensure a comprehensive evaluation.

11. The three key components are: legal leadership and assurance, resource utilisation and management, and stakeholder engagement and collaboration.

12. Our objective is to assess whether and how these factors impacted the CPS Area's results for added value and grip since the baseline data from the initial Area Inspection Programme.

13. This inspection will not involve the examination of additional cases but will focus on assessing the broader operational environment. Key areas of evaluation will include training programmes, quality drivers in casework, available support and resources, as well as the nature of relationships and collaborations with stakeholders. Through this examination, we seek to gain insights that can inform improvements in casework quality and enhance overall operational effectiveness.

14. This inspection will focus activity on magistrates’ court and Crown Court units. Complex casework units and Rape and serious sexual offence units will be out of scope of this inspection[footnoteRef:2].  [2:  HMCPSI are conducting a thematic rape inspection 2024 that focuses on adult rape early advice and pre-charge decisions. The inspection will assess the implementation of the elements of the CPS national operating model aimed at improving the provision and quality of early advice and pre-charge decisions in adult rape cases.] 

Methodology
15. We will request and consider documents, conduct on site checks, interview relevant individuals, hold focus groups and consider performance data from the selected CPS Areas. We will also undertake a range of court observations to assess CPS performance.
Data
16. Data from the CPS Area databank will be examined to identify trends, enabling inspectors to concentrate on critical performance aspects during interviews. An assessment of performance regarding sensitive casework and custody time limits will be conducted to evaluate Area priorities.

17. Cracked, ineffective, and vacated trial rate data will be analysed.  Additionally, data from Individual Quality Assessments (IQA) will be reviewed to determine the effectiveness of the scheme in enhancing focus within the Area.



[bookmark: _Hlk180330621]Document request from Areas 
18. To support the inspections, we will request documentation from the Area prior to the onsite phase to provide evidence and enable targeted questioning during interviews with CPS staff and stakeholders. This will include documentation associated with legal leadership and assurance, documents relating to the Area’s resourcing and financial strategy, and documentation of interaction between the Area and key stakeholders. Recognising the pressures on frontline staff we will keep the document request to a minimum. The document request is attached at Annex A. Documents will be requested when the inspection is commissioned, however, there may be additional document requests from Areas as the inspection progresses. 
Stakeholder interviews
19. Stakeholder interviews will be used to gather information and evidence for Area assessment. We will evaluate the nature of Area relationships with criminal justice partners during the interviews, focusing on how these relationships influence the quality of casework. The following will be approached for an interview:

Police (all Area forces)
· Police and Crime Commissioner’s office
· Strategic police lead for criminal justice – all forces in Area
· Head of Criminal Justice Unit (or equivalent) – all forces in Area
· Police Evidence Review Officers (ERO)/Gatekeepers or equivalent - all forces in Area
· Head of Witness Care Unit – all forces in Area
Courts (various)
· Justices’ clerk (minimum of two across Area)
· Legal advisors (minimum of two across Area)
· Lay magistrates/District Judges (minimum of two across Area)
· Resident Judges (minimum of two across Area)
Defence
· Selection of key local defence solicitors (across a range of courts in Area – both magistrates’ court and Crown Court)


Other
· Local community/support groups for domestic abuse and hate crime (minimum of two across Area)
CPS interviews
20. We will engage with Area staff, including both legal and non-legal personnel, as well as management. To minimise disruption, these interviews will take place on-site within the Area. The following individuals will be approached for interviews:
CPS interviews (legal)
· Chief Crown Prosecutor (CCP)
· Deputy Chief Crown Prosecutor (DCCP) for magistrates’ court and Crown Court casework
· Senior District Crown Prosecutors (SDCP) with responsibility for magistrates’ court and Crown Court casework
· District Crown Prosecutors (DCP) with responsibility for magistrates’ court and Crown Court casework
· Domestic abuse co-ordinator
· Hate crime co-ordinator
· Senior crown prosecutors and crown prosecutors (focus groups)
· Associate prosecutors (focus groups)
CPS interviews (non-legal)
· Area business manager
· Area finance lead
· Magistrates’ court business manager
· Crown Court business manager
· Human resources manager/Recruitment manager
· Local trade union representatives
· Training manager
· Victim liaison unit head
· Community engagement manager 
· Operational delivery staff (focus groups)




Staff questionnaire
21. A questionnaire will be distributed to all CPS Area staff in the Area that we are visiting. Each question will address a specific aspect: legal leadership and assurance, resource utilisation and management, and stakeholder engagement and collaboration. Respondents will be asked to evaluate how the Area's handling of each aspect has impacted the quality of casework. The possible responses are as follows:
· The Area’s activities have led to significant improvements
·  The Area’s activities have resulted in some improvements
· The Area’s activities have made no difference, or the quality has deteriorated
· I do not know
On-site assessments
22. We will conduct a number of on-site reality checks – these will be carried out by inspectors whilst on-site:
· Custody time limit process checks to measure the robustness of the process in terms of assuring priority cases.
· IQA live checks to evaluate the quality of the most recent IQA assessments in assuring and driving casework quality standards.
· Court observations to assess case progression and the relationships with stakeholders at court.
CPS Areas to be visited
23. We will inspect CPS Yorkshire & Humberside and CPS Cymru Wales.

24. [bookmark: _Hlk180400845]The data from AIP highlights that CPS Yorkshire & Humberside had a positive direction of travel with added value (+9.9%) and grip (+13.2%) in the magistrates’ court unit from our baseline figures. CPS Yorkshire and Humberside also had a positive direction of travel with added value (+11.2%) and grip (+1.7%) in the Crown Court unit from our baseline figures. We have therefore selected CPS Yorkshire and Humberside as the first CPS Area for this inspection.

25. The data from AIP presents CPS Cymru Wales as having a negative direction of travel in both added value (-8.4%) and grip (-6.2%) in the magistrates’ court unit from our baseline figures. In the Crown Court unit, the direction of travel in added value is positive (+5.2%) but there has been a negative direction of travel with grip (-1.2%) from our baseline figures. We have therefore selected CPS Cymru Wales as the second CPS Area for this inspection.

26. Another CPS Area that reflects performance levels of added value and grip between the two CPS Areas above may be selected at a later stage for this inspection.
Resource and timescales
27. The inspection will involve one lead inspector and five additional inspectors for each CPS Area. Inspections may be conducted either simultaneously or consecutively; however, given our current resources, consecutive inspections are the most practical option. The onsite phase for the first CPS Area will take place in March/April 2025, followed by the second Area in May/June 2025. 
28. A full project plan will be produced for each inspection. General timescales for each inspection are set out below:
	Activity
	Length of Time 
Required

	Setting Up
	Two weeks to include 
· document reading
· data analysis
· onsite preparation

	Fieldwork
	Three weeks to include
· custody time limit process checks 
· IQA live checks 
· court preparation and court observations 
· stakeholder interviews
· CPS interviews  

	Analysis
	Three weeks

	Report Writing and QA
	Seven weeks

	Anticipated publication dates 
	Summer 2025 



Equality Impact Assessment
29. A preliminary evaluation of the need for an equality impact assessment (EIA) will be undertaken. It is not anticipated that a full EIA will be required.  
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