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Why does HMIC monitor forces?

Her Majesty’s Inspectors of Constabulary (HMIs) routinely monitor all police forces in 
England and Wales in order to ensure that:

•	 emerging	causes	of	concern	about	the	effectiveness	or	efficiency	of	individual	forces	
are spotted quickly, and Chief Constables and local policing bodies1  are aware of 
those concerns and are taking corrective action; and

•	 if	causes	of	concern	with	the	effectiveness	or	efficiency	of	a	force	are	enduring	and	
there is a low prospect of them being resolved, those problems are raised formally 
with the local policing body, so that that body can respond.

Routine	monitoring	identifies	apparent	causes	of	concern	for	closer	scrutiny.	Some	of	
these will be outside the control of the force and local policing body, or will already have 
been tackled, but some may be indicators of systemic or management failings in the 
force. The decision on whether to follow up with the force and local policing body over 
any concerns rests with the HMI who leads on HMIC’s relationship with that force area 
(the ‘regional HMI’).

This document summarises:

•	 the questions that regional HMIs ask about each force as part of routine monitoring, 
and the types of information they use to answer those questions; 

•	 the process regional HMIs follow, and the steps they can take if they have concerns 
about a force;

•	 how HMIC shares information about monitoring, including the role of the Crime and 
Policing Monitoring Group (CPMG); and

•	 the principles used by regional HMIs when escalating forces to or de-escalating forces 
from stage 3 – referral to CPMG.

CPMG	consists	of	representatives	from	HMIC,	the	Home	Office,	the	College	of	Policing,	
HM Treasury, the National Police Chiefs’ Council (NPCC), the Association of Police 
and	Crime	Commissioners	(APCC)	and	invited	Chief	Officers	and	Police	and	Crime	
Commissioners. Meetings take place once a quarter to discuss both forces and the police 
service as a whole.

For transparency, HMIC shares our approach to monitoring with the public, police forces, 
local policing bodies and other organisations. Much of the information used is published 
on our website, and we also share the analysis used in monitoring with police forces and 
local policing bodies.

1	 	Police	and	crime	commissioners	for	police	areas	outside	London;	the	Mayor’s	Office	for	Policing	and	
Crime	for	the	Metropolitan	Police	Service;	and	the	City	of	London	Corporation	for	the	City	of	London	Police.
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The information used to monitor 
forces

When monitoring forces, regional HMIs and their teams examine a wide range of relevant 
information. This includes published data, data obtained from police forces, information 
gathered during our inspections, and ‘force insights’, which come from our routine 
interactions with forces.

Regional HMIs are guided by, but not limited to, examining core questions from HMIC’s 
PEEL assessment. Judgments are made about forces against these themes using a series 
of underpinning questions that are published on the HMIC website, and consideration is 
given	to	causes	of	concern	identified	for	those	forces	receiving	‘requires	improvement’	or	
‘inadequate’ judgments.

A	cause	of	concern	is	a	serious	or	critical	failing	in	policy	or	practice,	which	may	be	identified	
through the PEEL assessment, other inspection activity, or routine engagement between 
HMIC and forces.

Great care is taken when interpreting the information available, and particular attention 
is paid to the context in which forces are operating and the Police and Crime Plan. 
Experienced analysts work in collaboration with Force Liaison Leads to ensure that accurate 
conclusions are drawn to inform the decision making of regional HMIs about each force. 

Regional HMIs use the key tests to assist their decision making.

The key tests are:

•	 Does the force recognise the cause of concern and understand the implications?

•	 What is the prospect that the force will succeed in managing, mitigating or eradicating 
the cause of concern (taking into account capacity and capability)?

•	 Is the cause of concern likely to be short-lived or enduring?

As the PEEL assessment continues to evolve, the questions asked will also evolve, to 
ensure that HMIC considers emerging challenges in policing. The monitoring process is also 
subject to regular internal review.

For more information about HMIC’s approach to monitoring, and the PEEL assessment, 
please visit our website at www.justiceinspectorates.gov.uk/hmic
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What questions does HMIC ask?

From the PEEL – 2015 assessment

Effectiveness: How effective is the force at keeping people safe and reducing 
crime?

•	 How effective is the force at preventing crime, anti-social behaviour and keeping 
people safe?

•	 How effective is the force at investigating crime and managing offenders?

•	 How effective is the force at protecting those who are vulnerable from harm and 
supporting victims?

•	 How effective is the force at tackling serious and organised crime, including its 
arrangements	for	fulfilling	its	national	policing	responsibilities?

Efficiency: How efficient is the force at keeping people safe and reducing 
crime?

•	 How well does the force use its resources to meet its demand?

•	 How sustainable and affordable is the workforce model?

•	 How	sustainable	is	the	force’s	financial	position	for	the	short	and	long	term?

Legitimacy: How legitimate is the force at keeping people safe and reducing 
crime?

•	 To what extent does practice and behaviour reinforce the wellbeing of staff and an 
ethical culture?

•	 To	what	extent	are	forces	recording	crimes	in	accordance	with	the	Home	Office	
Counting Rules?

•	 How well does the force understand, engage with and treat fairly the people it serves 
to maintain and improve its legitimacy?

•	 To	what	extent	are	decisions	taken	on	the	use	of	Stop	and	Search	and	Taser	fair	and	
appropriate?

For other inspections: The monitoring process also considers questions from other 
inspections completed by HMIC, and from joint inspections with other criminal justice 
inspectorates. For more information on these, please visit our website at  
www.justiceinspectorates.gov.uk/hmic
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Stages in the monitoring process

There	are	five	stages	in	HMIC’s	monitoring	process:

Stage 1. Routine monitoring
  of all forces

Stage 2. In-depth analysis and monitoring by regional HMI
	 	 of	those	forces	where	cause(s)	of	concern	are	identified

Stage 3. Referral to the Crime and Policing Monitoring Group
  if the regional HMI believes that one or more causes of concern are at risk of  
  not being resolved

Stage 4. Concerns raised publicly by HMIC
	 	 if	the	regional	HMI	has	significant	concerns	that	are	not	being	resolved

Stage 5. Concerns escalated to the Home Secretary   
	 	 in	extreme	cases,	if	the	regional	HMI	has	significant	concerns	that	are		 	
  not being resolved

If	one	or	more	causes	of	concern	are	identified,	the	key tests which the regional HMIs apply 
(at each stage of the process) are:

•	 Does the force recognise the cause of concern and understand the implications?

•	 What is the prospect that the force will succeed in managing, mitigating or eradicating 
the cause of concern (taking into account capacity and capability)?

•	 Is the cause of concern likely to be short-lived or enduring?

Each of the stages in the monitoring process is described in detail overleaf. 
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Monitoring process map Stage 1. Routine 
monitoring

Stage 2. In-depth 
analysis and monitoring 

by regional HMI

Involves All England and Wales police forces. Those forces where cause(s) of 
concern	are	identified.

Activity by HMIC
Regular review of the latest information 
available on each force, including 
emerging causes of concern and force 
context.

In depth analysis of information on 
forces where causes of concern are 
identified,	and	monitoring	of	action	
being taken by the force. Application 
of the key tests. Discussion and 
challenge of decision making internally 
within HMIC. Early support from other 
organisations may be sought, peer 
review for example.

Timescale At least quarterly.
Review at a quarterly internal meeting. 
Forces at stage 2 are expected to move 
up or down within two quarters.

Contact with the force
Routine engagement between regional 
HMIs and their teams and forces, and 
sharing of monitoring summary reports.

Escalation to stage 2 will be formalised 
in a letter to the Chief Constable. The 
regional HMI will make contact to 
explore the causes of concern and to 
monitor progress with their resolution. 
Representations invited from the force 
to inform decision making. The regional 
HMI will maintain regular contact.

Contact with local policing 
body

Routine engagement between regional 
HMIs and local policing bodies, and 
sharing of monitoring summary reports.

The regional HMI will make contact 
to discuss the causes of concern and 
understand the perspective of the local 
policing body.

Information for the public Published inspection reports. Published inspection reports.

Associated additional 
inspection activity by HMIC

Planned inspections only, as per the 
HMIC annual inspection programme.

An inspection revisit may be 
commissioned by the regional 
HMI. The local policing body may 
also choose to commission an 
inspection.

Nil. Early review and peer support
Support	offered	by	CPMG	

members
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Stage 3. Referral to 
the Crime and Policing 

Monitoring Group 
(CPMG)

Stage 4. Concerns raised 
publicly by HMIC

Stage 5. Concerns 
escalated to the Home 

Secretary

Forces where the regional HMI believes 
that one or more causes of concern are 
at risk of not being resolved.

If	the	regional	HMI	has	significant	
concerns that are not being resolved.

In extreme cases, if the regional HMI 
has	significant	concerns	that	are	not	
being resolved.

In depth analysis of information on 
forces where causes of concern are 
identified,	and	monitoring	of	the	action	
being taken by the force. Application 
of the key tests. Discussion and 
constructive challenge of decision 
making by CPMG, and channels for 
support	by	CPMG	members	identified.

In depth analysis of information on 
forces where serious concerns are 
identified,	and	monitoring	of	the	action	
being taken by the force. Application of 
the key tests. Discussion and challenge 
of decision making with CPMG before 
decision taken to write a formal, public 
letter to the local policing body.

In depth analysis of information on 
forces where serious concerns are 
identified,	and	monitoring	of	the	action	
being taken by the force. Application of 
the key tests. Discussion and challenge 
of decision making with CPMG. Home 
Secretary	to	consider	whether	to	use	
powers of direction to prompt resolution 
of concerns.

Subject	to	discretion	of	HMI,	but	
normally only expected to be 
considered following a second review 
by CPMG.

Subject	to	discretion	of	HMI,	but	
normally only expected to be 
considered following  a second review 
by CPMG.

Escalation to stage 3 will be formalised 
in a letter. The Chief Constable will be 
invited to the next CPMG meeting to 
discuss the causes of concern and the 
steps they will take to address them. 
The regional HMI will maintain regular 
contact.

Chief Constable invited to make written 
representation and to present at a 
CPMG meeting. The regional HMI will 
maintain regular contact.

Correspondence with the Home 
Secretary	shared	with	the	Chief	
Constable. The regional HMI will 
maintain regular contact.

Local policing body invited to CPMG 
meeting to participate in discussion 
about the force and share their views.

Local policing body invited to CPMG 
meeting to participate in discussion 
about the force and share their views.

Correspondence with the Home 
Secretary	shared	with	the	local	policing	
body.

Published inspection reports.
Public letter setting out the serious 
concerns and the supporting evidence.

Decided on a case-by-case 
basis.

Subject	to	discretion	of	the	regional	
HMI, but not normally earlier than two 
quarters after consideration at stage 
2 to give the force time to respond. 
Review at quarterly CPMG meeting. 
Forces at stage 3 are expected to move 
up or down within four quarters.

An inspection revisit may be 
commissioned by the regional HMI. The 
local policing body may also choose to 
commission an inspection.

An inspection revisit may be 
commissioned by the regional HMI. The 
local policing body may also choose to 
commission an inspection.

An inspection revisit may be 
commissioned by the regional HMI.
The local policing body or Home 
Secretary	may	commission	an	
inspection.

Peer review and support. Peer review and support. Peer review and support.
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Principles for escalation to and 
de-escalation

Whilst	the	principles	here	are	specifically	for	Stage	3	of	the	monitoring	process,	forces	
can be de-escalated from any stage (that is from stage 2 to stage 1, from stage 3 to 
stage 2, and so on). At each stage, the HMI will provide details in writing of the steps to 
be taken which will result in de-escalation. 

1. Decisions to escalate a force to or de-escalate a force from stage 3 will not be based 
solely on any algorithm, and will include an element of HMI discretion.  Decisions will be 
subject to challenge within HMIC to ensure consistency.

2. Decisions should be based on the full range of evidence available to HMIC through the 
PEEL assessment (not just crime data) and will consider the context in which the force is 
operating and the Police and Crime Plan.

3. Timely conversations between HMIC and forces should be held, so that forces 
are aware of the potential for escalation to occur and are able to make their own 
representations.

4.	Where	there	is	a	cause	of	concern	about	the	effectiveness	or	efficiency	of	a	force,	the	
regional HMI will apply the key tests when deciding whether to escalate the force to stage 
3.

5.	The	force	will	be	informed	of	the	HMI’s	decision	to	escalate	them	to	Stage	3	in	a	letter,	
which will outline clearly the cause(s) of concern triggering escalation, and the context 
surrounding the decision.

6. Forces will be asked to establish with the regional HMI in writing the steps they will 
take to address the cause(s) of concern, and will be invited to present these at a Crime 
and Policing Monitoring Group (CPMG) meeting. Timescales will be set on a case-by-
case basis.

7.	Forces	that	are	escalated	to	Stage	3	will	be	provided	with	a	proportionate	range	of	
support by CPMG members to help address the cause(s) of concern. The forces will be 
expected to engage fully with all of the established support mechanisms.

8. The regional HMI will provide progress updates to each subsequent CPMG meeting 
while the force is at stage 3.  When the established steps have been completed to the 
satisfaction	of	the	regional	HMI,	and	the	regional	HMI	is	confident	that	the	cause(s)	of	
concern have been managed, mitigated or eradicated (i.e. the key tests are met), they 
will de-escalate the force from stage 3.
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9.	Should	another	cause	of	concern	arise	while	the	force	is	at	stage	3,	the	force	will	
receive	further	written	notification	of	this	from	the	regional	HMI.	Principles	4–8	will	be	
repeated for the new cause(s) of concern.provide details in writing of the steps to be 
taken which will result in de-escalation.

10. If the force does not complete the established steps within the timescales set, the 
regional HMI may further escalate the force to stage 4 or stage 5 after applying the key 
tests.
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Contact HMIC
Twitter:  @HMICgov

Email: contact@hmic.gsi.gov.uk

Web:  www.justiceinspectorates.gov.uk/hmic

Post:  HM Inspectorate of Constabulary 
  6th Floor 
  Globe House 
	 	 89	Eccleston	Square 
  London 
	 	 SW1V	1PN


