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30 March 2017 
 
 
 
 
 
 
Dear Colleague 
 
 
Re: Consultation on our inspection framework and programmes 
 
 
Under the Police and Criminal Justice Act 2006 we consult each year on our inspection framework 
and programmes. We think it right to consult not just with ministers and other inspectorates (as the 
Act requires) but also with those we inspect and other interested parties. We would very much 
welcome your views on proposals we are making to change the way we work in future, and on our 
provisional work programme for the year ahead. 
 
The way we work 
 
We have now inspected across almost all National Probation Service (NPS) divisions and Community 
Rehabilitation Company (CRC) owners. That experience, and our findings have led us to consider 
changing the way we do things. We want to continue to recognise good work but also drive 
improvement where needed, by inspecting providers more regularly and making firm, open 
inspection judgements about the quality of their work. To do this well we intend to agree with 
probation providers and others what ‘good’ looks like, and rate and grade the outcomes from our 
inspections using that consensus view.   
 
That means changes to the way we inspect, and we propose to make those changes from April 
2018 onwards, with some incremental changes later this year. We will consult on the detail in 
stages, but we provide an overview now (below) to start things off.   
 
We appreciate that CRCs will want to know how these changes will sit alongside their contracts, so 
that everyone is clear what is expected and so that their oversight arrangements are proportionate 
and coherent. That is our intention, and we are liaising with the Ministry of Justice and its agencies, 
to make sure our ratings will sit sensibly alongside other measures and so that providers are held to 
account in balanced and proportionate arrangements, with measures aligned well.  
 
Our proposals are of course subject to public funding being made available.  
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Unit of inspection 
 
Last year we said we would keep the unit of inspection under active review. In practice, inspecting 
(as we do) by Police and Crime Commissioner area has proved burdensome for those organisations 
we inspect, as their senior staff are called upon, and their organisation’s ways of working inspected 
too often and perhaps several times a year. At the same time, each inspection is generally limited to 
just a small proportion of the geographical area covered by the CRC and relevant NPS division, and 
so our findings risk not being fully representative.  
 
For these and other reasons outlined below, we propose to change our unit of inspection. As from 
April 2018 we intend to inspect by CRC, and by NPS division. We understand that there are 
logistical considerations if we make this change. We will talk with those we inspect to shape the 
detail, but we believe we can develop valid and workable arrangements, and that inspection by NPS 
division and CRC is more likely to deliver the benefits of inspection.  
 
Inspection case samples  
 
We wish to increase our case sample sizes, to increase the evidence base and to make sure the 
ratings and gradings we plan to introduce are sufficiently valid. At the moment our case samples 
are occasionally criticised as being too small, albeit our methodology does not rely solely on case 
sampling.  
  
Increasing sample size meaningfully would be costly, should we continue to inspect by Police and 
Crime Commissioner Area, and inspection would be yet more onerous for those we inspect. 
However, as the relationship between case sample size and the size of the unit of inspection is not 
linear, it is possible to increase sample size much more readily, should we inspect by NPS division 
and CRC. There are economies of scale.  
 
Underpinning standards  
 
National published standards were relaxed with Transforming Rehabilitation. In recent years, 
commercial providers have been driven by contract measures and targets, sometimes at a cost to 
the quality of work.  As the Probation Review concludes, there is an opportunity to redress the 
balance and so make sure that what is expected and what is delivered is meaningful, of good 
quality and most likely to improve the life chances of many of the most challenged and challenging 
people in society.  
 
We propose to develop inspection standards and expectations by consensus over the course of this 
year, working alongside probation providers and government, and taking their views into account. 
We see real value in building a consensus on what good looks like, and then using those agreed 
views to underpin our inspection methodology and judgements. 
 
Rating and grading  
 
We considered last year whether to rate (grade) adult probation work as we inspect - as we do for 
example in full joint inspections of youth work. We saw the arguments then as finely balanced, and 
recognised that in order to grade with certainty and for it to be meaningful, inspectorates need to 
be able to do so sufficiently confidently and regularly. We said we would keep this under active 
review. 
 
With underpinning standards and agreement on what good looks like, a sufficiently high confidence 
level from increased sample sizes and the move to inspection by NPS division and CRC, we think the 
balance tips clearly in favour of the Inspectorate rating and grading probation services. So for 
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example, we see from available research that ratings and gradings are thought particularly effective 
in driving improvement in immature and developing markets.  
 
We anticipate that once established, HMI Probation ratings will provide a prime measure of the 
quality of probation services, to complement outcome measures devised by government. We will 
consult on the detail of our proposed rating and grading scheme. 
 
Frequency of inspection 
 
For ratings and gradings to remain sufficiently valid, inspection must be frequent enough. Subject 
to available funding, we propose to inspect each NPS division and CRC annually, starting in April 
2018. Rather than being inspected in part several times a year, as is generally the case now, NPS 
divisions and CRCs will each be inspected comprehensively once a year.  
 
We would like your views at this stage on the changes we want to make overall to the way we 
inspect adult probation services.  
 

 
Youth justice services 
 
In recent years we have conducted small scale inspections (Short Quality Screenings; SQS) 
supplemented by six full joint inspections (FJI) annually, with FJIs selected according to risk on the 
one hand, and the prospect of finding and promulgating good practice on the other. In FJIs we rate 
and grade on certain dimensions, for example reducing the likelihood of reoffending and protecting 
the child or young person.  
 
These established programmes of SQS and FJI inspection are at an end: we have inspected every 
Youth Offending Service (YOS) in England and Wales over a five year period ending this month. 
Now we have the opportunity to consider with stakeholders how we should inspect in future. 
 
The way youth justice services are delivered and funded, and what is delivered is changing on the 
ground. In recent years we have seen an increased emphasis on out of court disposals and on 
desistance work as well as core statutory work to implement orders of the court, reduce reoffending 
and protect the public, and our inspection methodology needs to catch up. We want to be sure of 
good quality across the spectrum of youth justice work, and where possible we want to enable both 
local and system-wide improvements.  
 
We plan to extend our inspections to cover all the regular work of youth justice services, to 
underpin our inspections and judgements with agreed standards and to rate and grade Youth 
Offending Services, much as we plan for probation providers. We cannot stretch to annual 
inspection, however, and do not think it justifiable for youth justice services in any event. Instead 
we will consult with stakeholders later this year about the frequency of inspection in future.  

Consultation questions – developing probation services inspection 
 

1. We welcome views on our intention to rate and grade probation providers.  
 
2. We welcome views on our intention to inspect providers annually. 

 
3. We welcome any further views on the plans set out above for developing probation 

services inspection.  
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We expect to implement these proposed changes in April 2018. We intend to work with the Ministry 
of Justice and the Youth Justice Board during 2017 to make sure the oversight arrangements for 
youth justice services are proportionate and coherent, and that those delivering on the ground 
know what is expected and how they will be measured. We will develop our methodologies and 
consult on our proposals over the course of the year. Our proposals are of course subject to public 
funding being made available.  
 

 
Methodologies and programmes for 2017-2018 
 
Adult probation services 
 
We plan to continue to inspect by PCC area and to apply our established risk-based approach to 
deciding when and where to inspect adult probation services this year. We do not propose any 
changes to the factors we take into account as we decide when to inspect: 
 

1. Previous inspection results 
2. The volume and nature of the organisation's caseload 
3. Data and information on performance 
4. Significant changes or challenges to the operating model 
5. Intelligence received from any source  
6. Time elapsed since last inspection 

 
Youth justice services 
 
We plan to conduct two thematic inspections of youth justice services, while developing new 
methodologies for regular inspection. We will begin with a thematic inspection of work to protect 
the public followed by a thematic inspection of out-of-court disposal work. We expect our findings 
to feed into our development work. We will retain the option to inspect any individual YOS should 
we consider it necessary, to manage risk.  
 
Thematic inspection 
 
We do not propose any changes to the factors we consider as we select topics:  
 

1. Potential impact of our findings 
2. Significant changes to policy, service delivery or caseloads 
3. Risks to public protection 
4. Findings from other inspections 
5. Intelligence received from any source 
6. Time elapsed since last inspection 
7. Estimated resource requirements 
8. Ministerial and other key stakeholder interests 
 

Consultation questions – youth justice inspections 
 

4. We welcome views on how we can best add value through our next youth justice 
inspection programme. 
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Applying these factors, we intend to conduct (jointly with others where appropriate) adult thematic 
inspections on the following topics (in addition to the two youth topics outlined above): 
 

 New Psychoactive Substances 
 Enforcement and recall 
 Supply chain provision  

 

 
The balance of inspection  
 
We are a small organisation. We propose to use up to 35% of our available inspection hours on 
adult inspection work, as now. We have already announced adult inspections (of the NPS and 
relevant CRC) for Gloucestershire and Cumbria PCC areas. We expect to announce and complete up 
to a further six adult probation inspections over the course of the financial year, selected according 
to risk. We expect some of these to be in large, urban areas. 
 
We will be completing slightly fewer adult probation inspections in the year ahead, when compared 
to 2016-17, so as to allow for the work necessary to develop our new methodology in time for April 
2018. We expect to trial aspects of the methodology in our inspections in the latter half of 2017-18.   
 
Having increased the proportion of inspection hours devoted to thematic inspection last year, we 
intend to maintain that position and use up to 30% of available hours in this way. We believe 
thematic inspection is particularly useful in showing, for example, how key government policies are 
working. 
 
That leaves some 35% of our inspection hours. We propose to continue with our work in Joint 
Targeted Area Inspections (JTAI), working with Ofsted, HMI Constabulary and CQC. JTAI is likely to 
take up about 5% of our available time. As to the remaining 30% of available time, we intend to 
use that time on joint work with HMI Prisons on Prison Offender Management Inspections (POMI), 
on other joint criminal justice inspections and on development work for both our adult and youth 
justice services’ inspection methodologies.  
 
We would welcome your views on or proposals for the balance of inspection work for the year 
ahead.  
 

 
 
 
 
 

Consultation questions – thematic inspections 
 

5. We welcome views on our proposed topics for thematic inspections. 
 

Consultation questions – balance of inspection 
 

6. We welcome views on our proposals for the balance of inspection work. 
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Finally I should say that we wish to retain and develop the scope for changing priorities over the 
course of the year. We appreciate that Ministers may wish us to conduct specific pieces of work at 
any one time or in response to an unanticipated event, and we will wish to respond in any event to 
risks as we see them.  
 
We would very much appreciate your views by Friday 21st April 2017. Please direct any queries and 
your responses to Kevin Ball at Kevin.Ball@hmiprobation.gsi.gov.uk 
 
 
 
Yours sincerely, 
 
 
 
 
 
 
Dame Glenys Stacey 
HM Chief Inspector of Probation 

Glenys.Stacey@hmiprobation.gsi.gov.uk 

 


