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PEEL Methodology
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PEEL Pre-inspection fieldwork:

• Data return - 6 monthly data returns (1500 data items) submitted in 
May and November each year. In addition to the data that we 
submit, HMICFRS monitor national datasets relating to the 
constabulary such as the annual Home Office / NPCC data returns

• Document return – approximately 750 documents are submitted 
during a PEEL inspection cycle, which includes an in-depth review 
of the Force Management Statement.

• Staff surveys
• Case file reviews / bespoke audits

o Victim service review of 100 crime occurrences / calls for 
service (2025-27 = Quality of Service Review)

o Review of registered sex offender management case files
o Review of online child abuse investigations
o Review of digital forensics submissions
o Review of referrals from our vulnerability Hub
o Audit of 200 stop and search encounters
o Audit of 20 randomly selected officer body worn video 

recording 
o Audit of problem-solving plans

• Full review of compliance with areas for improvement identified 
during previous PEEL inspection(s).

In-force Fieldwork

• 25 focus groups across a range of operational and 
support functions. Each focus group lasted for 2 hours 
and was made up of 6-8 officers / staff on average.

• 38 separate inspection interviews. Typically, these were 
with strategic / business leads, so Superintendent and 
above. Each interview lasted 2.5 hours on average

• 50+ Meeting observations – force and area / department 
level

• 2-hour strategic presentation / question and answer 
session between the Force Leadership Team and the HMI 
(executive level representation from the inspectorate)

• Teams calls with senior safeguarding partners
• 3 weeks of unannounced “reality testing” visits 

conducted in person by a team of 6-8 inspectors across 
the force area.

13-month inspection which ran from October 2023 to October 2024
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……the work started before the end of the 2021-22 PEEL inspection

• DCC led governance and 
accountability  arrangements 
for all HMICFRS business from 
Q4 2021
• First NCPI January 2022
• PEEL “Continuous 
assessment” phase July 2022 to 
October 2023



PEEL 2023-25 – The Headlines
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PEEL Report for Cheshire Constabulary Published 6th February 2025



PEEL 2023-25 – Summary of Results
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Detailed PEEL Inspection Results – Leadership / VFM
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

LEADERSHIP ADEQUATE GOOD ↑ ADEQUATE Better than Peers

Innovative Practice Areas for Improvement (AFIs) AFIs - Action Taken  

• Cheshire Constabulary has 
invested in new software to 
improve the efficiency of its 
financial management processes.

None N/A



Detailed PEEL Inspection Results – Workforce
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

WORKFORCE GOOD GOOD ←→ ADEQUATE Better than Peers

Innovative Practice Areas for Improvement (AFIs) AFIs - Action Taken  

None None N/A



Detailed PEEL Inspection Result – Powers / Public Treatment
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

PUBLIC TREATMENT GOOD GOOD ←→ ADEQUATE Better than Peers

Innovative Practice Areas for Improvement (AFIs) AFIs - Action Taken  

• Officers submit vulnerable person 
assessments for all people under 
the age of 18 who are subject to 
stop and search.

• Youth community cohesion 
groups to scrutinise stop and 
search and use of force processes

None N/A



Detailed PEEL Inspection Results – Prevention & Deterrence
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

PREVENTION GOOD GOOD ←→ GOOD In line with Peers

Innovative Practice Areas for Improvement (AFIs) AFIs - Action Taken  

• Using retrospective facial 
recognition to effectively identify 
suspects and tackle criminality.

• Alert system to tackle antisocial 
behaviour at the earliest 
opportunity.

None N/A



Detailed PEEL Inspection Results – Responding to the Public
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

RESPONDING TO THE 
PUBLIC

REQUIRES 
IMPROVEMENT

ADEQUATE ↑ REQUIRES 
IMPROVEMENT

Better than Peers

Innovative Practice Areas for Improvement 
(AFIs)

AFIs - Action Taken  

• The vulnerability and 
safeguarding team contacts 
vulnerable victims after the 
initial call for service to reduce 
harm and to offer safeguarding 
options.

AFI 5a - The constabulary needs to 
make sure that there are effective 
deployment decisions around 
scheduled incidents.

• Revised grading policy
• Re-established roles and responsibilities
• Established Incident Demand Working 

Group
• Re-designed QA framework
• Internal comms plan

AFI 5b - The constabulary needs to 
make sure that call handlers 
consistently give appropriate advice 
on the preservation of evidence and 
crime prevention.

• Easily accessible aide-memoire
• Updated risk assessment template
• Added visual prompts on the left-hand 

SAAB safe screen
• Revised QA process / framework
• Updated CPD and training



Detailed PEEL Inspection Results – Investigating Crime
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

INVESTIGATIONS ADEQUATE ADEQUATE ←→ REQUIRES 
IMPROVEMENT

Better than Peers

Innovative Practice Areas for Improvement 
(AFIs)

AFIs - Action Taken  

• None. AFI 6a - Cheshire Constabulary 
doesn’t consistently achieve 
appropriate outcomes for victims

• Review ownership & accountability
• Bolstered governance arrangements
• Review / reinforce allocation policy
• Development of Outcome Assurance 

Team

AFI 6b - Cheshire Constabulary 
needs to make sure that the 
requirements of the Code of 
Practice for Victims of Crime are 
complied with

• Use of VCOP Champions
• Review of Training and CPD
• QATT process review
• Review of best practice from other 

forces



Detailed PEEL Inspection Results – Vulnerability
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

VULNERABILITY ADEQUATE OUTSTANDING ↑ ADEQUATE Better than Peers

Innovative / Promising 
Practice

Areas for Improvement 
(AFIs)

AFIs - Action Taken  

• Innovative internal and external 
vulnerability campaigns to 
upskill officers, staff and 
partner organisations, and to 
raise awareness in the 
community

• Harm Reduction Unit (HRU) & 
Home Office funding to buy 
Buddi tags to monitor some 
stalking perpetrators

None N/A



Detailed PEEL Inspection Results – Managing Offenders and Suspects
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PEEL 2021-22 PEEL 2023-25
Direction of 

Travel
England & Wales 
Average 2023-25*

Comparison to 
E&W 2023-25**

OFFENDERS & 
SUSPECTS

REQUIRES 
IMPROVEMENT

OUTSTANDING ↑ ADEQUATE Better than Peers

Innovative Practice Areas for Improvement (AFIs) AFIs - Action Taken  

• OCAIT gives guidance and support 
to officers allocated investigations 
involving indecent images of 
children.

• Cheshire Constabulary recognises 
the value of Sexual Harm 
Prevention Orders and Sexual Risk 
Orders in managing sex offenders.

None N/A

This question will not be assessed in PEEL 2025-24



PEEL 2025-27 Estimated Timeline
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• Feb 2025 to March 2026 – Continuous assessment phase
• March 2026 – 12 Month inspection evidence window opens
• May to July 2026 – Quality of Service Review Data Collection Period (TBC) 
• September 2026 – Document Request (TBC)
• November 2026 – Quality of Service Audit (TBC)
• March 2027 – Final evidence collection / reality testing
• July 2027 – Report publication


	Slide Number 1
	PEEL Methodology
	Slide Number 3
	PEEL 2023-25 – The Headlines
	PEEL 2023-25 – Summary of Results
	Detailed PEEL Inspection Results – Leadership / VFM
	Detailed PEEL Inspection Results – Workforce
	Detailed PEEL Inspection Result – Powers / Public Treatment
	Detailed PEEL Inspection Results – Prevention & Deterrence
	Detailed PEEL Inspection Results – Responding to the Public
	Detailed PEEL Inspection Results – Investigating Crime
	Detailed PEEL Inspection Results – Vulnerability
	Detailed PEEL Inspection Results – Managing Offenders and Suspects
	PEEL 2025-27 Estimated Timeline

