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Introduction to Baseline Assessment

Since March 2004, Her Majesty’s Inspectorate of Constabulary (HMIC) has conducted a
periodic, strategic-level performance review of each Home Office police force in England
and Wales. For a range of policing activities, forces are assessed as delivering performance
that is Excellent, Good, Fair or Poor. The process is known as baseline assessment (BA)
and this report covers the assessment for the financial year 2005/06; performance outside
this period is not taken into account in determining grades. The assessments focus on the
high-level processes of police forces and their results. The assessments are undertaken by
regional HM Inspectors, supported by experienced police officers and police staff on
secondment.

BA is designed primarily as a self-assessment, with the degree of validation/reality-checking
undertaken by HMIC dependent on a force’s overall performance and the rigour of its
internal assessment processes. It is important to recognise that BA is not a traditional
inspection; rather, it helps HMIC focus its inspection effort where it is most needed. A formal
statutory inspection may still be necessary where there is evidence of systemic
underperformance and poor leadership.

In addition to the qualitative assessments contained in this report, force performance is also
measured by a series of key quantitative indicators. The most important indicators are
statutory performance indicators (SPIs), which are determined each year by the Home
Secretary and which Police Authorities/forces must report to the Home Office. Examples of
SPIs include crime incidence and detection rates, as well as relevant management
information such as sickness absence and ethnic recruitment rates. Results for these SPIs
are also graded using the Excellent, Good, Fair and Poor categories. These SPI grades are
added to HMIC BA grades to provide a fuller picture of police performance; the joint results
are published annually in October and can be found on the internet at
police.homeoffice.gov.uk/performance

Policing has undergone significant changes in recent years as the country adapts to new
forms of terrorism and criminality. As policing is dynamic, so also must be the form of
assessment. Dominating much of HMIC’s recent thinking is the need for the service to
modernise its workforce while providing better ‘protective services’, as identified in the
Closing the Gap report published in 2005. On-site activity for the 2005/06 baseline
concentrated on these areas, but could not — given ministerial priorities — ignore volume
crime and the roll-out of neighbourhood policing. As forces and Police Authorities consider
options for change to meet new challenges with constrained resources, a force-by-force
balance sheet of strengths and areas for improvement is critical contextual information.

Priority Frameworks

Seven BA areas were designated as priority frameworks for on-site validation, to reflect the
need to improve protective services and deliver key policing objectives. These were:

managing critical incidents and major crime;
tackling serious and organised criminality;
providing specialist operational support;
strategic roads policing;

protecting vulnerable people;
neighbourhood policing; and
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e leadership and direction.

These areas were the key focus of on-site validation by HMIC staff; the first five can be
loosely classified as protective services. Other frameworks were assessed primarily by
desk-top reviews of the evidence submitted by forces, using the framework key issues and
specific grading criteria (SGC) as an indicative guide.

Force Amalgamations

Following the challenges highlighted with regard to protective services capability and
capacity in the summer of 2005, all forces undertook significant additional work on options
to ‘close the gap’. The Home Secretary directed that business cases should be prepared
and submitted by December 2005. The BA report thus reflects, in many of the frameworks,
activity and effort to produce and assess options for change. It is vital to acknowledge the
energy and commitment given to the prospect of a major restructuring of the service, which
inevitably gave rise to some turbulence during this period.

At the end of July 2006, the Home Secretary indicated that the restructuring of forces would
not be pursued at this time. The agenda to improve protective services is to be advanced by
forces and Police Authorities through alternative means such as collaboration. Progress to
‘narrow the gap’ between existing capability and that which is needed will be assessed by
HMIC in future inspection activity.

The Grading Process

Forces have been graded for both service delivery and direction of travel. It is important to
remember that, for most activities, delivery is measured through the use of most similar
force (MSF) groups, whereby forces are compared with peers facing similar policing
challenges. For direction of travel, the grade is awarded largely in respect of the force’s own
previous performance. A vital component of the grading process is SGC, which outlines, for
each activity, what represents Excellent, Good, Fair and Poor levels of performance. The
criteria were developed in conjunction with expert practitioners and Association of Chief
Police Officers (ACPO) business/portfolio leads, who were also involved in the national
moderation process to help ensure that these criteria were applied fairly and consistently.
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Service delivery grade

This grade is a reflection of the performance delivery by the force over the assessment
period 1 April 2005 to 31 March 2006. One of four grades can be awarded, according to
performance assessed against the SGC (see full list of SGCs at
http://inspectorates.homeoffice.gov.uk/hmic/methodologies/baseline-introduction/ba-
methodology-06/?version=1.

Excellent

This grade describes the highest level of performance in service delivery — eg top quartile,
where relevant — and achieving full compliance with codes of practice or national guidance.
It is expected that few forces will achieve this very high standard for a given activity. To
achieve Excellent, forces are expected to have attained all the criteria set out in Fair and
the vast majority of those set out in Good. In addition, two other factors will attract an
Excellent grade:

» The force should be recognised, or be able to act, as a ‘beacon’ to others, and be
accepted within the service as a source of leading-edge practice. Examples where
other forces have successfully imported practices would be good evidence of this.

» HMIC is committed to supporting innovative forces and we would expect Excellent
forces to have introduced and evaluated new ways of improving performance.

Good

Good is defined in the Collins dictionary as ‘of a high quality or level’ and denotes
performance above the norm — in many cases, performance that is above the MSF average.
To reach this standard, forces have to meet in full the criteria set out in Fair and most of the
criteria set out in Good.

Fair

Fair is the delivery of an acceptable level of service. To achieve a Fair grading, forces must
achieve all of the significant criteria set out in the Fair SGC. HMIC would expect that, across
most activities, the largest number of grades would be awarded at this level.

Poor

Poor represents an unacceptable level of service. To attract this very critical grade, a force
must have fallen well short of a significant number of criteria set out in the SGC for Fair. In
some cases, failure to achieve a single critical criterion may alone warrant a Poor grade.
Such dominant criteria will always be flagged in the SGC.

Direction of Travel Grade

This grade is a reflection of the force’s change in performance between the assessment
period and the previous year. For BA 2006, this is the change between the financial years
2004/05 and 2005/06. The potential grades for direction of travel are as follows.

Improved
This reflects a significant improvement in the performance of the force.

Stable
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This denotes no significant change in performance.
Declined

This is where there has been a significant decline in the performance of the force.

Good Practice

In addition to assessing force performance, one of HMIC's key roles is to identify and share
good practice within the police service. Much good practice is identified as HMIC conducts
its assessments; in addition, each force is given the opportunity to submit examples of its
good practice. HMIC has selected three of these examples to publish in this report. The key
criteria for each example is that the work has been evaluated by the force and is easily
transferable to other forces. (Each force has provided a contact name and telephone
number, should further information be required.) HMIC has not conducted any independent
evaluation of the examples of good practice provided.

Future HMIC Inspection Activity

Although HMIC must continue to maintain a watching brief on all performance areas, it will
become more risk-driven in its future inspection activity. Protective services will be the core
of inspection programmes, tailored to capacity, capability and the likelihood of exposure to
threats from organised criminality, terrorism and so on. Until its full implementation in April
2008, neighbourhood policing will also demand attention. Conversely, those areas where
strong performance is signalled by SPI results, such as volume crime reduction and
investigation, will receive relatively little scrutiny.

The Government has announced that, in real terms, there will be little or no growth in Police
Authority/force budgets over the next three years. Forces will therefore have to maintain,
and in some areas improve, performance without additional resources. This in itself creates
a risk to police delivery and HMIC has therefore included a strategic financial assessment
for all forces in its future inspection programme.
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Baseline Assessment 2006 Frameworks

1

Citizen Focus (PPAF Domain A)

1A Fairness and
Equality in Service
Delivery

Equality of service
delivery

Community
cohesion

Engaging with
minority groups
Hate-crime reduction
and investigation

1B Neighbourhood
Policing and Problem
Solving

o [Effective
mechanisms for

obtaining community

views

e Responding to local
priorities

o Effective

interventions and

problem solving with

partners and
communities

e Operational activity
to reassure
communities

e Use of media to
market success

e Uniformed patrol
and visibility

e Extended police
family

e Performance in
reducing fear of
crime

1C Customer Service
and Accessibility

e Quality of service to
victims and
witnesses

e Customer care

e Responding to
customer needs

e Accessibility of
policing services

1D Professional
Standards

e Investigation of
public complaints

e Improving
professional
standards

e Combating
corruption and
promoting ethical
behaviour

e Reducing complaints
and learning lessons

2

Reducing Crime (PPAF Domain 1)

2A Volume Crime Reduction

Crime strategy

Performance in reducing

volume crime

Levels of crime compared

with peers
Problem solving

National Crime Recording
Standard (NCRS) compliance
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3

Investigating Crime (PPAF Domain 2)

3A Managing Critical Incidents
and Major Crime

Detection rates for murder,
rape and other serious crime
Integration with overall crime
strategy

Compliance with Association
of Chief Police Officers
(ACPO) murder manual
Early identification of critical
incidents that may escalate
into major inquiries

3B Tackling Serious and
Organised Criminality

Crime that crosses basic
command unit (BCU) and/or
force boundaries

Support for regional
intelligence and operations
Asset recovery (Proceeds of
Crime Act — POCA)
Effective targeted operations
Quality packages with the
Serious Organised Crime
Agency (SOCA)

3C Volume Crime Investigation

e Crime strategy

e Crime recording

e Investigative skills, eg
interviewing

e Automatic number plate
recognition (ANPR)

e Detection performance

3D Improving Forensic
Performance

Specialist scientific support
Use of National Automated
Fingerprint Identification
System (NAFIS), DNA, etc
Integrated management of
processes

Performance in forensic
identification and detection

3E Criminal Justice Processes

Quality and timeliness of case
files

Custody management/
prisoner handing

Youth justice

Police National Computer
(PNC) compliance

4

Promoting Safety (PPAF Domain 3)

4A Reducing Anti-Social
Behaviour (ASB)

Non-crime activities of crime
and disorder reduction
partnerships (CDRPs) and
other partnerships

Use of ASB legislation, tools,
etc

4B Protecting Vulnerable
People

Child abuse

Domestic violence
Multi-agency police protection
arrangements (MAPPA)/sex
offender management
Missing persons

5

Providing Assistance (PP

AF Domain 4)

5A Contact Management

All aspects of call handling
and call management

Initial incident response

Early identification of critical
incidents

Performance in answering
and responding to public calls

5B Providing Specialist
Operational Support

Management of central
operational support

Police use of firearms
Capability for policing major
events/incidents

5C Strategic Roads Policing

e Effectiveness of
arrangements for roads
policing

e Integration/support for other
operational activity

e Road safety partnerships
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6 Resource Use (PPAF Domain B)

6A Human Resource (HR)
Management

¢ HR strategy and costed plan

e Key HR issues not covered in
6B or 6C

e Health and safety

e Performance in key HR
indicators

6B Training, Development and
Organisational Learning

e Costed training strategy and
delivery plan

e Key training and development
issues

6C Race and Diversity

e Action to promote fairness in
relation to race, gender, faith,
age, sexual orientation and
disability

e Performance in meeting key
targets

6D Managing Financial and
Physical Resources

e Resource availability

e Effective use of resources to
support front-line activity

e Devolved budgets

e Finance, estates,
procurement and fleet
management functions

¢ Demand management

6E Information Management

e Information systems/
information technology (IS/IT)
strategy and its
implementation

e Programme and project
management

e Customer service
Adequacy of key systems
Business continuity/disaster
recovery

6F National Intelligence Model
(NIM)

e Extent to which structures,
processes and products meet
NIM standards

e Integration of NIM with force
planning and performance
management

e Use of community intelligence

e Application of NIM to non-
crime areas

7 Leadership and Direction

7A Leadership

e Extent to which the chief
officer team is visible and
dynamic, sets and upholds a
vision, values and standards,
promotes a learning culture,
and sustains a well-motivated
workforce

e Effectiveness of succession
planning

e Promotion of corporacy

7B Performance Management
and Continuous Improvement

o Effective performance
management structures and
processes at all levels

e Quality and timeliness of
performance/management
information

e Internal inspection/audit/
quality assurance (QA)
systems

o Effectiveness of joint force/PA
best value reviews (BVRS)
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Force Overview and Context

Geographical Description of Force Area

Hertfordshire Constabulary’s boundaries are congruent with those of the County of
Hertfordshire. Local policing is delivered through three basic command units (BCUSs):
Western, Central and Eastern, covering an area of 1,643 square kilometres, with a resident
population of well over a million. In addition there is also a considerable commuting
population that passes through the county every weekday by road and rail, to and from
London.

The county comprises a mix of large urban areas, new towns, market towns and villages,
and has some of the busiest strategic roads in Europe. Most of the southern areas of the
county share characteristics with their neighbouring parts of North London. On the northern
and eastern edges of the county, the nature of the area is countryside, and its policing
dimensions are therefore similar to the rural context of southern Cambridgeshire and
western Essex.

The county continues to grow rapidly, both economically and demographically. Further
major housing developments are targeted in the coming years, both to the west of
Stevenage and in the south east of the county on the Essex border.

The county has two international airports within a mile of its border, and all of London’s
airports are easily accessible. The significant motorway and trunk road network of the M1,
M25, M10, A1(M), A41, A10 and A5 provide significant strategic road coverage and
significant policing problems. There are three main line rail links (Midlands, East Coast and
West Coast) and easy access to the east coast sea ports. This level of infrastructure
provides excellent transport links and characterises a highly mobile community.

These features, together with the proximity to London, shape the community who live, work,
travel or spend their leisure time in the county. Rail crashes at Watford, Hatfield and Potters
Bar in recent years are reminders of the vulnerability to natural, accidental or terrorist
incidents that are caused by such a concentration of transport infrastructure in one place.
The Buncefield oil depot explosion in December 2005 reinforces the potential for major
incidents in an area of densely populated residential and light and heavy industrial
enterprises.

Many of the county’s towns feature a vibrant night life that needs policing, and
championship football is a regular feature of policing on the Western area. A long history of
film production has traditionally had little impact on policing. However, the arrival of the ‘Big
Brother’ house at Elstree has attracted considerable media interest and, on occasions,
specific interest in police activity.

The proximity to London, together with a number of key parliamentary seats, leads to
extensive and numerous VIP visits and impacts on police resourcing, particularly at general
election time. The impact of the high cost of living and difficulty in finding affordable housing
for staff directly impinges on resourcing, recruitment and retention.
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Demographic Description of the Force Area

With a population of 1,041,000 in 1,643 square kilometres, Hertfordshire contains 19% of
the people in the east of England in only 8.6% of the land mass. Some 20.5% of the
population is under 16 years of age, while there is an 81% employment rate for those of
employable age.

The proportion of the population that is from black and minority ethnic (BME) communities is
6.3%, which is lower than the national average. The largest sector of this group (1.6%) is
Indian. The more concentrated minority communities are predominantly situated in the
western area, with some notable exceptions — for example, in Hitchin, in the north east of
the county.

The education and health indices demonstrate that the county as a whole is on a par with or
ahead of the region, and well ahead of the national figures. However, in the areas where
poor health and education are evident, this level of deprivation is felt all the more keenly
when compared with the relative comfort of the rest of the county.

Economically the county performs well, with a £20 billion Gross Added Value assessment.
This represents 25.6% of the gross figure for the six counties in the East of England region.

Structural Description of the Force including Staff Changes at Chief Officer
Level

The policing style and organisation are designed to provide a modern, flexible police force,
and an effective policing service for Hertfordshire.

Hertfordshire moved to the current policing style in 2001, when the intelligence-led policing
model was first introduced to the county. Since that time, the model has evolved and most
recently has been recalibrated to ensure the best match possible between resources and
demands.

The policing model provides opportunities for the force to take a proactive approach to
fighting crime. BCU-based intelligence units gather and analyse data, enabling crime
patterns to be identified and resources to be targeted more effectively. These units are
central to the policing style and demonstrate the force’s commitment to being an
intelligence-led police force. This model also operates successfully at level 2 to ensure that
a rigorous response to level 2 criminality is provided. Recalibration and the changes to the
major crime task force (May 2005) have enabled the force to make an excellent start to
asset seizure as a way of tackling the higher levels of criminal activity.

There are three BCUs that are coterminous with local authority boundaries. Two of the
BCUs (Western and Central) each have three crime and disorder reduction partnerships
(CDRPs) within their boundaries, while Eastern has four. These BCUs have been in place
since September 2001, and have established effective working relationships with a diverse
range of partners in local and countywide structures.

Neighbourhood policing (NHP) has been introduced across the county, in 76 defined
localities. Neighbourhood policing teams (NPTs) have been built on the well established
local community teams, which were already closely engaged with partners and public at
parish, town, district and borough council levels. Eastern BCU is the NHP Pathfinder site.
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A new community safety and crime reduction unit is being established, under the leadership
of a chief superintendent. This unit will continue to co-ordinate NHP across the county and
enhance all aspects of citizen focus activity.

The chief officer team is based in Welwyn Garden City on the headquarters site, which also
provides a support and administrative function for the whole force, as well as housing a
number of specialist operational units.

The Chief Constable, Frank Whiteley, has been in post since October 2004, and his
executive team — deputy chief constable (DCC) Simon Ash, assistant chief constable (ACC)
Robert Beckley, ACC Simon Parr and director of resources James Hurley — have all
remained in post throughout this policing plan year. ACC Beckley has been on a temporary
secondment out of force during much of 2005/06, and is due back in May 2006. His duties
are being undertaken by temporary ACC Steve Devine.

The Police Authority plays an active role at the strategic level of the organisation and in
local consultative arrangements. For example, there is Police Authority representation on all
programme and project boards. A Police Authority member attends the operational
performance meetings (OPMs), which take place every 28 days. The force and Police
Authority regularly engage with key stakeholders at a corporate, BCU, CDRP and
neighbourhood level. Police Authority support and involvement in diversity issues and health
and safety are particularly worthy of note.

Strategic Priorities

Under an overall aim of Working Together for a Safer Hertfordshire, the five strategic aims
in policing Hertfordshire are:

e toreduce crime;

e to improve public confidence;

e to improve the response to the public;

e toreduce disorder; and

e to improve public safety and feelings of safety.

The communication strategy to publicise the core direction utilises a variety of media
methods, including internet and intranet access. Multilingual availability and versions for the
deaf and blind are provided to ease communication with all parts of the community. Internal
and community awareness is a key objective in translating these strategic priorities into
positive action by working with the community and key partners.

When reviewing or amending strategic priorities (eg when formulating the policing plan each
year), the Police Authority and the force consult and engage widely with key stakeholders
as well as the general public. The timing of the consultation process takes into account local
area agreement submissions to ensure that all strategic plans are aligned and consistent.

The force has recently refreshed its mission, vision and values statement to clarify and
reinforce the strategic direction of the service. This clarity of purpose is underpinned by a
leadership charter that has been personally endorsed by chief officers at a series of
leadership seminars for all police staff and officers in supervisory roles.
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Impact of Workforce Modernisation and Strategic Force Development
The Recalibration Programme

Following the introduction of a policing style in September 2001 to ensure the ability of the
force to respond in a flexible and proactive manner to the needs of the community, chief
officers concluded in early 2005 that there was a need to recalibrate the policing model to
further improve the match between finite resources and ever-increasing demands. The force
utilised a resource allocation model (based on the one developed by Merseyside) to
calculate the numbers of staff needed to deliver front-line policing 24/7.

A chief superintendent was appointed (under the Association of Chief Police Officers
(ACPO) lead of the DCC) to deliver this significant change management programme.
Following extensive consultation and implementation phases, the full recalibration changes,
which created 91 additional posts by redeploying staff, commenced in January 2006 and
are currently being embedded into the organisation. Early indications are extremely positive
and this has been achieved by strong and visionary leadership.

Extended Police Family

The workforce modernisation programme has also seen the introduction of police
community support officers (PCSOs) to neighbourhood teams throughout the Constabulary.
In April 2003 the force started with 14 Home Office funded PCSOs. By the end of March
2006 there will be a total of 144 PCSOs in the county, funded by a combination of Police
Authority, Home Office and partnership finance. The planned enhancement of the PCSO
resource will result in 242 officers by March 2007 and 359 by March 2008.

There are also a number of specialist PCSOs (eg in schools), particularly effective in
partnership working to reduce youth disorder.

There are a total of seven accreditation schemes. The latest addition involves 70 accredited
volunteers at the University of Hertfordshire, led by two PCSOs and a ward constable.
There are also a number of experienced police staff investigators in key roles, while police
staff detention/escort officers are used in all custody suites.

There has been a significant rise in Special Constabulary numbers in the last year, and
there are plans to increase these further in 2006/07. Special constables are now being
integrated into NPTs.

Major Achievements

2005/06 has been a challenging year, but a successful one. For example, there was an
intense international spotlight following the Buncefield oil depot explosion in December
2005, where the force clearly rose to meet the unprecedented challenge and demands.

This report gives three case studies as samples of some of the force’s achievements this
year:

e The recalibration programme
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o The force response to the Proceeds of Crime Act 2004 (POCA)
e The media response to Buncefield

Other major achievements this year include: the proactive approach to licensing legislation,

the Compass project for student officers, the leadership development programme, dramatic

improvements in call handling, significant developments in NHP, continued expansion of the
extended police family, a continued fall in the number of serious injury traffic collisions, and

the introduction of statutory charging.

Police National Computer (PNC) performance has significantly improved during 2005/06.
Additionally, prolific and priority offender (PPO) arrest levels are some of the best nationally,
outstanding Fail To Appear (FTA) warrant levels are proportionately among the lowest
nationally, and recently the force crushed the 2,000th vehicle to be seized by officers since
August 2005. User satisfaction levels are among the highest nationally across all user
satisfaction measures.

The force has received a further Green rating for crime recording standards. Against this
background there have been falls in recorded crime (nearly 2% overall, and 12% for house
burglary), matched by falls in the British Crime Survey (BCS) measures. Crime investigation
has been problematic, not least due to the continued loss of experienced investigators to
other forces. However, despite a drop in the sanction detection rate in Autumn 2005, the
force has reversed the decline and ensured that the year end target has been exceeded.

In response to the May 2005 report on protective services, there has been a considerable
strengthening of resources, including setting up an enlarged major crime task force, a focus
on proceeds of crime seizures, and continued work under Operation Crystal to combat
drugs trafficking, through a series of undercover operations on all BCUs. Additionally, the
force has been driving the expansion of the regional intelligence unit, as well as being a key
contributor to expanding regional counter-terrorism resourcing.

The force was the first to fully launch the national management information system (NMIS),
and has recently installed a new upgraded version. This has allowed further improvements
in performance management systems and processes — graded as Excellent in the last
baseline assessment. Further technological innovations include being the first to load
searchable palm prints, and developing extensive automatic number plate recognition
(ANPR) coverage through both town centre schemes and mobile facilities in vehicles. The
latter has led directly to the high levels of vehicle seizure indicated above.

The force is proud of its efforts to deliver value for money and has a strong record of
delivering efficiency savings in both cashable and non-cashable form.

The force devolves 85% of its revenue budget to BCUs and departments. In a very
challenging environment, cash efficiencies generated by recalibration led to the
redeployment of staff to 91 new posts, while sickness levels and overtime have continued to
fall.

The force ends the business year with improvements in performance in a number of areas.
With a firm basis to build on in 2006/07, the force will enter the new financial year with more
staff, more equipment and more money than ever before. The force has a clear sense of
direction and a commitment to further improve.

Major Challenges for the Future
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The medium-term financial challenges will ultimately lead to extensive collaboration to
achieve the best use of limited resources for both Hertfordshire and neighbouring forces.

Retention of police officers, particularly specialist officers, continues to be a challenge. The
continued proactive recruitment campaigns of the Metropolitan Police Service, allied with
the greater financial rewards offered, may persuade further officers to consider transfer. The
force will attempt to meet this challenge by marketing its unique qualities, such as its trainee
investigator programme, to potential recruits.

Rising arrest levels and offences brought to justice have created the need for additional
custody space and demands for more court space. While this is being addressed in the
short to medium term, court capacity is a serious issue, leading to long delays in cases
going to trial in the magistrates’ courts. This situation will worsen as the court service in the
county faces an 8% cut in its funding in 2006/07.

Poor levels of collection against POCA confiscation orders by the courts service (through its
centre of excellence in Kent) have disappointed the force, not least because this threatens
the force’s ability to utilise this additional source of funding.

Far higher levels of high volume/low detection crimes (eg making off without payment,
attacks on BT coin boxes) are recorded in comparison to many within the most similar force
(MSF) group. While this may reflect better recording practices, stemming from its centralised
crime bureau, in those categories that are untouched by National Crime Recording
Standard (NCRS) auditing, this presents challenges for the future both in reducing recorded
crime and in improving sanction detection rates. These issues will be tackled in 2006/07 by
new force volume crime detection champions, who will lead on individual problems against
comprehensive problem profiles.
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Summary of Judgements Grade Direction of
Travel
Citizen Focus
Fairness and Equality in Service Delivery Good Stable
Neighbourhood Policing and Problem Solving Good Improved
Customer Service and Accessibility Good Stable
Professional Standards Good Not Graded
Reducing Crime
Volume Crime Reduction Good Stable
Investigating Crime
Managing Critical Incidents and Major Crime Good Improved
Tackling Serious and Organised Criminality Fair Improved
Volume Crime Investigation Fair Declined
Improving Forensic Performance Fair Improved
Criminal Justice Processes Good Improved
Promoting Safety
Reducing Anti-Social Behaviour Good Stable
Protecting Vulnerable People Fair Stable
Providing Assistance
Contact Management Good Improved
Providing Specialist Operational Support Good Improved
Strategic Roads Policing Good Improved
Resource Use
Human Resource Management Good Stable
Training, Development and Organisational Learning Good Improved
Race and Diversity Good Stable
Managing Financial and Physical Resources Good Stable
Information Management Good Stable
National Intelligence Model Good Stable
Leadership and Direction
Leadership Good Not Graded
Performance Management and Continuous Good Stable

Improvement
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Citizen Focus (Domain A)

1A Fairness and Equality in Service Delivery Grade Direction of
Travel
Good Stable

National Grade Distribution

Poor Fair Good Excellent

0 15 28 0

Contextual Factors

During 2005/06 the force created a new diversity unit, which has responsibilities for a
continued focus on race relations, the race equality scheme (RES) and improving
performance. There has been a particular focus on BME satisfaction levels due to previous
low levels. The best value review of hate crime was approved by the Police Authority in
February 2006.

User satisfaction rates are among the top in the country, and the force is top of its MSF
group for both white and BME users. The force is significantly above the MSF average for
user satisfaction among racist incident victims, while overall satisfaction levels have gone
up from 79% in the 12 months to June 2005 to 86.3% in the 12 months to March 2006.

The force has taken steps to encourage the reporting of hate crime. In March 2006 the force
was below the MSF average for both racially aggravated offences by population and
sanction detection levels.

Strengths

e The force diversity champion is the DCC, who chairs the force diversity board. The
board is attended by the chair of the Police Authority diversity working group and the
chair of the county independent advisory group (IAG).

e Fairness and equality issues are addressed locally through five local diversity boards
on the three BCUs and two main departments — each chaired by a chief
superintendent.

e The ACC (operational support) (ACC (OS)) is chair of the Hertfordshire race equality
group, a multi-agency forum that aims to monitor hate crime in the county and to
establish local protocols between agencies.

o The new diversity unit — created in March 2005, under the leadership of a chief
inspector, has responsibilities including the RES, ensuring compliance with the Race
Relations (Amendment) Act (RRAA); stop and search, ensuring that performance
updates reach the Police Authority and each of the diversity boards; and maintaining
a focus on legislative compliance, training requirements and disproportionality
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monitoring. The unit contains a number of new posts, including a community
engagement officer.

The RES manager — a member of the Commission for Racial Equality good practice
network — chairs the Way Forward group, a forum for developing and sharing good
practice around race equality in the South East.

Hate crime and levels of satisfaction performance are subject to scrutiny at the OPM
held every 28 days.

The RES 2005-2008 was published in May 2005, and is formally reviewed on a six-
monthly basis. The scheme is underpinned by an action plan, reviewed bi-monthly at
force diversity board meetings, and is subject to Police Authority scrutiny by the PA
diversity working group, and annually by the full Police Authority. In March 2006 the
force was the subject of an RES inspection by HMIC, which indicated a clear
commitment to the RES, which was showing signs of beginning to become
embedded in force practice.

All staff members have completed compulsory RES and Disability Discrimination Act
training packages. Professional standards investigators have all had specific training
on dealing with discriminatory behaviour.

In 2005/06, performance development reviews (PDRs) for all staff included two
objectives related to the RES, requiring them to show evidence of promoting the
general duties of the RRAA.

Household distribution of the Police Authority and force magazine raises community
awareness on hate crime and third party reporting. The publication has also started
to engender confidence within the community requesting contact with the Police
Authority to express their concerns on hate crime and stop and search.

Third party reporting procedures for hate crimes continue to develop. The force is
part of the True Vision initiative, where self-reporting forms and packs are available
at venues and with partner agencies throughout the county. Packs include details of
partner agencies available to support and advise victims.

In 2005 equality impact assessment (EIA) training has been delivered to officers of
chief inspector rank/police staff equivalent and above, with approximately 80 staff
now trained. All new policies are now subject to impact assessment. A process of
policy review is in place, and requires EIA at the point of review. A stop and search
EIA has been conducted and published.

The best value review on hate crime, which introduced improved processes in a
number of key areas, was ratified by the Police Authority in February 2006.

Targets in the 2005/06 plan focused on achieving user satisfaction rates and
detection rates comparable across all ethnic groups. The 2006/07 plan contains a
target to achieve at least a 90% satisfaction rate in relation to racist incidents, and
places a focus on hate crime incidents and crimes involving repeat victimisation.

There is a continuing focus on satisfaction rates in monthly force performance
meetings, and each area detective chief inspector (DCI) is responsible for
implementation of the BCU's local hate crime action plan. Hate crime investigations
are dealt with by full-time hate crime officers (two per BCU), and supported as
necessary by area criminal investigation department (CID) resources.
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The force adheres to ACPO policy on hate crime, and attendance at all such
incidents is mandatory. There is a dedicated team of race crime officers, who take
the lead in monitoring and evaluating incidents across the force.

Hate crime has recently been the subject of review at the OPM. One recent example
focused on race-related offences in South Oxhey, as a result of increased local
tensions. The operation resulted in an increased reporting of offences, and was
followed by a decrease in instances of public disorder and racially aggravated
offences.

The computerised crime recording system has recently been enhanced to ensure
that different hate crimes, such as racist, faith, homophobic, transphobic and
disablist can be clearly identified.

Western area has introduced the Sunflower centre, a multi-agency approach to
reducing crime, and provides an enhanced service to vulnerable victims and
witnesses.

Control room supervisors and staff receive reminders on the requirements to
appropriately grade and prioritise hate crime incidents. Where no unit is available the
matter is transferred to an area supervisor. Incident logs are generated for all
allegations of hate crime, and subject to dip sampling as part of the crime registrar's
quarterly NCRS compliance audit.

IAGs are supplied with statistics and analysis around the reporting of hate crime, and
use this data to scrutinise force performance.

Work in Progress

Following consultation with the IAG and other community groups, the confidence and
equality strategy is due to be launched in summer 2006.

A new hate crime policy is currently being written, incorporating ACPO guidance,
and in consultation with IAGs and other external consultants, to ensure focus on the
needs of the victims.

During 2005, the force acknowledged low levels of victim satisfaction for victims of
racist incidents and racist crimes. As a result, force and local action plans have been
developed and implemented, and have brought about an increase in the levels of
victim satisfaction.

Areas for Improvement

The diversity board currently has 14 work streams. During 2006/07 these will be
rationalised to reflect the six main strands of diversity.

The force provided computer based training on new Disability Discrimination Act

legislation. Comments received in force suggest this was not well received, and may
not have provided the necessary focus for operational officers.
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Hate crime training is currently being planned on one BCU. The RES inspection
indicated the need to conduct training needs analysis to assess competence and
awareness levels for hate crime.

In 2005 a disability benchmark survey of 80 organisations, including seven within the
police sector, was conducted. As a result, the force is developing an action plan to
be implemented over the next 18 months.

The Police Authority, which has responsibilities for oversight and scrutiny of stop and
search, has raised concerns regarding the accuracy of stop and search forms,
resulting in current additional focus on supervisors examining completed forms.

The recent best value review on consultation and engagement identified the need for
a market segmentation mapping tool, which is due for purchase in 2006/07. It is
expected that once in place, this will provide detailed information on the needs of all
people groups in the county, at neighbourhood level and force-wide; will link with
satisfaction survey data, and will be open to Police Authority scrutiny.
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1B Neighbourhood Policing and Problem Solving Grade Direction of
Travel
Good Improved

National Grade Distribution

Poor Fair Good Excellent

4 18 20 1

National Position

Neighbourhood Policing (NHP) is a national programme and its expectations are based on
national research. This framework differs from others because the grade awarded reflects
the force’s ability to roll out NHP progressively, year on year, until its implementation date of
April 2008. This focus on programme delivery and the need for continual improvement are
reflected in the grades. Therefore, in this framework it is significantly more challenging for a
force to maintain the same grade as last year.

HMIC has awarded an Improved direction of travel where forces are actively progressing
implementation, have improved their performance and have allocated significant resources
to deliver NHP. As a result, most forces have an Improved direction of travel. However, this
assessment has also highlighted the significant demands of the NHP programme and the
vulnerability of some forces that are failing to maintain the pace of implementation.

Contextual Factors

The force has demonstrated a clear commitment to neighbourhood policing (NHP). All
wards have been identified, and staff are in place. A move towards replicating the Eastern
area approach across the force is planned during 2006/07, with full implementation
scheduled for the end of March 2007 — one year ahead of the national target. The recent
ACPO NHP readiness assessment provided strong evidence of progress to date.

There is a commitment to making full use of PCSOs, including appointing specialist PCSOs
for schools.

The force’s rating for ‘whole experience’ in the area of customer satisfaction is significantly
higher than the MSF average.

Strengths

e The ACPO NPT recently conducted the latest NHP readiness assessment. The
report describes NHP as a mainstream policing activity in force, and well established
on the Eastern area — the Pathfinder site for the force. The ACC (operations) (ACC
(0)) is the force lead officer.
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The ten CDRPs in force have all demonstrated a clear commitment towards NHP. Al
NPTs were in place by October 2005. There are a total of 193 electoral wards, for
which 165 constables have been identified as ward managers, and all of them are in
place. Wards have been classified as high, medium and low on the basis of demand
and deprivation across the area.

A force level project board has been formed to implement NHP, with two members of
the Police Authority as standing members. A clear strategy for delivering NHP,
reflecting the National Centre for Policing Excellence (NCPE) ten-point plan, is in
place. Each of the BCUs has its own action plan, fits in with the force plan, and
charts progress at BCU and CDRP level.

In 2005/06 the community safety unit had responsibility for NHP. A new department
— the community safety and crime reduction unit — takes over responsibility for NHP
and volume crime in April 2006.

The Pathfinder site has recently appointed a chief inspector for each of the four
CDRPs. Although this is still under trial, early indications are that the appointments
have been well received and provide clarity of role. If successful, it is intended to
adopt a similar approach on the other two BCUs.

All PDRs for community teams, ie sergeants, ward managers and PCSOs, are linked
into their respective locality plans. Ward PCs and PCSOs have visibility targets set
and monitored. The target has been set at 80% on visible patrol, is monitored at the
OPM, and is currently being exceeded.

The head of the training department sits on the NHP project board and is a member
of the NHP working group. There is a focus on the training needs of officers engaged
in NHP, and in January 2006 training — including problem solving — for ward
managers began. There is an intention to run one course each month for the first
year. Course feedback to date has been positive. The force considers that training
will develop further and become a modular course culminating in a formal
qualification.

Role descriptions are in place for officers engaged in NHP, including PCSOs. The
force has ten schools PCSOs already in place, and more will follow as numbers rise.
There are plans to develop further specialist PCSO roles, eg drugs and faith.

On the Pathfinder site, police partners are being tasked through CDRP and local
joint action group meetings, and being held to account. All BCUs produce CDRP
level tactical assessments. The force is continuing to develop the approach to
neighbourhood panels, to ensure that a tasking structure that fits with the National
Intelligence Model (NIM) is in place.

The force Tasking and Problem Solving (TAPS) searchable database now contains
587 problem-solving initiatives. It is intended that this will link in to the Multi-Tier
Distributed Application Services (MIDAS) data-sharing software once this goes live
in 2006/07.

Within the Pathfinder site, anti-social behaviour (ASB) is a major concern for
communities. Significant PCSO-led activity, including visual audits, street briefings
and intelligence gathering, has produced a detailed picture of ASB. Operations
Enigma and Envy, which followed intelligence gathering activity focused on graffiti,
targeted 13-19 year olds, and resulted in a large number of arrests. Use of
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conditional bail and Acceptable Behaviour Contracts (ABCs), resulted in reduced
ASB within the target area and was well received by communities.

e Mobile police stations are being used by PCSOs, who are linking in with schools,
councillors, Neighbourhood Watch (NHW), Anti-Social Behaviour Order (ASBO)
officers and community development officers.

e There has been extensive marketing of the introduction and ongoing impact of
PCSOs. For instance, the Chief Constable has given presentations on NHP at each
of the stakeholder seminars for councillors, magistrates and head-teachers. At BCU
level, chief inspector partnerships and community Inspectors have presented to staff
and partnership groups.

o The force currently has 148 PCSOs, and is working towards a full allocation of 359
PCSOs by 2008. At present a steady number of PCSOs are moving on to become
police officers, resulting in a need for additional recruitment activity.

e Special constables are a key part of the NHP plan for the force and are being
introduced into NHP teams. The force has a target to increase the number of special
constables to over 300 by the end of 2006/07.

¢ A community accreditation scheme programme is well established, includes
Neighbourhood Watch schemes, and is linked to NHP. There are currently 111
accredited individuals and seven accredited organisations. One of the most recent is
the security team at Hertfordshire University — over 70 staff in total, including two
PCSOs and a dedicated Ward Constable.

e Locality/area committee public meetings and street meetings are becoming more
routine. For example, a total of 13 street meetings are taking place every month on
the Pathfinder BCU.

e Joint problem-solving work is showcased in the county’s annual problem-orientated
policing (POP) conference. The Chief Constable presents awards, and the winners
spend time with the Charlotte-Mecklenberg Police Department in North Carolina,
USA. Over the past two years the winning entries have been joint police/local
authority teams. The conference is well attended by local partners and national
delegates and the audience exceeds 400.

e Volunteers have been incorporated into the Extended Police Family project. The first
within this scheme are providing front office services at the new community police
office in Watford town centre.

e There are a number of PCSO funding schemes, including town and parish councils,
Hertfordshire University, seven of the ten district and borough councils and the
county council. In 2005/06 Hertfordshire County Council (HCC) contributed £1.4
million to PCSO staff and running costs. In addition, it earmarked £50,000
specifically for PCSO initiatives.

Work in Progress

e The force recognises the need for a formal engagement strategy, and one is due for
publication in early 2006/07.
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The recalibration exercise focusing on force resources commenced in January 2006.
NHP officers are now working a shift system where cover is extended over seven
days a week. Indications from NHP staff are that a rigid enforcement of shift patterns
may be reducing their effectiveness and ability to respond to community needs.
Recalibration is due to be reviewed in June 2006.

BCUs are currently experiencing difficulties in accessing level 2 resources to deal
with significant NHP issues. For example, purse dipping has been an issue for
several months on Eastern Herts. Work undertaken on the BCU revealed this to be a
cross-border issue with links to organised crime. While there were delays in
recognition, this issue has now been acknowledged at level 2 and resources have
been provided. The force is currently conducting a major review of intelligence
processes.

Areas for Improvement

The Pathfinder site has clarified its NHP project management processes. Evidence
of a similar dedicated approach is not yet present on the remaining BCUs.

While all locality teams have been established, they are not all fully complemented
with PCSOs. There is uncertainty regarding the timetable for recruitment and
delivery of PCSOs. BCUs are unable to engage communities and partners with
certainty as to when the locality teams will be fully operational.

The data-sharing project MIDAS has yet to go live. IT software issues have been
delaying delivery. It is expected that these will shortly be removed, allowing the
project to be delivered in early 2006/07. Another IT software package — MOSAIC, a
community mapping tool — will also become available during 2006.

Each BCU should have two community analysts, ie six in total. At present there are
only three in post, with one on the Pathfinder site.

While there is an expectation that ward managers should serve two years in role,
there has been a significant turnover of ward managers recently, with some officers
only in place for a number of months before moving to other duties. The BCU
commander on the NHP Pathfinder site acknowledges this as an issue, is focusing
on a period of stability in 2006/07, and is looking at the potential of introducing a
PCSO ward manager role.

The force is looking at various means of marketing NHP, but has delayed any
campaign until teams are settled and turnover is reduced.

While performance measures are in place for NHP, the force is currently exploring
options to introduce a comprehensive performance management framework for NHP
teams.

Officer awareness of NHP team roles and priorities is limited, particularly in the case
of the PCSO role. Officers would welcome better communication and links between
teams.

PCSOs are currently not receiving refresher training in unarmed defence.
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There is a clear focus on increasing community intelligence in force, and enhancing
community links. An opportunity exists to make use of the director of intelligence —
not involved at present — to assist with these developments.

Ideally the force would wish to include detectives within NHP teams. The force
currently does not have the capacity of skilled detectives to progress this. It is the
force’s intention that the continuation of Operation Accumulate/Maximum under the
community safety and crime reduction unit will provide development opportunities for
officers, and be part of an academy approach for trainee detectives.

The impact of the growth of PCSOs on the estate and fleet is being considered. An
update has recently been provided to the force board, and opportunities are being
sought locally to increase shared accommodation with partners.

There is evidence that ward managers are being asked by intervention team
supervisors to cover intervention team duties and, as a result, are taking on work
outside their ward areas. This is not being formally captured against the 80% visible
patrol target. While the logistics department is under instructions to leave ward
managers on their areas, intervention supervisors are continuing to make requests.
In addition, NHP supervisors are covering custody duties on a regular basis, and are
not subject to the same visibility targets as ward managers.
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1C Customer Service and Accessibility Grade Direction of
Travel
Good Stable

National Grade Distribution

Poor Fair Good Excellent

0 19 22 2

Contextual Factors

The force is on schedule to deliver the quality of service commitment (QoSC) by November
2006, and is currently preparing a customers’ charter.

The public access and visibility strategy (PAVS) is well embedded, and sets out major
building projects and the estates strategy. Area service desks will commence on all areas in
April 2006.

Strengths

e The DCC is the strategic force lead for the QoSC. Plans to adopt the QoSC are well
advanced, managed through programme and project boards and led by the head of
human resources (HR). Quality of service training, including the victims code, is
being delivered to all staff. Plans include new methodologies such as ‘mystery
shopper’ techniques to test compliance with service standards. The project is on
course for delivery by November 2006.

e During 2005/06 under Project Mercury there has been a clear focus on contact
management, and the force has produced major performance improvements to
emergency and non-emergency call-handling performance. (See also framework
5A)

e The Police Authority and force have a well embedded PAVS, to improve access to
and visibility of police services and to improve the efficiency, cost and flexibility of the
estate.

e Consultation and engagement staff have been piloting work that feeds back
customer survey information to operational officers, police staff and supervisors, to
assist with their development and PDRs.

e Customer satisfaction data is a key theme at the OPM, where BCU and
departmental commanders are asked to account for qualitative performance.

e Witness care teams and file preparation teams within criminal justice units — jointly
staffed by the police and the CPS, have received specific training on victim and
witness care.
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Other methods of contacting the force include mobile police stations, a recently
opened self-service kiosk in Watford, and emails received via the force internet
‘Contact Us’ website.

The force looks in detail at incidents where service recovery is required, ie where
users or victims have not been positive about the service received. Actions and
response to such incidents is overseen by a member of the area command team.

The force has received positive feedback on the Beating Burglary Together pack,
introduced in 2005, which outlines the level of service provided by officers and crime
scene investigators (CSIs).

There are positive user satisfaction rates for overall experience for both white and
BME victims, and the force is top of its MSF group for ‘whole experience’ for all
users.

Work in Progress

e In April 2006, new area service desks will be launched as part of Project Mercury.
These are intended to improve contact management, tackle non-crime and low level
crime incident logs, provide feedback to the public, and act as a liaison point
between the community teams. Area service desks will have a significant role to play
in meeting the Force’s responsibilities under the victims code, whereby all victims of
crime will be updated in a timely manner about the progress in their case.

e A new non-emergency caller survey has been developed and will commence in April
2006, focusing on customer experience and follow-up.

Areas for Improvement

e The QoSC project team is currently formulating a customers’ charter. Specific issues
around contact with the public will be included, with service levels and public
expectations of the service provided.

e The force internet website is due for a further phase of development to improve self-
service for external visitors and customers.

e The force is developing a central repository of survey data and results, accessible
via the intranet, that will include material from visual audits and partner agencies.
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1D Professional Standards Grade Direction of
Travel
Good
National Grade Distribution
Poor Fair Good Excellent
2 16 25 0

National Position

In view of the recent focused inspection activity of professional standards departments
across the country, the grade allocated in the national moderation process and publication
of the reports in January 2006 will be applied for the purposes of baseline assessment.

The inspections were conducted using a substantial framework of questions under EFQM4
(European Foundation for Quality Management) headings. This framework of questions was
forwarded to forces in line with normal baseline methodology, requesting self-assessment
and submission of relevant evidence and supporting documentation. This material was then
analysed and followed by HMIC inspection teams visiting forces to carry out validation
checks and supplementary interviews of key staff and stakeholders. The baseline inspection
reports include recommendations as well as areas identified for improvement.

Evidence was gathered, consolidated and reported upon in individual force baseline
assessment reports which can be found on the HMIC website:
http://inspectorates.homeoffice.gov.uk/hmic/inspect_reportsl/baseline-assessments.html
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2 Reducing Crime (Domain 1)

2A  Volume Crime Reduction Grade Direction of
Travel
Good Stable

National Grade Distribution

Poor Fair Good Excellent

1 18 20 4

Contextual Factors

NCRS compliance is a strong feature of the force. In recent years it has resulted in
significant rises in overall crime levels, while BCS data has shown crime reducing. During
2005/06 overall crime was down in most crime categories other than robbery, which was 7%
up on 2004/05.

Overall crime fell by 1.86% between 2004/05 and 2005/06, in line with the most recent BCS
results. With regard to overall crime, the force is sits in the middle of its MSF, just under the
MSF average for crimes per 1,000 population.

Burglaries of dwellings reduced by 12%, just below the MSF average. Serious violent crime
dropped by 9.3% to the end of March 2006, and total violent crime by 3%, placing the force
below average within its MSF group.

Robbery offences increased by 7%, placing the force below average within its MSF group.
The numerical rise in actual robbery offences was 58.

Watford BCU is currently above average within its BCU MSF peer group in terms of crime
levels. Research on this issue reveals that the BCU has higher recorded levels of certain
crime categories, such as thefts from persons and criminal damage offences.

All CDRPs are currently off-target with regard to overall crime reduction figures set in
conjunction with the Government Office for the East of England. This was predicted, as
targets were set using as a baseline 2003/04, when the force was Red for NCRS
compliance. In the following year the force moved from Red to Green, resulting in a
significant increase in recorded crime, particularly violent crime.

Strengths

e An ethical approach to crime recording is in place, and resulted in achieving a Green
status for NCRS compliance in 2004/05, making full use of the centralised crime
recording bureau and extensive quality checks and auditing. Crime levels have risen
in recent years, while BCS crime has continued to fall. Now that crime recording has

Page 30



Hertfordshire Constabulary - Baseline Assessment

October 2006

settled, recorded crime is falling in line with BCS crime — slightly above national
levels.

The Chief Constable sits on the chief officer group, which brings together chief
executives at county and district/borough level. The chief officer lead is the

ACC (Operations), who chairs the OPM, attended by all BCU commanders and
heads of crime and operational support, where force performance in relation to crime
reduction targets is analysed and discussed. BCU commanders are held to account
for BCU and CDRP performance and other departmental heads are tasked with
support activities to help achieve goals.

The OPM highlights crime issues at BCU and force level, allowing force as well as
BCU response to be initiated. The force performance analyst informs the meeting of
emerging performance trends and provides analysis of the performance compared
with the MSF group, enabling the force to discuss good practice from around the
country, eg greater use of penalty notices for disorder (PNDs) reflecting directly on
sanction detection rates.

POP is well integrated into the policing style, including Compass training for new
police and PCSO recruits. The TAPS database enables the sharing of good practice
across the force and with other forces. For example, many of the tactics employed in
the Cardiff alcohol campaign have been used in Hertfordshire’s urban centres. The
use of taxi marshals in Watford to assist and direct late night drinkers to get taxis
away from the town centre has now spread to Stevenage and Hertford.

The force hosts an annual POP conference, where the best examples of work in this
field are showcased and prizes awarded. Winners spend time with police in North
Carolina, USA. Over the past two years the winning entries have all been joint
police/local authority teams. The conference is well attended by local partners and
national delegates and the audience exceeds 400.

Operation Guardian focuses on tackling burglary and concentrates on reducing
repeat victimisation, particularly among the vulnerable. Each CDRP has a crime
reduction officer who leads on violent crime reduction.

An overall Green rating in the 2005 Year 3 police standards unit (PSU) NCRS quality
review was achieved. The crime registrar conducts quarterly NCRS/Home Office
Counting Rules (HOCR) compliance audits. A recent survey of ‘theft from person’
offences showed higher recording in force compared with forces with similar crime
recording processes.

BCUs produce CDRP tactical assessments, which drive local operational and
partnership activity on a fortnightly basis. The closure of a crack house in Central
Area, and the subsequent reduction in nuisance calls, won the Hertfordshire 2005
POP award.

Western Area is one of four pilot sites for the national Volume Crime Project. The
project review in 2005 by the NCPE/ACPO commented on ‘substantial reductions in
overall crime and in volume crimes of burglary and auto crime’.

The county drugs action team co-ordinator sits on the newly formed force homicide
reduction panel and provides a county partnership perspective to the reduction of
alcohol-fuelled assaults. BCUs, in company with local trading standards officials,
conduct test purchase operations against alcohol providers.
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Increased resources in the licensing function at force and area levels are allowing a
more proactive approach to problem premises, and during recent months resulted in
several premises being closed or having their hours reduced.

BCU commanders take an active role in each of the local strategic partnerships and
responsible authority groups. In Central Area the area commander presents on
performance at all the wider CDRP consultation forums. Primary focus is the
development of partnership working, delivery of NHP and volume crime reduction.

Watford is currently piloting a ‘street observer’ scheme where mature members of
the public equipped with a mobile telephone act as the eyes and ears of the
community in the town centre, at times when disturbances and assaults are
prevalent. Their aim is to act as capable guardians of public space to help prevent
incidents escalating by calling the police at the first signs of trouble.

Areas for Improvement

Variable sanction detection rates are being considered for use across the county in
2006/07, according to the demographic make-up of each area. The force has set a
target of a 27% overall sanction detection rate for 2006/07.

Currently, crime and disorder partners are not standing agenda attendees at the
level 2 force tasking and co-ordination group (FTCG).
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3 Investigating Crime (Domain 2)
3A Managing Critical Incidents and Major Crime Grade Direction of
Travel
Good Improved

National Grade Distribution

Poor Fair Good Excellent

5 17 17 4

Contextual Factors

The introduction of the much larger and dedicated major crime task force (MCTF) in May
2005 has been well received. There have been no abstractions of staff from BCUs since the
new structures have been in place. These have enabled the force to make efficiency
savings and introduce a developing performance management framework.

Officers and staff are becoming more aware of the critical incident policy.

The force has reciprocal major crime review processes in place with Bedfordshire Police.

The new homicide reduction strategy commenced in March 2006, and a new cold case
review team is due to start work in April 2006.

Strengths

The ACC (OS) is the dedicated lead for major crime. The force strategic assessment
considers details of risks from terrorism, gun crime, life-endangering assaults, and
causing death by reckless driving. Other areas covered by the assessment include
vice, illegal immigration crime and economic crime.

In May 2005 the MCTF was significantly enhanced and given much larger and
permanent resources — mainly sourced from BCUs, and managing all critical
incidents: murder, attempted murder, manslaughter, stranger rape, work-related
death, series armed robbery, failure-to-stop fatal collisions, and any other enquiry
beyond the capacity of local resources. In its first year the MCTF has managed
every enquiry without the need to abstract staff from BCUs, while making significant
financial savings.

There are problem profiles of organised level 2 criminal gangs operating in the
county (see framework 3B). Significant use of intercept applications and covert
human intelligence source tasking into organised crime enterprises (OCESs) has
enabled the force to conduct enforcement operations against potential criminals prior
to planned acts of murder. For example, in January 2006 the arrest of five men
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netted a number of drug traffickers, but also prevented a life-endangering gun crime
from taking place.

Vulnerable localities are identified in the force strategic assessment, which takes into
account local demography and crime levels/types.

All work-related deaths are investigated by the major crime task force in conjunction
with the Health and Safety Executive (HSE) in accordance with national protocols.
The HSE is a standing invitee to the new county homicide reduction panel and also
attends senior investigating officer (SIO) training events, both to learn and to lecture.
All work-related deaths are treated as possible incidents of manslaughter until there
is clear evidence to the contrary.

The systems connected by the management information system and available to
intelligence units include custody, command and control, Intelligence, firearms and
crime. The force intelligence bureau (FIB) has links with the Driver and Vehicle
Licensing Agency, the Department for Work and Pensions, and other governmental
agencies.

The major crime review process includes a reciprocal agreement with Bedfordshire
Police to conduct independent reviews, and a debriefing process for serious and
organised crime operations.

Investigations of serious crimes are led by a qualified SIO. Dedicated resources are
available 24/7 on a rostered call for the SIO to utilise. The MCTF has three
dedicated SIOs, six dedicated detective inspectors (DIs), 15 detective sergeants and
64 detective constables. Initial actions for serious crimes are retained within the
county communications room (CCR).

The national definition of a ‘critical incident’ has been adopted. Sergeants and
inspectors receive dedicated training in relation to the identification and
management of critical incidents.

Inter-agency information exchange takes place at both BCU and force level. The
probation, prison and housing services contribute to the management of predicted
person-specific critical incidents. Firearms units are prioritised regarding resources,
and a rostered dedicated firearms incident commander is available 24/7.

Between May and December 2005 all murders and stranger rapes were investigated
successfully.

There are currently ongoing joint investigations with the Bedfordshire, Essex and
Norfolk forces, agreed through regional level 2 tasking. Arrangements are capable of
being enacted at high speed through emergency tasking meetings, and supported
with a standard memorandum of understanding.

Analysts undertake scanning of open source material. Each intelligence unit also has
an open-source champion. The CCR has two intelligence operators per shift to
ensure that fast-time intelligence can be researched and provided for priority
incidents, including critical incidents.

Each BCU has local authority community safety managers and local IAG
arrangements, which update BCU commanders on changes in community tension.
The level 2 FTCG considers such tensions, and can deploy resources as
appropriate.
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There is a formal community impact assessment (CIA) policy for major crime,
involving IAGs at both BCU and force level, which initially must be completed within
the first four hours and is formally reviewed at 24 hours, 7 days and 21 days. Every
28 days chief officers are briefed on all ongoing major crimes and the CIA is
reviewed. An example was the rape of an Asian woman in Watford, where the local
mosque and IAG worked with police, helping to reassure the wider community and
providing assistance to the enquiry.

There are regular inspections/reviews of high-risk areas. For instance, public
protection units (PPUs) are regularly audited. Lessons learnt from critical incident
Gold groups are quickly fed back into force policy and procedure to minimise
corporate risk.

The force currently has 4 Gold, 14 Silver and 12 Bronze commanders, plus 11
tactical advisers and 6 post-incident managers. Additionally, each BCU has an
identified senior duty officer from the command team available either on duty or on
standby 24/7.

Progress has been made in developing effective management systems in the MCTF,
including a performance monitoring system, HR issues, budget management,
operational activity and results. More effective resource management has enabled
significant savings to be made in the past year in areas such as transport costs,
overtime and forensic submissions.

Weekly tasking processes in the MCTF ensure that good use is made of resources
in the three teams to tackle priority investigations. For example, MCTF teams were
used during Operation Accumulate in early 2006 to improve volume crime sanction
detections.

MCTF teams are utilising the Home Office Large Major Enquiry System 2
(HOLMES 2) seven-day audit report to review strategy, tactical approaches and the
completion of tasks, and to learn lessons.

Work in Progress

A problem profile of homicide and a homicide reduction strategy have recently been
completed, and an inter-agency homicide reduction panel — led by the head of crime
— has recently been set up, and met for the first time in March 2006. Issues covered
by the panel will include alcohol use, knife carrying, domestic violence (DV) and
inter-gang violence. Information will be shared with partners and a problem-solving
approach taken to consider solutions.

All ACPO officers have been, or are being, formally trained at Kent Police College as
firearms Gold commanders, with a planned completion date of December 2006.

Although cold case reviews are already carried out, a dedicated cold case review
team becomes operational in April 2006. The force is working on protocols with the
CPS and the forensic science service, and looking to appoint a new cold case review
manager. The force is currently reinvestigating three historic murders. There are
about 100 unsolved rapes and a number of unsolved murders and attempted
murders to be fully reviewed.
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Areas for Improvement

e Some difficulties have been experienced in attracting officers to the detective career
path and in ensuring that staff develop and retain core skills. A policy on how staff
should alternate between specialist units such as the MCTF and BCU roles,
including, perhaps, short-term secondments, may assist crime investigation in both
arenas and reduce the risk of de-skilling. The force is developing a programme of
detective training that will include developing investigative skills with Operation
Maximum, the unit dealing with prolific and priority offenders.

e A performance management framework is continuing to develop. Individual
performance indicators are still under development and will be introduced throughout
2006/07.

e Given the young, inexperienced workforce, some officers lack skills at the scene of
major crimes and critical incidents.

e The single key intelligence facility does not include the HOLMES 2 database.

e The force is currently developing a ‘lessons learnt’ programme to be put in place at
the conclusion — or another suitable point — of major crime investigations. This will
complement conferences held between SIOs from Hertfordshire and Bedfordshire,
identifying lessons learnt from various investigations.

e The professionalising the investigative process (PIP) programme is being delivered
across the county. When it is complete in April 2007 there will be 17 officers at PIP
level 3. All the investigators on the MCTF will be a