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Executive Summary

Between 3 - 7 April 2006 Chief Superintendent Frank Sullivan and Chief Inspector 
Bill Halsey carried out an inspection of East Herts Division Basic Command Unit 
(BCU), (referred to locally as an Area) on behalf of Her Majesty’s Inspector of 
Constabulary (HMIC).  

The potential for the Service as a whole to deliver better results in crime reduction and 
detection cannot conceal an inescapable fact - that performance between BCUs 
operating in similar policing environments and with comparable resources varies to a 
degree that is at times remarkable.

Leadership by BCU commanders is probably the single most important determinant of 
BCU effectiveness.  The inspection seeks examples of leadership at all levels, and 
does not confine expectations to those holding certain roles.  The inspection process is 
intended to help enhance performance whilst identifying and spreading potential good 
practice.  The process of the inspection is tightly focused on leadership and 
performance, coupled with a pre-inspection analysis of key data and documents.

The Eastern Area is one of three Basic Command Units (BCUs) that make up 
Hertfordshire Constabulary.  It comprises four policing/council districts (Crime and 
Disorder Reduction Partnerships or CDRPs): Broxbourne, East Herts, North Herts.  
and Stevenage.

Eastern Area BCU is a particularly well led division with a real synergy amongst its 
management team, and a dynamic sense of purpose amongst the majority of its staff.  
In terms of performance the BCU knows where it wants to get to and how it intends to 
achieve its objectives.  It is clear why this division was chosen as neighbourhood 
policing pathfinder for the Force.

In terms of organisational culture the findings by the inspection team were overall 
very positive but as an operational unit Eastern Area is less clear on what it stands for, 
in comparison to knowing what it desires to achieve.

In relation to performance the BCU is sitting in the middle of its MSBCU family with 
no change in total crime but a healthy 11.22% increase in sanction detections.  Some 
forces argue that sanction detections are a more accurate indication of performance, 
rather than total detections which include ‘administrative detections’ – where no 
action is taken against the suspect but the crime is written off as detected for 
administrative purposes, as there is some evidence as to the identity of the suspect or 
the aggrieved refuses to support proceedings.

Burglary dwelling has seen a sizable decrease of 19.49%, a drop from 1,934 offences 
to 1,557, but unfortunately sanction detection has also dropped from 409 offences 
detected to 202, a 41.22% reduction.  Although it is not uncommon for detections 
rates to follow the trends for committed offences, this is cause for concern and the 
Area Command Team (ACT) and the Force are very aware of it as an issue.  There 
was a partial explanation given to the inspection team in relation to a small number of 
offenders who admitted a relatively large number of offences last year; a success that 
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has not been replicated this year.  In addition the BCU is running Operation 
Maximum, which is intended to ensure that offenders admit to the maximum number 
of offences possible whilst in custody.  This has reaped some real dividends and is 
described in more detail later in the report.

The picture on vehicle crime is healthier with a minimal increase but with the BCU 
still 4th in its MSBCU, and achieving a 14.37% increase in sanction detections, a 
picture that is even healthy if one takes out the performance of the once BCU that 
appears to be skewing the performance of the rest of the MSBCU.  The situation is 
replicated to a large degree on violent crime, with an insignificant increase in reported 
crime but 18.63% increase in sanction detections.  Although there has been an
increase in robberies, the numbers for the BCU are small, and for a large geographic 
area it still only averages a little over one robbery per day.

The recommendations contained in this report are intended to assist Eastern Area to 
obtain the improvements in its performance that it clearly is seeking and through them 
deliver its objective of providing an outstanding service to the people of 
Hertfordshire.
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Recommendations

1. Assisted by a media professional the division should develop a communication 
strategy which encompasses the positive initiatives already being developed, 
but joins them together with others to ensure the BCU commander’s message 
is delivered and staff know what Eastern Area stands for.

2. Within the constraints of the current PMDR system, the BCU should 
consolidate and then accelerate the work currently underway on training needs 
and skills gap analysis for all staff.

3. The Area Command team (ACT) review the BCU's proactive capability with a 
view to ensuring that resources are available to respond rapidly to fresh 
intelligence.

4. ACT liaises with Force headquarters to ensure that DEO cover is extended to 
24 hours as soon as possible.

5. ACT ensures that a full health and safety inspection of the BCU's custody 
units is carried out.   

Good Practice

This is not intended to be an exhaustive list of all good work on the BCU, of which 
there was much, but a means of highlighting potential good practice which may be 
transferable to other BCUs: -

The area command team appear to have struck a healthy balance between demanding 
performance and motivating staff (see Accountability Mechanisms and Performance 
Management).

The inspection team consider that the performance management information provided 
for the operational performance management meeting is an example of potential best 
practice.

The inspection team were impressed by the management and structure of the daily 
management meeting and consider it potential best practice.

The inspection team considers Eastern Area to be an outstanding example of a 
performance regime.

The inspection team view the funding arrangements and work of the community 
analyst on Operation Enigma as best practice.  

The inspection team considers that Eastern Area absence management is an example 
of potential best practice.
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The BCU operates a number of specialist units which appear to have led to greater 
efficiency and taken together with the Recalibration Project the inspection team 
consider the manner in which Eastern Area manages demand overall is an example of 
potential best practice.

The BCU actively monitors the amount of time community officers spend on their 
wards, and recent figures indicate that they spend 80% of their time on community 
issues.  The inspection team commend this approach and consider it to be potential 
best practice.

Operation Maximum 2 is clearly still evolving but the initial results are impressive 
and the inspection team felt that, as a way of improving the forensic hit/detection 
conversion rate and maximising opportunities for detections, it deserves the 
investment which the Force proposes and could be considered as potential best 
practice.

Victims of racial crimes are contacted by the Force's Consultation and Engagement 
Team and satisfaction levels are included in the monthly BCU performance meetings, 
with data broken down by point of contact and geographically by CDRP.  

BCU staff are able to request analytical work through submission of an ad hoc 
analysis commission form which is assessed by the senior analyst and, if appropriate, 
allocated for analytical work.  This form was designed by the senior analyst and the 
inspection team felt that it was good practice as evidenced by a number of operations 
which had resulted from submissions.

The inspection team view the layout and information contained within the tactical 
assessment as potential best practice.

The inspection team view the 'tactical car' as good practice.
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Introduction

1. Between 3 April and 7April April 2006 Chief Superintendent Frank Sullivan and 
Chief Inspector Bill Halsey carried out an inspection of East Herts Division Basic 
Command Unit (BCU), (referred to locally as a division) on behalf of Her 
Majesty’s Inspector of Constabulary (HMIC).  

2. There are approximately 300 Basic Command Units (BCUs) in England and 
Wales and no two are alike.  They vary in size from a little over 100 officers to a 
little over 1,000; some serve densely populated, ethnically diverse inner cities, 
while others cover vast tracts of sparsely populated countryside.  What they do 
share are some key aims and objectives, specifically to work with partner 
agencies on reducing crime in their areas, and do so with integrity.  Scrutiny of 
police performance has moved from aggregate force outcomes to the performance 
of individual BCUs, with the recognition that policing is essentially a locally 
delivered service.  But BCUs are not islands; they operate within a framework of 
policy and support determined by headquarters-based chief officer teams.  The 
precise configuration of policing units and the balance of resources between HQ 
and BCUs varies across the 43 forces in England and Wales.

3. The focus on performance in reducing crime is likely to be relentless.  Forces and 
police authorities, working with local authorities and other community safety 
partners, will need to raise performance outcomes year upon year.  Indeed, the 
statutory regime of Best Value demands ‘continuous improvement’ and an array 
of sanctions exist if authorities fail to deliver this.  The potential for the Service as 
a whole to deliver better results in crime reduction and detection cannot conceal 
an inescapable fact – that performance between BCUs operating in similar 
policing environments and with comparable resources varies to a degree that is, at 
times, remarkable.

4. Leadership by BCU commanders is undoubtedly pivotal in determining the 
effectiveness of a BCU.  Without exception, staff in pilot site inspections wanted 
their management teams to be more visible and accessible.  ‘Leadership’ is an 
intangible concept but we know that the majority of good leaders are made, not 
born, and so one outcome from BCU inspections should be a better understanding 
of the practical manifestations of effective leadership.  

5. The HMIC report Getting Down to Basics – The emerging findings from BCU 
inspections in 2001 highlights the fact that there is no single way of leading; an 
effective approach is contingent upon the situation and the individuals being led.  
The inspection seeks examples of leadership at all levels, and does not confine 
expectations to those holding certain roles.  The more senior the role, the more 
outward-focused the post-holder needs to be.  This has become increasingly 
evident in partnership settings, and inspections to date have identified a strong 
correlation between high-performing BCUs and effective partnerships.

6. In trying to make sense of the variations in operational performance, which exist 
– to differing degrees – in every force, a key ingredient is focus.  The best 
performers focus the effort of all their staff through timely, dynamic local 
briefings that are supported by a well-managed intelligence system.  They set 
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targets and make sure that staff are aware of them, they communicate results and 
celebrate success, and they hold individuals to account for how they have used 
their time and resources.  The inspection process is intended to help enhance 
performance whilst identifying and spreading potential good practice1 (Box A).

Box A – Aims of BCU Inspections

Promoting effective leadership.
Disseminating potential good practice.
Identifying inefficiencies.
Providing pointers to enhance performance.
Strengthening the capacity for self-assessment and improvement.
Leaving behind a BCU management team that has learnt about itself and is 
even more committed to self-improvement.

7. The inspection methodology is tightly focused on leadership and performance, 
coupled with a pre-inspection analysis of key data and documents.  These 
documents, data and other BCU issues are explored through an initial meeting 
with the BCU commander, and then a series of interviews, meetings and focus 
groups during the week of the inspection.  The process is brought to an end with a 
verbal debrief, and outline of the key findings to the BCU commander and his or 
her senior management team (SMT).  

8. A total of 23 structured interviews and focus groups were conducted.  Apart from 
time spent at Stevenage police station, where the inspection team were based, 
visits were made to other sector stations, the custody suite and patrol briefings 
were attended by the inspection team.  The inspection team interviewed a total of 
68 members of staff and members of the Special Constabulary.  

9. This inspection took place as part of the five-year HMIC BCU inspection 
programme, the methodology of which was being updated at the time of the 
inspection.  The management team very kindly agreed to assist by taking part in a 
new style leadership audit, details of which are contained in the report (see 
Leadership).  The inspection team wishes to place on record its thanks for the co-
operation and assistance provided by the BCU commander and all his staff during 
the course of the inspection.

Force Overview

10. Hertfordshire Constabulary polices an area of 632 square miles, with a population 
of just over 1 million people.  It has ten district and borough councils serving a 
mix of both urban and rural areas, with some of the busiest roads in Europe.  This 
mix places a variety of demands on the police.

                                                
1 Potential Good Practice is that considered to be effective but has yet to undergo formal external 
assessment and validation.
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11. The Force introduced a programme of significant change in October 2001, 
including a new policing style and a structural reorganisation from nine divisions 
to three basic command units (BCUs), each headed by a chief superintendent area 
commander.  This led to better systems and intelligence; increased numbers of 
front-line officers linked to local communities and reduced time spent by officers 
on administration.  More locally based community teams have also been created, 
and a greater emphasis placed on working in local partnerships at district and 
borough council level.  There are ten crime and disorder reduction partnerships 
(CDRPs), and all police areas have sector boundaries that are coterminous with 
local district or borough boundaries.

12. The Force headquarters (HQ) is based at Welwyn Garden City, providing the 
support and administrative function.  The ACPO team is based at HQ and 
comprises the Chief Constable, deputy chief constable (DCC), two assistant chief 
constables (ACCs) and the director of support services.  Hertfordshire police 
authority (PA) appointed a new Chief Constable who took office in October 2004, 
replacing the previous chief constable who retired after serving five years in the 
role.

13. The Force has the third lowest expenditure on policing per head of population in 
its MSF group of eight forces, and the 22nd lowest expenditure in England and 
Wales.  It has successfully achieved a 2% efficiency saving for the last few years 
and is currently on target to achieve a 10% overtime reduction by April 2006 as 
part of an agreed national drive to improve the work/life balance for all staff.  
Recruitment and retention of staff continue to be a challenging issue for the Force 
due to the high cost of living and the Force’s proximity to the capital and the 
potential for greater income.

14. As a result of the restructure in 2001, a new policing style was introduced, 
designed to provide a modern, flexible and more effective policing service for the 
people of Hertfordshire.  The changes were prompted by a determination to meet 
the public demand for more officers on the streets, and a move towards 
intelligence-led policing.  The model provided opportunities to take a more 
proactive approach to fighting crime.  Intelligence units based on the three areas 
(BCUs) gather and analyse data, enabling crime patterns and trends to be 
identified and resulting in resources being targeted more effectively.

BCU Overview

15. The Eastern Area is one of three Basic Command Units (BCUs) that make up 
Hertfordshire Constabulary.  It comprises four policing/council districts (Crime 
and Disorder Reduction Partnerships or CDRPs): Broxbourne, East Herts, North 
Herts.  and Stevenage.
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16. The population figures for the four CDRPs shown on the table below.  These 
figures are based on the 2001 National Census.  East Herts, with a population of 
128, 919 has the largest population base of the Eastern Area.  Stevenage is the 
most densely populated urban area.

Total Population
Stevenage 79,715 East Herts 128,919

North Herts 116,908 Broxbourne 87,054
Total 412,596

17. The county’s minority ethnic population rose from 4% in 1991 to 6.3% in 2000.  
Nationally the average was 9.1%.  Locally Watford had the highest minority 
ethnic population (14%) and East Herts the lowest (2.9%).

18. There are four Crime and Disorder Reduction Partnership areas and these are 
detailed below.
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Broxbourne

19. The Broxbourne CDRP covers 20 square miles in southeast Hertfordshire and has 
a population of 85,000.  The towns of Waltham Cross, Cheshunt, Broxbourne and 
Hoddesdon lie along the Lea Valleys main roads and railways.  To the west the 
district extends over well-wooded countryside to include Goff’s Oak, and Lea 
Valley Park marks the Eastern Boundary.  The M25 passes through the south of 
the CDRP whilst the A10 passes north/south, both providing ample access for 
travelling criminality.

East Herts

20. East Herts is the largest CDRP in Hertfordshire, with a population of around 
130,000 and a geographic area of 184 square miles.  The district includes the 
historic market towns of Hertford, Ware, and Bishop’s Stortford, as well as large 
tracts of agricultural land.  In addition there are over one hundred smaller villages 
and hamlets set in an extensive area of rural river valleys.

21. East Herts is bisected by the A10 and the new High Cross by-pass, as well as 
bordering the M11 and Stansted Airport.  The CDRP has around 700 miles of 
road, the largest network of any district in Hertfordshire.

Stevenage

22. Stevenage is a medium sized town of some 80,000 inhabitants, the first ‘new 
town’ to be built, and set in semi-rural countryside.  The town has excellent rail 
access to Kings Cross and north to Peterborough, Cambridge and beyond.  
Stevenage has good leisure and entertainment facilities.  

North Herts

23. North Herts is a geographically diverse CDRP made up of the rural market towns 
of Baldock, Hitchin, Letchworth and Roystons as well as large areas of 
agricultural land.  The A1 runs through the middle of the CDRP, and the busy 
A505 runs east/west through it.  North Herts also possess high percentage of 
people drawn from minority ethnic communities.  

24. The command structure for East Herts reflects the composition of the CDRPs and 
rather that detail these again, for ease of reference an organisional diagram sets 
out the command structure below.
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Eastern Area Structure
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Overview of Operational Performance

Crime Levels and Detections
March 2004 
to February 

2005

March 2005 
to February 

2006
% Change

Total recorded crime 36,256 36,546 0.80%
Total recorded crime per 1,000 population 87.08 87.85 0.89%
Number of sanction detections 7,106 7,903 11.22%
% Crimes with a sanction detection 19.60% 21.62% 2.03 Pts

Total residential burglary 1,934 1,557 -19.49%
Total residential burglaries per 1,000 households 11.22 9.03 -19.49%
Number of residential burglary sanction detections 490 288 -41.22%
% Residential burglaries with a sanction detection 25.34% 18.50% -6.84 Pts

Total vehicle crime 4,178 4,274 2.30%
Total vehicle crime per 1,000 population 10.03 10.27 2.39%
Number of vehicle crime sanction detections 348 398 14.37%
% Vehicle crimes with a sanction detection 8.33% 9.31% 0.98 Pts

Total violent crime 7,302 7,485 2.51%
Total violent crime per 1,000 population 17.54 17.99 2.59%
Number of violent crime sanction detections 2,620 3,108 18.63%
% Violent crimes with a sanction detection 35.88% 41.52% 5.64 Pts

Total robbery 348 387 11.21%
Robbery per 1,000 population 0.84 0.93 11.30%
Number of robbery sanction detections 111 107 -3.60%
% Robberies with a sanction detection 31.90% 27.65% -4.25 Pts

25. For the period March 2005 to February 2006 95,733 crimes were recorded by the 
Force and 36,546 by the BCU, representing 38.17% of the force total.  When 
compared with the previous year, the Force showed a decrease in total recorded 
crime of 1.94%, the BCU an increase of 0.8%.  

26. For the same period the overall force sanction detection rate increased to 21.45% 
compared to 20.83% March 2004 to February 2005 with the BCU also increasing 
from 19.60% March 2004 to February 2005 to 21.62% for March 2005 to 
February 2006.  
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Total Crime

27. For the period March 2005 to February 2006 total recorded crime increased by
0.80% when compared with the previous year.  The BCU ranked  6th out of 14*
for total crime per 1,000 population in their MSBCU group.  The BCU is in line 
with the MSBCU average for total crime per 1,000 population

28. For the period March 2005 to February 2006 the actual number of crimes with a 
sanction detection increased by 11.22% when compared to the previous year.  
For the same period the overall sanction detection rate for the BCU is 21.62%
compared with 19.60% the previous year (an increase of 2.03%points).  The BCU 
is ranked 11th out of 14* in the MSBCU group and is below the MSBCU average 
sanction detection rate.

Total Crime per 1,000 Population March 2005 to February 2006
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Total Crime Detection Rate March 2005 to February 2006
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Source: HMIC South of England Region – RDS Crux Matrix 2006 
(Only East Hertfordshire BCU have been identified as the 2005/06 data has not been validated or published; this 
is in accordance with HMIC data release guidelines.  BCUs from Cheshire have been omitted due to boundary 
changes)

Domestic Burglary

29. For the period March 2005 to February 2006 total recorded domestic burglaries 
decreased by 19.49% when compared with the previous year.  The BCU ranked 
3rd out of 14* for domestic burglary per 1,000 households in its MSBCU group.  
The BCU is currently below the MSBCU average for domestic burglary per 
1,000 households.  

30. For the period March 2005 to February 2006 the actual number of domestic 
burglaries with a sanction detection decreased by 41.22% when compared with 
the previous year.  For the same period the overall sanction detection rate for the 
BCU is 18.50% compared with 25.34% the previous year (a 6.84%point 
decrease).  The BCU is ranked 6th out of 14* in the MSBCU group and is above
the MSBCU average.  
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Domestic Burglary per 1,000 Households March 2005 to February 2006
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Domestic Burglary Detection Rate March 2005 to February 2006
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Vehicle Crime

31. For the period March 2005 to February 2006 total recorded vehicle crime 
increased by 2.30% when compared with the previous year.  The BCU ranked 
4th out of 14* for vehicle crime in its MSBCU group and is below the MSBCU 
average for vehicle crime per 1,000 population.  

32. For the period March 2005 to February 2006 the actual number of vehicle crimes 
with a sanction detection increased by 14.37% when compared to the previous 
year.  For the same period the overall sanction detection rate for the BCU is 
9.31% compared with 8.33% the previous year.  The BCU is ranked 6th out of 
14* in the MSBCU group and is in line with the MSBCU average.

Vehicle Crime per 1,000 Population March 2005 to February 2006
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Vehicle Crime Detection Rate March 2005 to February 2006
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Violent Crime

33. For the period March 2005 to February 2006 total recorded violent crime 
increased by 2.51% when compared with the previous year.  The BCU ranked
9th out of 14* for violent crime in its MSBCU group and is currently in line the 
MSBCU average for violent crime per 1,000 population.  

34. For the period March 2005 to February 2006 the actual number of violent crimes 
with a sanction detection increased by 18.63% when compared to the previous 
year.  For the same period the overall detection rate for the BCU is 41.52%
compared with 35.88% the previous year (an increase of 5.64% points).  The 
BCU is ranked 12th out of 14* in the MSBCU group and below the MSBCU 
average.  
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Violent Crime per 1,000 Population March 2005 to February 2006
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Organisational Culture and Leadership

35. Organisational culture can be described as a set of values and beliefs that 
underpin an organisation.  Influencing organisational culture and sub-cultures 
takes time and patience, particularly if lasting change to the benefit of the 
organisation and its stakeholders is to be achieved.  Organisational culture can be 
encapsulated best by understanding that the environment in which people work 
affects their overall outlook, values and modus operandi.  However, 
organisational culture does not exist independently of the personnel who make up 
the organisation.  It is they who are the ‘culture’, which can be positive or 
negative.  Culture can be a significant contributor to an organisation's 
performance and merits a clear understanding by leaders.

36. Partnership working has never been more important in policing and to be 
effective it is important that there is a clear steer from senior managers.  Partners 
remarked that ACT is very visible; particularly the BCU commander and they 
never had any difficulty in contacts the relevant officer or manager when 
required.  This positive culture of working in partnership is very much to the 
Area’s credit.

Leadership

37. The area command team (ACT) is led by a chief superintendent who joined the 
Metropolitan Police Service (MPS) in 1979 and spent the early years of his career 
working in Brixton and Tooting.  In addition to spending time on a major IT 
project, he led a sector policing team in Battersea and a unit of MPS Territorial 
Support Group.  

38. He was promoted to chief inspector and transferred to Hertfordshire Constabulary 
in 1996 and was posted to North Hertfordshire Division.  In 1999 he was 
promoted to superintendent and posted to head the Operational Support 
Department.  In 2002 he took up an operational command in Eastern 
Hertfordshire as deputy area commander.  In 2003 he was promoted to chief 
superintendent and was appointed head of the Organisational Intelligence and 
Development Department, responsible for performance intelligence, corporate 
planning and the Force’s change management programme.  Since July 2004 he 
has been the BCU commander for Eastern Area.

39. The superintendent crime and operations joined Hertfordshire Constabulary in 
1982 having previously worked as a teacher in London and spent the early years 
of his career working in Stevenage, Hitchin, Bishop’s Stortford and Hertford.  
Following his promotion to sergeant he was seconded to the County’s Education 
Authority for a year to redesign the schools liaison program.  

40. After a year as a uniform inspector in Welwyn and Hatfield he was seconded to 
the national NMIS project team based in the MPS, as the business analyst.  
During this secondment he was promoted to chief inspector, and became the 
NMIS deputy project manager.  He returned to Hertfordshire in 1999 and 
eventually joined the Complaints and Discipline Department and eventually he 
joined the Force’s NIM and policing style implementation team, before taking up 
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the new post of chief inspector tasking and co-ordination in the Eastern Area in 
October 2001.  In May 2003 he was promoted to superintendent and remained in 
the area as deputy area commander.  

41. The chief inspector in charge of tasking and co-ordination joined the Force, as an 
inspector, on the 24th May 2004, transferring from the British Transport Police.  
The title of tasking & co-ordination chief inspector is a little unusual and 
therefore is detailed below and consists of responsibility for:

 Intelligence Unit
 Source Management Unit
 High Risk & Sex Offenders
 ANPR Team
 Resource Management Unit
 Tasking & Briefing
 Warrants
 DNA/Fingerprint administration
 Prolific & other Priority Offenders

42. The chief inspector for the East Herts. began his police career with Hertfordshire 
Constabulary in 1986 working as a constable in St Albans before being promoted 
to sergeant to Stevenage and then North Herts.  There he led a number of units 
including road policing, crime team and the drug team.  In June 2004 he was 
transferred to his current role as chief inspector operations in the southern part of 
the Eastern Area.  The area includes the CDRPs of East Herts and Broxbourne.  
He is also responsible for training and roads policing on the Eastern Area.  Chief 
inspector responsibilities were reorganised on the division in December 2005 and
he was made chief inspector East Herts.  

43. The chief inspector for Broxbourne joined the Hertfordshire Constabulary as a 
police cadet in September 1974.  From then until now he has been with the 
Constabulary in a variety of roles.  He is currently chief inspector for Broxbourne 
and within this role he has overall responsibility for CDRP Community Safety 
Strategy planning.   

44. The chief inspector for Stevenage joined Hertfordshire Constabulary in 1995 and 
was promoted to sergeant in 2000 and posted to the North Herts.  Division, 
working in both Hitchin and Letchworth.  He was transferred to Stevenage on 
promotion to inspector in 2003.  As inspector he trained as at both regional and 
national level as a hostage negotiator training taking on additional responsibilities 
for technical equipment and the budget for the county negotiator team.  

45. In 2004 he took on the role of community inspector for Stevenage and has 
developed CDRP based partnerships and oversaw the introduction of PCSO’s into 
the Eastern Area.  More recently he has introduced locality teams and 
Neighbourhood Policing across Stevenage.  Following the reorganisation of chief 
inspector responsibilities in November 2005 he was made temporary chief 
inspector for the Stevenage CDRP and this was substantive in March 2006.



East Hertfordshire BCU – Hertfordshire Constabulary
April 2006 

Page 20

46. The chief inspector for North Herts CDRP joined the Metropolitan Police Service 
in 1988 having graduated from Hull University with a degree in French.  He 
served in Brixton as a constable, and then Catford and Edmonton as a sergeant.  
In October 2000 he was promoted to inspector in Hertfordshire Constabulary, and 
was posted to North Herts.  Division.  There he led an intervention team, followed 
by postings as the Eastern Area tactical team inspector and as an area inspector.  
In January 2005 he was been posted as chief inspector operations for Stevenage 
and North Herts.  and in December 2005 was made Chief Inspector N Herts.  
CDRP.

47. The DCI joined the Herts Constabulary in February 1989 and started as a 
constable at Hertford.  In 1994 she transferred to St Albans and joined the 
divisional support unit and became a detective in 1998 and in 1999 was promoted 
to sergeant.  After serving in a variety of detective roles she then took over as area 
crime detective inspector, when she became substantive in February 2003.  In 
October 2003, she transferred to the Western Area, performing the role of DI in 
charge of the CMU, BCUs and Burglary teams.  In May 2004, she was promoted 
to detective chief inspector in the Eastern Area, which is her current role.  In July 
2004 Jane graduated with a BSc (Hons) in Police and Policing Studies from 
Portsmouth University.  

48. The BCU is well led and members of the ACT make a conscious effort to be 
visible, and produce an Eastern Area Visibility Chart, demonstrating that ACT 
members do make a conscious effort to be seen by their staff.  There is a strong 
performance culture within the BCU's ACT, shared by all officers and staff.  
Indeed, ACT appears to have struck a healthy balance between demanding 
performance and motivating staff (see Accountability Mechanisms and 
Performance Management).

  
49. Staff are encouraged to be innovative and there is a healthy atmosphere of 

challenge and dialogue at all levels except amongst some police staff, who were 
slightly less positive.  All staff saw many positives on the BCU and are happy to 
serve on Eastern Area division and it was evident they felt that there was a 
performance culture.  Beyond that staff did not have a clear concept of what the 
vision or what the division stood for.  Staff also complained of being inundated 
with e-mails, but this a common complaint across all BCUs.  

50. The ACT are aware of some the gaps and are already taking individual steps to 
close them but this could be assisted by an overall communication strategy.  
There was no evidence that the division received anything other than an adequate 
service from its force media manager, and could be best served by having its own 
media manager, who could then be tasked to form an intrinsic part of a media 
strategy.

RECOMMENDATION  1
Assisted by a media professional the division should develop 
a communication strategy which encompasses the positive 
initiatives already being developed, but joins them together 
with others to ensure the BCU commander’s message is 
delivered and staff know what Eastern Area stands for.



East Hertfordshire BCU – Hertfordshire Constabulary
April 2006 

Page 21

Accountability Mechanisms and Performance Management

51. A key feature of a successful BCU is a robust performance management system 
with clear roles and expectations and awareness that individuals are held to 
account for their contributions towards achievement of goals and targets.  The 
accountability and performance regime of Hertfordshire Constabulary is now well 
embedded into day-to-day policing, and a very healthy performance culture was 
found on the Eastern Area BCU.  The Force holds regular reviews of performance 
and the BCU commander meets regularly with his line manager, an Assistant 
Chief Constable, to discuss the performance of the BCU and progress against the 
divisional Local Policing Plan.  Each ACT member is also clear as to who has 
overall accountability for each target.

52. There is a clear structure of performance management meetings at ACT level and 
accountability is also underpinned by a series of further performance management 
meetings conducted by line managers at all levels.  All these meetings are 
minuted.  Every team has a performance plan and leaders are held to account 
against delivery.  

53. The BCU has an Area Performance Meeting (APM) which takes place monthly 
and examines the performance of the BCU against targets and the policing plan, 
which all BCUs are required to have.  Through these targets and the Local 
Policing Plan the division helps to achieve the targets within the force plan.

54. The APM is kept strategic and does not delve in to tactical issues, thereby 
maintaining a corridor between that forum and the NIM fortnightly tactical and 
tasking coordination meeting, which is sensible approach.  The inspection team 
had the opportunity of being present at an OPMM and examined several of the 
power point presentations that are used for informing the OPMM.  The style and 
appropriate manner in which performance is addressed at a strategic level on the 
BCU is impressive and the information provided was amongst the best that the 
inspection has seen.  The inspection team consider that the performance 
management information provided for the operational performance 
management meeting is an example of potential best practice.  

55. There is an extremely detailed daily management meeting (DMM) which is 
chaired by the deputy area commander and facilitated by the intelligence DI, 
which reviews all significant events in the last 24 hours (crime thresholds, 
response times, arrests and incident management) as well as taking an overview 
on performance and considering any issues that require a media strategy.  This 
meeting has minutes recorded which ensures there is ownership of tasks 
emanating from it, and prevents it from becoming a mere ‘review’ meeting.  The 
meeting is intended to link to the priorities and objectives set in the TT&CG and 
divisional control strategy, and the aims are usefully set out for the benefit of 
attendees.  These are worthy of repetition and are set out below; 
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Looking back at the previous 24 hours business
 Were tasks completed?
 Are there any significant changes in the operational and intelligence picture 

which may have resource implications?
 How did performance issues stand up? Consider:

- Crime Thresholds/Levels
- Response Times
- Arrests (volume/quality/standards)
- Incident Management

 Are there any issues which require a media strategy?

Looking forward to the next 24 hours business
 Re-assess existing priorities for tactical/proactive resources against new 

demands
 Deal with operational disruptions to plans currently being executed (e.g.  Hot

spot management plans).
 Ensure a ‘balanced’ workload

56. A key issue that many such meeting miss is the avoidance of resource 
deployments to random fluctuations in crime incidents and the structure of the 
DMM is intended to avoid such knee-jerk reactions.  Managers felt that 
previously the DMM went in to too much detail and as such ‘got stuck in the 
weeds’ but feel it now strikes the right balance.  This was reflected in the views of 
operational staff, who did not feel that it was overly intrusive.   The inspection 
team were impressed by the management and structure of the daily 
management meeting and consider it potential best practice.

57. The CDRP chief inspectors are held to account for crime reduction and 
performance on each of their areas and also hold a variety of individually tailored 
operational performance review groups.

58. The staff personnel management and development review (PMDR) is used to 
reinforce delivery of performance; for example the BCU commander has specific 
PMDR objectives in terms of delivering the divisional plan.  The PMDRs 
examined by the inspection team did contain some generic objectives for 
delivering force priorities, and although PMDRs can be a useful vehicle for 
assisting in delivering performance, there may be an inherent weakness within the 
Force’s PMDR system which may make this difficult to achieve (see HR 
Management).  

59. The inspection team had the opportunity during reality checks at police stations, 
focus groups and interviews with inspectors, sergeants and constables to test the 
performance linkage within the BCU and there is undoubtedly a performance 
culture on the BCU that strikes the right balance between management 
expectation and support.  There was also evidence of good work being 
acknowledged across the BCU.
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60. It was abundantly clear that people knew that they were being held to account and 
what it was that they were expected to achieve but within a supportive 
environment and they understood their own contribution towards performance.                     
The inspection team considers Eastern Area to be an outstanding example of 
a performance regime.

Crime and Disorder Reduction Partnerships

61. The 1998 Crime and Disorder Act placed a requirement on the police, local 
authorities and other partners to develop strategies for the reduction of crime and 
disorder.  These strategies are formulated and driven by Crime and Disorder 
Reduction Partnerships (CDRPs).  In particular statutory partnerships for each 
district of England and Wales must carry out and than publish an audit of crime 
and disorder in their locality, taking into account the views of those living and 
working in the area.  The CDRP must then identify a series of priorities for action 
and consult widely regarding the strategy for dealing with these priorities.  Crime 
and Disorder Reduction Partnerships not only have a number of agencies included 
in their membership but also have to work closely with other agencies or groups, 
such as Drug Action Teams (DATs), Youth Offending Teams (YOTs), Health and 
Education.

62. The inspection team found evidence of strong partnership working on the BCU 
and a clear commitment from ACT, to the extent that the chief inspectors with 
geographic responsibility were known as the CDRP chief inspectors, where as in 
most forces they would be known as area or district chief inspectors.  This is a 
subtle indicator of the commitment to partnership working and develops a greater 
feeling of ownership with partners.

63. Eastern Area BCU comprises of four districts, Broxbourne, East Herts, North 
Herts.  and Stevenage, and each district commanded by a chief inspector.  Each of 
these districts has its own Crime & Disorder Reduction Partnership.  

64. The four districts are quite diverse and demand different policing styles and the 
differences are reflected in the CDRPs.  Stevenage for example was the first ‘new 
town’ to be built and has some of the issues symptomatic to a new conurbation.  
The Broxbourne CDRP covers 20 square miles in southeast Hertfordshire and has 
a population of 85,000 and some areas of deprivation.  East Herts is the largest 
CDRP in Hertfordshire, with a population of around 130,000 and a geographic 
area of 184 square miles.  The district includes the historic market towns of 
Hertford, Ware, and Bishop’s Stortford, as well as large tracts of agricultural land.  
North Herts is a geographically diverse CDRP made up of the rural market towns 
of Baldock, Hitchin, Letchworth and Roystons.  North Herts also possess high 
percentage of people drawn from minority ethnic communities.

65. The strategy document varied considerably in quality and accessibility, which 
underlines the difficulties of managing a BCU that encompasses four quite 
different districts, and these are summarized below.  
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Broxbourne

66. Although Broxbourne sees itself as relatively safe place recorded crime in this 
district rose in the three years 2001 and 2004 by 49%.  Some of this increase is 
attributable to changes in recording practices.  Recorded burglary dwelling fell by 
11% compared with a rise in Hertfordshire as a whole of 16%.  The rise in 
burglary other (23%) was also less than Herts (29%).  Vehicle crime increased by 
9.1%.  Despite these increases in crime categories, anti-social behaviour remains 
the highest priority for residents and is reflected within the 2005-08 strategy and 
action plan:

1. Make the Borough’s three town centres safer.
2. Reduce crime and anti-social behaviour arising from consumption of alcohol, 

especially by young people.
3. Tackling the abuse of alcohol and drugs.
4. Use education, prevention, enforcement and diversion to reduce anti-social 

behaviour by young people.  
5. Increase a sense of community safety.
6. Meeting the local public sector agreement (PSA) targets on crime reduction.
7. Dealing with prolific and priority offenders.

67. The CDRP plan does not include smart targets, although it acknowledges the 
government’s requirement to reduce crime (PSA targets), and actions are vague or 
lack clear ownership.  Unlike some of the other strategy documents, it does not 
clearly indicate what new activity will be undertaken to achieve the objectives.  

East Herts CDRP 

68. East Herts has one of the lowest levels of crime in the county and sees itself as 
one of the safest districts, a view that was supported by both the quantitative and 
qualitative findings of the its audit.  East Herts is ranked 289th out of 376 CDRPs 
based on the volume of British Crime Survey (BCS) comparator recorded crime 
(03/04).  The most important concern highlighted by those consulted was anti-
social behaviour and community disorder as opposed to crime.

69. The findings of the audit identified five headline priorities for the CDRP to 
concentrate on for the next three years.  These are:

1. Anti-social Behaviour
2. Violent Crime
3. Acquisitive Crime 
4. Sense of Community Safety
5. Alcohol and Drugs

Objectives - Anti Social Behaviour

 To reduce the incidences of anti-social behaviour and arson in East Herts.
 To record and reduce on a yearly basis the number of anti-social behaviour 

complaints received, specifically regarding groups of young people causing 
alarm, harassment and distress in East Herts.
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Objectives - Violent Crime

 Raise the profile and encourage the reporting of hate crimes and incidents.
 Support a positive night-time economy whilst tackling alcohol associated 

violent crime.
 Use the new Licensing Act as an enforcement tool for the CDRP.
 Effectively tackle robbery throughout the district.
 Increase the reporting of domestic violence throughout the district.

Objectives - Acquisitive Crime

 Reduce Acquisitive Crimes - burglary, theft of/from a vehicle.
 Raise profile of and tackle distraction burglary.
 Support communities to prevent them becoming victims of acquisitive crime.

Objective - Sense of Community Safety

 To increase feelings of safety for people living in and visiting East Herts.

Objectives – Alcohol & Drugs

 To reduce the harm caused by illegal drugs, increasing the number of drug 
misusing offenders entering treatment through the Criminal Justice System.

 To reduce drug-related crime and its impact on communities, individuals and 
families.

 Reduce and disrupt the supply of illegal drugs.
 Reduce the use of Class A drugs and the frequent use of any illicit drugs 

among all young people under the age of 25.
 Effectively tackle alcohol related disorder and reduce the effects this has on 

communities.
 Identify areas and locations where drug related crime is present on the streets 

of East Herts.

70. This document was much more accessible and had smart targets and action 
owners were much more easily identifiable.

North Herts

71. North Hertfordshire is also has a relatively low crime rate and the CDRP claims 
that there are no areas with severe or longstanding crime and disorder problems, 
although acknowledging there are areas in the district where some types of crime 
and disorder are concentrated.  The CDRP identified the following areas as 
priorities:

1. Anti-Social Behaviour
2. Reducing Crime
3. Drugs & Alcohol
4. Fear of Crime
5. Prolific & Other Priority Offenders
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72. This was another well produced document and each priority area had targets, 
many of which were smart targets.  Actions had owners but some of these were 
across agencies, which in practice can lead to confusion on precisely who has 
responsibility for delivery.

Targets

Anti Social behaviour
 To minimise offences of anti-social behaviour year on year.

Reducing Crime
 To reduce victims of crime in these categories:
 Domestic burglary by 14% over three years
 Robbery of personal property by 15% over three years
 Theft or unauthorised taking of a vehicle by 50% over three years
 Theft from a vehicle by 33% over three years
 Reduce all violent crime by 4% per year
 Reduce repeat victims of domestic violence by 5%
 Increase the number of reported incidents of domestic violence by 5%
 Increase the number of new Neighbourhood Watch and Business Watch 

schemes in our rural communities by 5%

Drugs & Alcohol
 To establish and develop Pub Watch schemes for each of our town centres.
 Reduce violent crime by 4% per year National drug targets will be 

incorporated in the Drug & Alcohol Action Plan
 To reduce the harm caused by illegal drugs including substantially increasing 

the number of drug offenders entering treatment through the Criminal Justice 
System

Fear of Crime
 Increase awareness of crime initiatives within North Hertfordshire and see this 

reflected in the next North Herts Crime Survey
 Increase Neighbourhood Watch area coverage by 5%
 Increased advice and support on how to safeguard personal property and 

possessions
 Increase the number of arrests due to CCTV coverage in North Herts by 10% 

over 3 years.

Prolific & Other Priority Offenders

The establishment of and effectiveness of the PPO scheme is the responsibility of the 
chair of the CDRP, and it is questionable if an entirely separate scheme can be 
included in the CDRP strategy for North Herts.  In any case no targets are provided 
for this objective.
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Stevenage

73. The Stevenage crime rate ranks 188 out of 376 areas nationally and fifth out of 10 
districts in Hertfordshire.  Levels of reported crime place Stevenage in the second 
highest quartile in the Eastern Regional area.  Crime reduction targets have been 
set to achieve an overall 13.2% reduction supporting the achievement of both 
national (15%) and regional (16.7%) targets over the next three years based on 
2003/2004 reported crime figures.  

74. Stevenage is different to its neighbouring districts in that it is a medium sized 
town set in a relatively wealthy, semi-rural county, but has the kind of needs and 
problems usually associated with large urban areas.  The new town was developed 
between 1946 and 1980.  

The priorities set for Stevenage are as follows;

1. Town Centre and Leisure Park Violent Crime and Disorder 
2. Other Crime 
3. Drugs and Alcohol 
4. Anti-social Behaviour 
5. Fear of Crime and Disorder 
6. Partnership Development 

Objectives - Town Centre and Leisure Park Violent Crime and Disorder: 
 A reduction in the level of crime and disorder committed after dark 
 A reduction in the level of daytime business crime associated with drug 

misuse

Objective – Other Crime:
 To reduce and prevent the levels of key areas of high volume crime 

Objectives – drugs and Alcohol:
 To reduce the harm that drugs and alcohol misuse cause to individuals, 

families and communities 
 To disrupt the possession and supply of illicit drugs by increasing the 

detection of all drug offences, particularly Class A drugs 

Objective - Anti-social Behaviour:
 To reduce the levels of all types of anti-social behaviour and, as a 

consequence, reduce public anxiety about anti-social behaviour

Objectives – Fear of Crime and Disorder:
 Reducing the fear of crime and disorder in the community 
 Communicating the aims of the Strategy between partners and to the 

community

Objective – Partnership Development
 An increased Partnership awareness of crime and disorder issues
 Improved communication and consultation amongst partners and the wider 

community
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The objectives are linked to national targets where appropriate but others, although all 
‘positive’, are somewhat aspirational and ownership is not clear.  

Summary

75. There is some very positive partnership working on the BCU, particularly 
notable in light of the fact that there are no less than four CDRPs on the 
division.  Partners spoke of very positive relationships all the way through 
the chain of command, and with some minor reservations, appreciated the 
efforts of PCSOs in achieving community reassurance.  Such diverse 
groupings can lead to tensions between partners and within the communities 
of Eastern Area BCU there is the concept that the busier urban area will take 
the lion share of policing activities.  However, from examples given and the
interviews with partners it became clear that the chief inspectors and the 
BCU commander are aware of the potential for friction and actively manage 
the differing demands.  The partners exhibited a mature understanding of 
this and saw the police response in a very positive light.

76. The current structure of the division with four CDRP C/Is enhances 
partnership working and the inspection team were impressed by the very 
positive working relations within ACT, and the chief inspectors work 
together rather than attempt to gain more resources for their respective 
districts.  Although each expresses its priorities differently, all the CDRPs 
operate in a clear partnership framework and there is a consistency to the 
strategies.  Having co-terminus police districts eases partnership working 
and ensures local issues are taken on-board.  

77. The Police Authority members were very impressed by the direction and 
focus of the division in the last eighteen months, and it is clear the division 
benefits in return by their active support.

Reassurance and Visibility

78. Anti-social behaviour blights local communities and damages community 
cohesion.  It is important that this is recognised by the police and that they 
respond effectively, using a menu of options of which visibility is key.  For 
many people, perceptions of crime or the level of disorder matter more than 
recorded statistics.  It is therefore vital that police forces provide reassurance 
through tactics such as high visibility patrols, as well as taking effective 
action against anti-social behaviour.

79. The Force has a consultation and engagement strategy overseen by the 
Police Authority's community engagement committee.  The purpose is to 
ensure that BCU commanders' work with Police Authority members' to 
tailor consultation and engagement needs to local communities.

80. The BCU has a detailed demographic assessment of the area, which 
indicates a thorough knowledge of the different communities it serves.  The 
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assessment forms part of the BCU's strategic assessment and is reflected in 
the CDRP community safety strategies.  An independent advisory group has 
been established on the BCU with a wide membership which works in 
tandem with community teams to ensure engagement processes are fully 
inclusive.

81. The BCU responds to community concerns through multi-agency tasking 
meetings with appropriate protocols in place for information sharing.  The 
BCU has a community intelligence analyst preparing products for the police 
and partners (see section on Operation Enigma).

82. There are a number of ways in which the BCU provides visibility and 
reassurance to the community.  These include patrols by intervention teams, 
community team officers, special constables and PCSOs.  The core team 
collectively provide a 24-hour patrol capacity and, other commitments 
allowing, patrol high crime areas and gather intelligence on specified 
criminal targets.

83. The ACC (operations) is the force lead on the Neighbourhood Policing 
Project with every ward in the Force being allocated a ward constable.  To 
assist with prioritisation and resourcing every ward has been classified as 
high, medium or low demand, taking into account indices of deprivation, 
results of the British Crime Survey and other data.  The ward constables on 
the BCU are part of community policing teams and their names and contact 
details are published in local newspapers and on the force website.  All 
community teams are aligned to wards and line managed by inspectors who 
are held to account at public meetings and via monthly written reports to the 
BCU commander which are shared with partners.

84. The Force has a target for abstraction rates for police constables on 
community teams that aims to ensure they spend a minimum of 80% of their 
time in their community.  At the end of 2005 the BCU had exceeded this 
with approximately 90% of time committed to the community.  The 
inspection team noted that all community team police officers have received 
training in the SARA model of problem solving techniques and the model is 
applied on a daily basis.

85. The Force and the BCU have clearly embraced the reassurance agenda and 
the Neighbourhood Policing Project is now well advanced in Eastern Area as 
it is a 'pathfinder' BCU for the national programme.  The community teams 
reflect the requirements of the Neighbourhood Policing Project and staff 
interviewed displayed a good knowledge of their role and responsibilities 
with a clear commitment to community work.  The BCU commander is held 
to account against reassurance targets through the quarterly intelligence-led 
planning process and performance reviews by the ACC (Ops).

  
86. The BCU has improved visibility in remote areas by making good use of the 

Force's mobile police stations that are operated by police officers and 
PCSOs and follow a programme, which is published on the Internet.  The 
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BCU has received several favourable comments from partners about the 
effectiveness and improved accessibility that the mobile units provide.

87. The inspection team found that anti-social behaviour is well prioritised on 
the BCU, featuring in force and BCU control strategies and as a priority 
crime on the tactical assessment.  The BCU has a post-conviction ASBO 
protocol with CPS and makes good use of legislative powers including anti-
social behaviour orders, acceptable behaviour contracts, curfew powers, 
fixed penalty notices and vehicle seizures.

88. It was clear to the inspection team that the BCU is fully committed to 
community engagement and tackling anti-social behaviour through the 
community teams.  However, several police officers of different ranks 
brought the inspection team's attention to the potential problem of 
abstractions from community work under the Recalibration Project.  Officers 
stated that community teams are now required to work away from their 
wards to assist their colleagues on core teams at times of peak demand and, 
whilst they understand the need to be flexible to meet demand, they are 
concerned that their absence from the community will be noted and their 
performance may drop.  The inspection team appreciates these concerns, but 
noted that senior managers both on the BCU and at ACPO level were aware 
of the potential affects of the Recalibration Project and were monitoring 
progress.  

Special Constabulary

89. The BCU benefits from having 74 active special constables who contribute 
to providing reassurance on the area.  Most of their duties involve high 
visibility patrol, working with community teams who they are individually 
aligned with, but at weekends they are deployed to support core teams.  In 
some cases they patrol with PCSOs, finding this a useful practice since their 
police powers complement the local knowledge built up by the PCSOs.  At 
the time of the inspection the BCU was about to run a pilot study involving 
specials working within the Area Crime Unit.  

90. There were mixed views about the current position of the special 
constabulary since they were aligned to community officers, and there was a 
feeling that their tasking and briefing had deteriorated.  Generally the 
officers spoken to felt well supported by the Force and the division, and 
received the same standard of equipment as regulars.

91. As the BCU develops its neighbourhood policing it needs to bear in mind 
the role for the special constabulary, and to build on the existing positive 
relationship between them and the PCSOs.

PCSOs

92. PCSOs play an important part in a BCU’s reassurance and visibility 
functions.  The BCU's PCSOs are integrated within the community teams 
where they receive appropriate supervision and management with tasks 
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being allocated by sergeants and inspectors, often from the DMM or T&CG 
meetings.

93. The first group of PCSOs joined the force in March 2003 and Eastern Area
is fortunate to have 58 PCSOs on its strength at the moment.  This is to be 
increased to 120, and the PCSOs will form an intrinsic part of the 
neighbourhood policing teams (see Neighbourhood Policing below).

94. Analysis has shown that PCSOs spend 70% of their time on their respective 
patrol areas in Eastern Area.  The Force has commissioned MORI to carry 
out an independent survey with the residents of Hertfordshire.  The results of 
the latest survey show:

 Public awareness of PCSOs had increased over the last year, from 27% 
to 47%

 Of the people aware of PCSOs, 66% of awareness was first hand - from 
seeing them around their local area - an increase from 42% last year.  

 Levels of awareness were highest amongst residents in the 16 - 24 age 
group

 The majority of Hertfordshire residents, (80%) say they feel safe in their 
local neighbourhood.

 65% of respondents felt reassured when they saw a PCSO on foot 
compared to other community safety measures.  

This is a good indication of the benefits that can be accrued from the deployment 
of PCSOs, and is likely to improve further as their number increase within the 
neighbourhood policing imitative.

95. The inspection team held a focus group with PCSOs from across the BCU 
and found that they were well integrated with their police officer colleagues, 
clear about their role and committed to improving their communities.  The 
BCU's PCSOs felt well accepted by the police officers they worked with and 
this was reflected in focus groups with constables and sergeants who 
recognised their worth and felt they were an extremely positive addition.

96. The BCU's PCSOs feed results of their activity into a recently implemented 
activity analysis system which records such details as time spent patrolling 
hot spot areas.  The system was being refined at the time of the inspection to 
include monitoring other aspects of PCSOs' work such as the number of 
actionable intelligence reports they submit.  Initial results of the analysis of 
PCSO activity indicate that they are deployed in line with community teams' 
priorities and reflect the aspirations of the Neighbourhood Policing Project.  

97. During the focus group senior PCSOs expressed concern that their pay had 
been frozen until the salaries of lower paid colleagues who had been recently 
recruited increased to their level.  The inspection team were told that this 
was due to the fact that the first PCSOs recruited in Hertfordshire were put 
on a higher salary scale than their colleagues in other areas and their pay 
needed to be brought in line.  However, some PCSOs felt aggrieved that the 
Force had not communicated well with them on this issue and believe they 
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will not receive a pay rise for up to 9 years leading to potential problems of 
retention.  The Force is advised to clarify this situation with the PCSOs 
involved.  PCSOs reported that their initial training was of a high standard 
and although they had received training in use of SARA problem solving 
techniques, there had been a lack of any refresher training.  One PCSO had 
not received any self-defence training for over 2 years and whilst stop and 
account and FPN training had been given at Force headquarters it had not 
been clear, with PCSOs seeking clarification on several issues upon return to 
their teams.

98. The inspection team noted that the BCU's PCSOs work with partners on a 
daily basis and there were good examples of PCSOs taking the lead to 
improve visibility and accessibility.  For instance the PCSOs have quarterly 
locality team meetings and develop and review their locality plans to ensure 
progress is made and on a more practical level a PCSO in Stevenage has 
designed a programme of 'street meets' when she ensures that all partners 
gather monthly in a public place and answer questions from the public on 
community issues.  PCSOs also produce a monthly newsletter for their 
communities giving updates on projects and keeping people informed of 
forthcoming initiatives.

99. The BCU has a drugs and alcohol PCSO based at Stevenage who is funded 
by the Hertfordshire Drug and Alcohol Initiative.  His role is to gather 
community intelligence on the Stevenage drugs market for police and 
partners, establish links with local schools and youth projects to whom he 
gives talks and to provide a rapid response to complaints about drugs 
paraphernalia which he cleans up.  The drugs and alcohol PCSO has been 
equipped with his own vehicle and appropriate equipment to dispose of 
needles and other hazardous waste.  The inspection team view the work of 
the drugs and alcohol PCSO and the 'street meet' as good practice.  

Mobile Police Stations

100. Eastern Area also makes good use of mobile police stations to increase 
visibility, particularly in the more rural areas.  The first was introduced in 
May 2003, and was used mainly in rural locations in East and North Herts.  
The second vehicle was introduced mid 2004.  There is a rolling schedule of 
visits for outlying villages in East and North Herts, plus one visit a month to 
Stevenage and Broxbourne.  The ward constables, using the following 
criteria, choose the sites

 Distance the public have to travel to an open police station
 Request of the local council 
 Accessibility

Operation Enigma

101. The four CDRP areas on the BCU all regard anti-social behaviour as a 
significant concern and at Stevenage a pilot project, known as Operation 
Enigma, is underway applying NIM principles to identify problems and 
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allocate resources.  Operation Enigma has been running since September 
2005 and employs a community analyst who is jointly funded by the BCU 
and the CDRP.  At the time of the inspection the post was temporary until an 
evaluation of the operation had been completed.

102. Operation Enigma concentrates on assisting the police and partners to direct 
their resources to specific problems affecting community life with an 
emphasis on public disorder and offences of drug-related violence, often 
committed by local youths in loosely organised gangs in and around 
Stevenage.

103. Operation Enigma's community analyst was interviewed by a member of the 
inspection team who noted that she had been provided with suitable 
equipment and training.  The BCU and CDRP have invested well in the 
analyst who has completed a 3 week national intelligence analytical course, 
an i2 course and is supplied with Blue 8 XD software for analytical and 
mapping work.  

104. The community analyst evaluates criminal and community intelligence, 
mapping hot spots and using predictive analysis techniques to produce 
problem profiles for community teams to action.  The community analyst is 
tasked directly from the T&CG meetings and by the senior analyst who is 
her line manager.  At the time of the inspection the analyst had recently 
completed problem profiles for anti-social behaviour offences in Stevenage 
and Royston and had completed post-event analysis of problems associated 
with Halloween and bonfire night to assist the following year's policing 
response.  The problem profiles were reviewed by the inspection team and 
they were well researched and comprehensive.  The inspection team view 
the funding arrangements and work of the community analyst on 
Operation Enigma as best practice.  

Neighbourhood Policing Project

105. Hertfordshire Constabulary is committed to partnership working and 
policing at community level.  In 2002 the Chief Constable re-emphasised the 
importance of community policing and made a commitment to have named 
ward constables for each ward throughout the Force.  One of the 2003-4 
Policing Plan objectives was to “increase to 25% the number of people who 
know the Ward Constable in their area”.

106. The BCU has a target that ward constables will spend 80% of their time on 
their areas.

107. Eastern Area successfully applied to become one of the Home Office 
Neighbourhood Policing Pathfinder sites, a national programme overseen by 
ACPO, and had a Readiness Assessment in July 2005.  

108. The results of Pathfinder Readiness Assessment were:



East Hertfordshire BCU – Hertfordshire Constabulary
April 2006 

Page 34

Organisation & Governance Green
Communication Amber
Project Management Amber
Partnership Green
NIM Amber
Human Resources Green
Other resources Amber
Neighbourhood Engagement Amber 

109. In November 2005 the BCU and students from N Herts College carried out a 
joint survey, with the public, to gain feedback about neighbourhood policing 
and this informed the plan.

110. At the time of the inspection there was a review being undertaken by 
representatives from ACPO, and the inspection team are grateful for the help 
and support received from them during the course of the inspection.

111. The aim of the project is to build on the good foundations already in place in 
Hertfordshire, and to provide local visible policing by known individuals, be 
they police officers or PCSOs, which address community concerns and 
priorities.  Although the size of the BCU makes it complex, neighbourhood 
policing is being embraced as an evolution of their style and as such there is 
considerable enthusiasm for it amongst staff.  

112. As stated above, there is a strong and robust partnership working across the 
four CDRPs.  The partnerships as evidenced in Stevenage Borough Council, 
are fully aligned with neighbourhood policing and see it as their project; this 
is a significant achievement reflected in their desire to obtain Beacon Status.  

113. The organisational strategy on the BCU considerably assists the project by 
having chief inspectors leads on each of the CDRP areas and by the setting 
up of neighbourhood panels.  The expected doubling of the number of 
PCSOs from approximately 60 to 120 staff will also greatly assist the project 
and make a significant contribution towards its success.

114. It was found that the awareness of the neighbourhood policing teams is still 
inadequate within the intervention teams, who were unaware of locality 
priorities.  A software solution is being developed to enable the control room 
to inform intervention teams of local priorities, and this could be further 
strengthened by a communication strategy (see Recommendation 1).  Area 
crime teams seem to be more aware of the neighbourhood policing teams 
and the role they can play in supporting crime investigation, which is staring 
to yield results.  

115. The recent Recalibration Project has led to a rigid enforcement of a shift 
pattern upon neighbourhood policing teams.  This appears to have in some 
part been counter productive in the neighbourhood policing teams ability to 
be responsive to the community priorities and also to be able to parade as a 
combined team to address locality concerns.  Recalibration is subject to a six 
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month review and this would be an opportunity to allow controlled flexible 
rostering to be co-ordinated by the CDRP chief inspector, which has 
responsibility for both neighbourhood policing and intervention teams.

Human Resources

116. The division does not benefit from it own HR manager but is well supported 
by a HR Business Partner, a new title for the current post holder who is 
appropriately qualified.  She has been able to make significant impact in 
areas of service around sickness and absence management.  She actively 
monitors all return to work interviews and HR issues are regularly monitored 
in the areas performance meeting.

117. The BCU has a target of an average of 10 days absence for both police staff 
and officers.  Previously the division had been operating at a rate of 10.5 
days for police officers and 14.5 for police staff.  The current rates are 9 
days for police officers and 9.2 for police staff.  This is a commendable 
performance and with these rates of improvement it is likely the BCU will
achieve the national target of 8 days absence for police officers.

118. The division had 47 officers abstracted from normal duty and this was made 
up of only four officers on long-term sickness and 43 on restricted duties.  
The Forces Occupational Health Department (OHD) actively assists the 
BCU in monitoring these officers, with a view to returning them to duty as 
soon as possible.  There is a process via OHD for providing assistance to 
staff to have private treatment, such as minor operations, at force expense.  
This obviates the need to have officers on restricted duty for long periods 
merely because they are waiting for a minor operation.  Taking all of the 
above factors into account, the inspection team considers that Eastern 
Area absence management is an example of potential best practice.  

PMDR

119. The Force introduced an IT based personal management and development 
review (PMDR) system in April 2005 but it was withdrawn after evaluation 
and staff feedback in December.  The Force should be credited for taking on 
the views of its staff and making a brave decision, rather than persisting with 
a substandard produce.  However, this has left staff feeling disenchanted 
with the whole PMDR system, and few expressed any confidence with the 
current system, which was universally disliked and held in low regard by 
staff.  It was not felt to be a useful vehicle for personnel development.  
Nevertheless, the completion rate for PMDRs is good, at 91.4% for officers 
and 89% for police staff.

120. The inspection team examined 30 PMDRs and found that many were 
incomplete, some having no objectives and the others that had objectives 
that were vague and certainly not SMART.  Other objectives were simply 
generic and featured in all PMDRs, regardless of its relevance.  Some 
PMDRs lacked any evidence.  The handful that the inspection team 
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considered good had been completed by senior managers.  Although a force 
issue, the PMDR system is in need of significant development.  

121. The BCU is undertaking activity in an attempt to improve the situation, and 
is currently dip sampling reviews for quality/evidence and generic objectives 
are being revised and 'smartened' (e.g.  adding hard targets).  A trial has been 
agreed by the DCC to withdraw the use of a separate aspiration form 
(training request form) in Eastern Area.  The PMDR will become the only 
document accepted to submit training requests.  This is intended to increase 
the “value” of PMDR as a working document and link aspirations to 
measured performance against competencies.

Training and Development

122. A Development Forum was created September 2005, to address medium to 
long term development needs for the area, and the inspection team considers 
this good practice.   Training needs analysis has been completed for 
sergeants, inspectors, community and intervention officers.  This is intended 
to drive the training agenda for 2006/07 and the top two needs identified for 
sergeants and inspectors will form basis for five-week training cycle starting 
April 2006.

123. A workshop has been held with a cross section of 15 staff to examine 
barriers to staff development.  This was launched by BCU commander and 
facilitated by three members of ACT, which demonstrates a considerable 
commitment to staff development.  Specific training modules are being 
developed for acting ranks, as these officers can be expected to carry out the 
role for a considerable time without the equivalent training, and although too 
early to comment on the actual modules themselves, this has the potential to 
be best practice.

124. Within the constraints of the current PMDR system the Eastern Area needs 
to accelerate this work on training needs and skills gap analysis.  At the 
moment the staff, with some justification, view training provision as ad hoc 
and not based on need.

RECOMMENDATION  2
Within the constraints of the current PMDR system, the BCU 
should consolidate and then accelerate the work currently 
underway on training needs and skills gap analysis for all 
staff.

Complaints Against Police

125. Complaints on the BCU had seen a drop in the last year and the division is 
regularly kept up to date on trends by the Force’s Professional Standards 
Department.  There were no issues or concerns apparent during the course of 
the inspection.
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Managing Demand

126. The organisation of the Area crime group and CJU demonstrates an effective 
approach to managing demand by dividing up the process of investigation 
into component parts and ensuring that each part is given to specific 
members of staff to deal with.  Areas of responsibility are tightly defined 
and easier to supervise as officers become familiar and confident in certain 
areas of activity, minimising potential for error.  Each section also develops 
in expertise and generates in-house good practice.  Other examples of 
demand management are the prisoner handling team, and burglary/robbery 
teams.  Although the available management information demonstrating the 
efficiency gains by these units is limited, it is clear that the impact is 
beneficial in terms of crime screening and the generally decreasing 
investigation workloads of intervention and community team officers.  In 
terms of impact on staff, community and intervention teams are more able to 
focus on proactive patrol, tasking and response demands, although they are 
still allocated some crimes to investigate.

127. Staff are also easier to hold to account in this way and workloads in most 
cases are more efficiently managed.  A further example of such demand 
management may be seen in the road policing unit, which deals exclusively 
with traffic matters and the reporting of collisions.  However, the unit is also 
developing a crime orientation and is developing performance indicators that 
go beyond purely traffic matters to include targeting offenders.

128. The BCU has five ‘intervention teams’ based at North Herts and a further 
five based at East Herts, each led by an inspector.  These teams provide a 
24-hour response and general patrol capacity as well as high visibility 
policing.  The inspection team notes that the Force measures response times, 
the target being 90% within 15 minutes.  Last year the BCU achieved 
92.4%, possibly indicative of the efficacy of the approach since the 
intervention teams are free from case file preparation, prisoner handling and 
crime investigation.  The demarcation of activity in such a manner leads 
to greater efficiency and taken together with the Recalibration Project 
(see below) the inspection team consider the manner in which Eastern 
Area manages demand overall is an example of potential best practice.  

129. It is apparent that there are concerns, raised during interviews and focus 
groups, about the deskilling of officers on response and community teams as 
well as the efficiency of the system being adversely affected by 
inexperienced supervisors.  The BCU addresses some of these issues by 
implementing a system of staff attachments and rotations through the 
various departments, and a new local sergeants' course (known as the ‘acting
sergeants course’) is being worked up.  These should also contribute towards 
resilience in the departments having direct impact on performance, such as 
the burglary unit and tactical team.  

130. When a BCU is under pressure there can be a skewing of activity from 
community policing to fill the gaps on intervention teams, as they are the 
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first responders to emergencies.  This can lead to community officers being 
away from their wards for considerable periods of time, and can become the 
default position, as it is often easier for supervisors to do this than look for 
other solutions.  The long-term effect can be that problem solving policing, 
which is intended to remove the ‘sticking plaster’ approach of reactive 
policing, is pushed in to the background, resulting in an increase in demand 
on police resources over time.  Eastern Area BCU actively manages this by 
monitoring the amount of time community officers spend on their wards, 
and recent figures indicate that they spend 80% of their time on community 
issues.  The inspection team commend this approach and consider it to 
be potential best practice.

Recalibration Project

131. The Force has recently undergone a major organisational change in the 
working arrangements for a large part of the workforce.  The change has 
been managed by a full-time team and is known as the Recalibration Project.  
Under the leadership of an ACC the Recalibration Project has sought to 
provide a better match of resources to demand, taking cognisance of the fact 
that policing is a seven day a week business.  The inspection team did not 
examine the details of the project, but believe that some of the results felt on 
the BCU from such a major reorganisation should be reflected in the report.

132. As a result of consultation exercises held by the Chief Constable with 
operational supervisors across the county it was felt that the way in which 
the Force tackled ever-increasing demands should be reviewed.  A common 
theme from the consultation exercises was concern over the abstraction rate 
of frontline staff which directly impacted on the service to the public and 
which was exacerbated by low staffing levels at peak times.  

133. The project team carried out extensive research and consultation around 40 
strands of the Force's business under the principles of professionalisation, 
improving the supply and demand match and delivery against new demand.  
An overriding concern of the project has been the positioning of the 
organisation for the future and ensuring staff are equipped, and processes 
sufficiently sophisticated, to cope with demand.

134. The Recalibration Project was launched on 10th January 2005 and its first 
significant impact on the Force was the introduction of the Major Crime 
Task Force on 1st May 2005.  Prior to this date an average of 59 members of 
staff were abstracted everyday from BCUs for major crime enquiries, but as 
a result of the Recalibration Project 31 staff were posted permanently to the 
task force, based at headquarters with directions for no more BCU officers to 
be abstracted.

135. The project team carried out extensive research into shift patterns, mapping 
demands against available resources and using a balanced scorecard to 
assess results.  Staff were consulted at meetings and an electronic chat-room 
set up on the Force intranet to encourage debate and help air concerns.  All 
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supervisors across the Force attended consultation meetings and examples of 
good practice from other forces were examined.  The Force also invested in 
software which helps devise effective shift patterns, taking into account 
relevant legislation.

136. The project team concluded that there were two types of shift pattern which 
should be used, a demand-led model for 24/7 policing needs and a seven day 
pattern to maintain the same numbers of staff at weekends as on weekdays 
where required.  A third option involves staff working a different duty 
pattern only if there is strong evidence to justify it and with approval of the 
Force's Resource Management Team.

137. On 3rd January 2006 the Force introduced new shifts for all operational staff 
which was initially reviewed at the end of the month and was due to be 
reviewed again at the end of June.  The new shift patterns reflect the desire 
to match demand with adequate resources and one major change has been 
more staff on duty in the evenings and reduced staffing levels after 0200hrs 
on night shifts.

138. Focus groups held by the inspection team with staff from different ranks 
demonstrated that staff clearly understood the need for change and supported 
the principles behind the Recalibration Project.  However, intervention 
officers in particular expressed concern at the levels of staff on night shifts 
as they felt that they were dangerously low.  Officers believed that health 
and safety concerns needed to be addressed and that at times they could not 
operate effectively without more staff on duty.  

139. Intervention officers expressed concern about the number of late or evening 
shifts which they are now required to work.  Fewer night shifts means more 
late evening shifts and this impacts on officers' domestic arrangements and 
family lives.  Out of six shifts four are regularly evening shifts and it is yet 
to be seen if this pattern is sustainable in the long run.  

140. The introduction of the seven day shift pattern has led to better cover in 
support functions such as intelligence units who now provide cover in the 
evenings and at weekends.  ACTs also adhere to the seven day shift pattern 
and this has improved visibility and leadership at weekends with a member 
of the ACT being on duty.

141. To date the Recalibration Project has saved £3 million and created an extra 
91 posts, all of which have been designed to help operational staff meet 
demand.  The custody intervention teams and community team sergeants' 
posts have been created from the project and have had a direct impact on 
operational effectiveness.  In addition 14 posts have been created for 
financial investigators and more staff have been employed to deal with 
telephone calls from the public, which would previously have been answered 
by intervention and community officers.  

142. Overall the inspection team was impressed with the work conducted and the 
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initial results of the Recalibration Project.  Although there are many 
challenges yet to be overcome, the reviews of shift patterns with continued 
consultation exercises should be able to strike the correct balance for 
intervention officers.  Undoubtedly a challenge for the future will be
matching the Recalibration Project's ambitions with the requirements of the 
Neighbourhood Policing Project, but the Force has gone someway to 
resolving this issue by ensuring community teams are adequately resourced.  

Crime Management

Use of Forensic, DNA and other Scientific Techniques

143. The Government has invested heavily in the application of forensic science 
by the police service.  This is reflected in the Police Science and Technology 
Strategy which demonstrates a firm commitment to improve the detection of 
crime by scientific methods.  Hertfordshire Police's Scientific Services 
Branch (SSB) is part of headquarters CID, operating from a modern, purpose 
built facility and led by a detective chief inspector, but with scenes of crimes 
officers (SOCOs) based locally on the three BCUs.  The SSB follows a 
comprehensive forensic strategy supported by the Force's Scientific Services 
Work Improvement Plan.

144. Following a review of the SSB in 2004, more comprehensive performance 
information was introduced in 2004/5 which shows that during that year 
SOCOs attended 89.7% of the BCU's dwelling burglaries and during 2005/6 
they attended 88.9%.  During 2005/6 3.1% of the BCU's detections were 
linked to forensic identification.  There are no figures available for 2004/5 
and forensic hits are not broken down by crime type, making it difficult to 
judge the overall performance of BCU SOCOs.

145. The BCU manages DNA hits and fingerprint identifications in accordance 
with a force model.  Results are forwarded from the SSB to the BCU's 
Crime Management Unit where they are recorded and passed to the 
Intelligence Unit for comparative analysis against other outstanding crimes 
before being allocated to an officer.  The SSB monitors progress on 
identification results and publishes monthly lists of outstanding enquiries.  
The figures for the month immediately prior to the inspection showed that 
the BCU had 23 outstanding DNA hits and 38 outstanding fingerprint 
identifications.   

146. The BCU’s SOCOs provide cover from 8am to 10pm, seven days a week 
and work an on-call rota outside of these hours with SOCOs from the other 
BCUs to respond to serious incidents.

147. During the inspection it was noted that the SOCOs are included in the daily 
management meeting, via telephone conferencing and played an active part 
in discussions.  However, a SOCO or SSB representative was not present at 
the BCU's fortnightly tasking and coordinating group meeting and the 
inspection team felt that the meeting would benefit from the attendance of a 
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local SOCO.  The inclusion of a SOCO has proved to be particularly useful 
elsewhere when BCUs are confronted with burglary and vehicle crime 
problems and encourages the contribution of intelligence from SOCOs.  

148. In January 2006 the Force opened a new forensic training unit including a 
crime scene facility and a forensic training input is now given to staff on 
rostered training days.  

Crime Recording Practices

149. The National Crime Recording Standard (NCRS) was first introduced in 
April 2002 by the Association of Chief Police Officers (ACPO) and the 
Home Office.  The aim of NCRS is to promote greater consistency between 
police forces in the recording of crime and to take a more victim oriented 
approach.  It was also intended that it would ensure a more complete picture 
of the reality of crime in communities.  The NCRS was attributed with 
causing rises in some key crime categories, which since the years April 
2002-04 have created a new baseline from which comparative performance 
can now be examined.

150. The inspection team found that the BCU has a strong ethos of ethical crime 
recording with staff fully conversant with the requirements of the NCRS.  
Regular crime audits are carried out by the force Crime Registrar and the 
BCU's Crime Management Unit (CMU) also check files for integrity at 
finalisation.

151. The CMU allocates and manages crimes in line with a force model and a 
policy on secondary investigations.  The CMU supervisors are empowered 
to make decisions and exercise discretion on whether investigations should 
continue, subject to clear criteria and guidelines.  All crimes which are 
allocated for continuing enquiries have a clear investigation strategy to 
which the investigating officer must adhere.

152. The CMU is based at Hereford and is staffed by a detective sergeant with 4 
constables and 10 telephone investigators who carry out desktop enquiries, 
relieving the burden on frontline staff.  All detective sergeants are authorised 
to finalise crimes, but the CMU sergeant reviews files to ensure consistency 
and quality.  The CMU regularly check files and reconcile crime complaints 
with custody records to maximise detections and to ensure opportunities for 
TICs are not missed 

153. Although the BCU operates an 8 point investigative plan for officers to 
complete, focus groups with sergeants and inspectors found that there were 
concerns over the minimum standard of primary investigations, particularly 
amongst less experienced officers and it was felt that this could become a 
problem under revised shift patterns with officers going for longer periods of 
time without seeing their supervisor and increased time off between shifts.  
The ACT are advised to monitor this situation closely and to consider 
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introducing revised guidance on minimum standards of primary 
investigations.

154. Under the force Recalibration Project crime teams are aligned to demand 
and there is a projected workload of 5 live files per uniform officer for the 
core teams, which is generally achieved, although some officers were 
carrying double this number.  Investigators target specific priority crimes 
through the Motor Vehicle Unit and the Burglary and Robbery Unit and in 
October 2005 the BCU introduced a Financial Investigation Unit, which 
amongst other work, seeks to recover assets from convicted criminals.

Burglary Files

155. At the time of the inspection the BCU had achieved a commendable 
reduction in dwelling burglaries during the previous 12 months.  For the 
period of March 2005 - February 2006 the BCU recorded 1,557 burglaries, 
compared with 1,934 for the same period in the previous year - representing 
a reduction of 19.49%.  However, the number of sanction detections for the 
same period had fallen by 41.22%, albeit this was represented in an overall 
reduction in the detection rate for dwelling burglaries from 25.34% to 
18.50%.

156. The inspection team conducted an audit of 30 undetected burglary files and 
found that SOCOs attended in 25 cases with one report endorsed stating that 
they had declined to attend when it was clear that their attendance was 
required.  Reports had detailed accounts from the crime scene examiner 
about the method of entry used, search methods and any exhibits and 
samples seized which might result in an identification - all of which would 
be useful to investigating officers and analysts.

157. House-to-house enquiries were not always completed satisfactorily with 8 
files needing enquiries to be completed or with insufficient detail to 
determine which houses had been visited.  

158. Only 3 out of the 30 files examined had statements of loss from a victim or a 
witness statement, although several files had valuable and identifiable 
property listed as stolen and SOCO reports indicated that the offender's 
DNA or fingerprints had been recovered and results were pending.  It is 
common practice elsewhere to record statements of loss from a victim at the 
time or shortly after the burglary is reported as it can often be difficult 
tracing victims if offenders are arrested as a result of forensic results or 
property recovered.  The absence of a statement of loss frequently results in 
an offender being bailed whilst one is obtained with officers having to spend 
time revisiting victims and the offender remaining at large whilst basic 
enquiries are completed.  The ACT is advised to include the taking of 
statements of loss from victims as mandatory for all dwelling burglaries.  
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Operation Maximum 2

159. On 6th February 2006 the Force launched Operation Maximum 2, which 
was aimed at maximising the potential for detecting priority crimes by using 
experienced detectives to deal with and interview suspects who had been 
arrested on the basis of forensic evidence.  The operation is based at Hitchin 
custody unit, but is staffed by officers from all three BCUs and headquarters.  

160. Originally planned to run for 4 weeks to improve the end of year sanction 
detection figures, the operation has proved successful and now deals with 
suspects arrested for priority crimes in the course of general police activity 
and prolific criminals brought into custody.  Operation Maximum 2 has 
shown that results can be enhanced by having a dedicated team dealing with 
such individuals and the Force has decided to make the operation a 
permanent arrangement with a Specialist Interview Unit commencing on 1st 
June 2006, to which officers will be attached to enhance their skills.

161. Staff on Operation Maximum 2 are experienced investigators and they 
employ tactics which core team officers may not have the knowledge and 
time to utilise, such as the taking of hair samples from suspects for analysis 
to determine the extent of drug abuse which is then used in interviews.

162. A breakdown of the results for the first 12 weeks of Operation Maximum 2 
shows that of the 96 suspects who were charged, 30 made admissions which 
were recorded as TICs for additional offences to that for which they had 
originally been arrested.  Prior to the launch of the operation the conversion 
rate of sanction detections gained from forensic hits was 1.08%.  During the 
first 12 weeks of the operation this rose to 4.14% as officers obtained 361 
detections from 87 prisoners arrested on forensic evidence.  Operation 
Maximum 2 is clearly still evolving but the initial results are impressive 
and the inspection team felt that as a way of improving the forensic 
hit/detection conversion rate and maximising opportunities for 
detections it deserves the investment which the Force proposes and 
should be considered as potential best practice.     

      

Hate Crime, Domestic Violence and Child Protection

163. The effective investigation and support for victims of hate crime (race, 
homophobic and transgender motivated offences) is a Government priority.  
During 2005/06 the BCU recorded 293 racially aggravated crimes of which 
179 were detected.  This compares to 192 racially aggravated crimes during 
the previous year, 63 of which were detected.  
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        Racially Aggravated Crime

2004/05 2005/06
Change 
2003/04 -
2004/05

% Racially Aggravated 
Crime Detected

33% 37% + 4%

Number of Racially 
Aggravated Crimes 
Reported 

192 293 + 53%

164. The BCU has explained the increase in the number of racially aggravated 
crimes by improvements in accessibility to police services for ethnic 
minorities who have made use of third party reporting procedures and the 
BCU has taken steps to improve ethical crime recording.  The BCU 
experienced a surge in the reporting of racially aggravated offences in July, 
at the time of the terrorist bombings in London which did not return to 
normal levels until October.

165. At the time of the inspection the BCU did not keep a breakdown of 
homophobic offences and therefore no meaningful analysis could be 
conducted into performance in this area.  However, as from April 2006 the 
BCU has begun collating information on homophobic offences and this 
information will be available in future.

166. During 2005/06 1529 members of ethnic minorities were searched 142 of 
whom were arrested, compared to 2004/05 when 865 persons from an ethnic 
minority background were searched leading to 89 being arrested.  The 
increase in searches of members of ethnic minorities rose sharply during the 
period immediately following the July bombings when the BCU was 
involved in a joint operation with the Metropolitan Police Service which 
contributed to the increase.

167. In 2005/06 officers searched 9457 white people, 661 of whom were arrested 
compared to 2004/05 when 4684 white people were searched 433 of whom 
were arrested.  The inspection team note that the figures presented show an 
unusually large increase in the total number of people searched which may 
indicate a corresponding increase in police activity in certain areas and more 
proactive work.  The ACT are encouraged to continue with its close scrutiny 
of such data.  
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         PACE Searches

2004/05 2005/06

White population % arrested 9% 7%

Minority ethnic population % 
arrested

10% 9%

168. As a result of a Best Value review in 2004 and in line with force policy the 
BCU has a Hate Crime Unit staffed by 2 police officers and under the 
management of a detective sergeant.  Both officers have attended trainee 
investigator courses and the unit's remit is in line with guidance set out in the 
ACPO manual on investigating hate crime.  The majority of hate crimes are 
investigated by team based officers with staff from the Hate Crime Unit 
maintaining an overview of current cases, providing advice to colleagues 
and dealing with repeat victims.  The unit is line managed by a detective 
inspector and comes under the BCU's Crime Reduction Unit which is also 
responsible for vulnerable people, missing persons and domestic violence.

169. The BCU operates a Hate Crime Action Plan which sets out clear 
responsibilities in a logical manner under the headings of intelligence, 
prevention and enforcement.  The plan is owned by the crime manager and 
reviewed every 6 months.  At the time of the inspection the BCU had 
recently introduced a hate crime forum which was attended by the Hate 
Crime Unit staff, the CMU sergeant and the CPS, but there were plans to 
include partners from statutory and voluntary bodies.  

      
170. The inspection team noted that hate crimes are reviewed at the daily 

management meeting, allowing the ACT to closely monitor progress.  Hate 
crime files are also reviewed every month by the BCU commander and the 
detective inspector from the Crime Reduction Unit.

171. Victims of racial crimes are contacted by the Force's Consultation and 
Engagement Team and satisfaction levels are included in the monthly BCU 
performance meetings, with data broken down by point of contact and 
geographically by CDRP.  The inspection team view this work as good 
practice.  

172. The inspection team was pleased to find that the BCU has actively engaged 
with partners to facilitate the reporting of hate crime.  Partners such as local 
branches of the Citizens Advice Bureau and Victim Support have received 
training in the taking of third party reports and hate crime reporting centres 
have been established at local ethnic minority fora.  Protocols and 
partnerships are in place with council community safety officers to share 
information on hate crime hot-spots which contributes to a problem-oriented 
crime reduction approach.  Although this work was not studied in detail the 
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inspection team believe that it represents good practice and demonstrates a 
strong commitment to eradicating hate crime.  

173. The BCU recorded 2423 offences of domestic violence during 2005/06, 
compared to 2165 during 2004/05.  This represents an 11.9% increase in the 
number of offences reported and a 1% increase in the detection rate.

       Domestic Violence

Domestic Violence 2004/05 2005/06 % Change

Number of Domestic Violence 
Crimes Recorded

2459 2165 - 11.9%

Sanction Detection Rate 39.2% 53.4% + 14.2%

Number Of Repeat Offences 1738 1494 - 16.3%

174. At force level the domestic violence strategy is overseen by the ACC 
(operations support) who chairs a domestic violence gold group.  The BCU 
has a domestic violence unit staffed by 2 police officers and 2 members of 
police staff, who work with a domestic violence coordinator.  Guidance 
published in 2004 by the National Centre for Policing Excellence 
emphasises the need for forces to develop a fast track response to domestic 
violence offences by dedicated officers with an expectation that they will be 
responsible for investigations and bringing offenders to account rather than 
being predominantly victim focused.  

175. The majority of domestic violence cases on the BCU are investigated by 
uniform shift officers with serious offences handled by the Area Crime 
Group or the domestic violence unit who deal with all repeat victims.  The 
management of repeat and serious domestic violence offenders is monitored 
through the fortnightly tasking and coordinating group meetings.

Intelligence Led Policing

176. The BCU, in line with a force model, manages all tasking and co-ordination 
functions through a uniform chief inspector, including the intelligence unit, a 
source management unit, a tactical team and the management of prolific and 
other priority offenders (PPOs).  This is an unusual arrangement as most 
BCUs place the intelligence functions under the crime manager in an 
acknowledgement that intelligence-led functions and performance on crime 
are inextricably linked.  This issue was explored in interviews conducted by 
the inspection team with the crime manager and the chief inspector (tasking 
and co-ordination) and whilst the arrangement currently works well the 
inspection team felt that this was due to the personalities involved and that 
the potential for conflict remained.
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Area Intelligence Unit

177. The intelligence unit is led by a detective inspector with a detective sergeant 
and 8 field intelligence officers, 4 of whom are based on the CDRP areas 
within the BCU.  A member of police staff performs the role of intelligence 
unit manager with responsibility for producing intelligence products and the 
unit includes a senior analyst who line manages 4 other analysts, one of 
whom is dedicated to community intelligence (see Operation Enigma).

178. As a result of the Recalibration Project the intelligence unit's hours have 
been increased to provide cover 7 days a week from 0700hrs to 1900hrs, 
with all staff on a fixed duty roster which has improved the service provided 
to their colleagues.  The intelligence unit managers have been proactive in 
raising the profile of the unit and improving awareness and knowledge of the 
National Intelligence Model requirements, including the fortnightly and 
daily tasking processes.  This has largely been achieved through attendance 
at shift training days when the service the intelligence unit provides is 
discussed and the inspection team found that uniform and detective officers 
had a good knowledge of the intelligence unit and the functions performed.  
Probationers spend a day attached to the intelligence unit and receive 
instruction on using the intelligence system and completing intelligence 
reports.  As a result of this work and the enthusiasm shown by the 
intelligence unit managers the unit has good relations with community 
teams, intervention teams and PCSOs.  

     
179. The field intelligence officers are equipped to carry out basic surveillance 

and are trained in log keeping and have attended urban surveillance and 
observation point courses, designed for tackling level one subjects.  In 
accordance with national guidelines the field intelligence officers do not 
routinely involve themselves with arrests and interviews of suspects, but 
develop intelligence and produce target packages for colleagues to action.  

180. The analysts are aligned to the CDRP areas and equipped with Blue 8 XD 
software and mapping facilities and are trained in i2.  However, the 
inspection team found evidence that the analysts had not received training 
from headquarters on in-house systems, making it difficult for them to 
retrieve data and search efficiently.  They have shared their knowledge 
within the office, but the ACT should take steps to enhance their efficiency 
by ensuring training is available.  Although there has been a high turnover of 
analysts within the BCU with the most experienced analyst having been in 
post for 3 years, the analytical products examined by the inspection team 
were of a high quality.

181. BCU staff are able to request analytical work through submission of an ad 
hoc analysis commission form which is assessed by the senior analyst and, if 
appropriate, allocated for analytical work.  The form improves access to 
analysis for operational staff and avoids duplication of effort amongst the 
analysts.  Staff can also submit an early identification form for series of 
offences which is considered by the daily management meeting where a 
decision will be made to commission analytical work, monitor the situation 
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or take no further action.  This form was designed by the senior analyst 
and the inspection team felt that it was good practice as evidenced by a 
number of operations which had resulted from submissions.

Tasking Process

182. The BCU uses the National Intelligence Model (NIM) to drive police 
activity across the four CDRP areas.  There is a robust and clear tasking 
process which is administered through a fortnightly tasking and co-
ordinating group (T&CG) and a daily management meeting (DMM).  A 
weekly intelligence meeting examines series and linked offences and feeds 
into the tasking process.  The BCU is represented by the BCU commander at 
the force Level 2 T&CG when bids are submitted for additional resources 
from specialists to assist with operations and investigations.

183. The inspection team attended a T&CG meeting and a DMM.  The strategic 
assessment and control strategies were provided to the inspection team, both 
of which were well prepared and comprehensive.  The present BCU control 
strategy identifies the following priority crimes:

 dwelling burglary

 vehicle crime

 supply of class A drugs

 anti-social behaviour

 violent crime - robbery, alcohol and domestic violence

184. The T&CG meeting was chaired by the BCU commander and run in an 
appropriately business-like manner, with attendance from all senior 
managers.  In addition to the priority crimes the meeting addressed a number 
of priority issues such as community intelligence and PPOs.  The meeting 
was informed by a detailed tactical assessment presented by the senior 
analyst via powerpoint.  The tactical assessment gave a good breakdown of 
current performance against targets and enabled the meeting to address the 
strands of intelligence, enforcement and prevention in a logical manner.  

185. The meeting examined each priority crime in detail beginning with an 
overview, hotspot analysis, trends, emerging issues, risks and targets with a 
list of recommendations.  The powerpoint enabled the meeting to see 
offences mapped out and assisted decision making.  It was noted that there 
was a good level of accountability for CDRP chief inspectors and the crime 
manager who were required to explain police activity against performance 
and their plans for the forthcoming period.  The inspection team view the 
layout and information contained within the tactical assessment as 
potential best practice.

186. The T&CG meeting concluded with the BCU commander's message to staff 
on the priorities for the next fortnight and his key messages which were 
repeated on the BCU's briefing system.
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187. The DMM is held 7 days a week and usually chaired by the BCU 

commander with CDRP chief inspectors and SOCO staff joining the meeting 
via telephone conferencing facilities.  The meeting follows a fixed agenda 
ensuring that all aspects of police activity are captured with an analysis of 
priority crimes, incidents of note and intelligence updates.  The meeting was 
managed in a dynamic style with updates required on the previous day's 
actions and taskings given to SOCO staff and source handlers for a series of 
motor vehicle crimes.  SOCO staff updated the meeting with information 
they had gleaned from scene attendances and there was a thorough 
examination of recent prisoners and the outcomes that had been achieved.  It 
was clear to the inspection team that the DMM allows the SMT to maintain 
a tight focus on operational accountability across the BCU.

Briefing

188. The National Briefing Model is an important development and sets 
minimum standards and guidance for forces to develop to ensure staff are 
properly briefed, tasked and aware of priorities.  Every station on the BCU 
has a bespoke briefing room and sergeants have access to powerpoint 
presentations to deliver briefings.  The inspection team attended patrol 
briefings at Hertford and Stevenage Police Stations and both were conducted 
in suitably equipped rooms with notice boards displaying intelligence and 
performance information.  The briefing at Hertford was particularly effective 
as the team inspector articulated his expectations from the team and 
demonstrated strong leadership.

189. Overall the information given to officers reflected BCU priorities with up to 
date intelligence specific to geographic areas of responsibility.  The briefings 
included detailed information on hotspots, wanted suspects and a 
requirement for officers to carry out dedicated patrols and update the system 
with summaries of their activity.

The Prolific and Other Priority Offender scheme

190. The Prolific and Other Priority Offender scheme is a Government-led 
initiative aimed at reducing anti-social and criminal behaviour.  The scheme 
has 3 complementary parts:
 Prevent and Deter - to stop people (overwhelmingly young people) 

engaging in offending behaviours and graduating into prolific offenders;
 Catch and Convict - actively tackling those who are already prolific 

offenders; 
 Rehabilitate and Resettle - working with identified prolific offenders to 

stop their offending by offering a range of supportive interventions.  

191. Offenders will be offered the opportunity for rehabilitation or face a very 
swift return to the courts.  The strategy is intended to build on the Persistent 
Offender Scheme and has replaced it.  The strategy allows local areas to 
identify and select offenders using the following criteria:
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 the nature and volume of the crimes they are committing;

 the nature and volume of other harm they are causing (e.g.  by virtue of 
their gang leadership or anti-social behaviour);

 other local criteria based on the impact of the individuals concerned on 
their local communities.

192. The scheme widens the definition for a persistent offender from someone 
who has been convicted of six or more offences to that described above.  
This should enable the identification of those individuals who are the most 
prolific offenders, the most persistently anti-social in their behaviour and 
those who pose the greatest threat to the safety and confidence of their local 
communities.

193. The new strategy is CDRP led, with schemes set up to cover every CDRP in 
the country.  The emphasis is upon a partnership approach, with Police, 
Crown Prosecution Service (CPS), Prisons and Probation services working 
together, under the co-ordination of Local Criminal Justice Boards (LCJB), 
to effectively catch, convict, monitor and manage such offenders either 
within the community or a custody setting and work towards rehabilitating 
them.

194. The basic proposition for the ‘Catch and Convict and Rehabilitate and 
Resettle’ strands is to develop a joined up approach, with all partners 
focused on the same group.  This is to be achieved through the setting up of 
a 'Prolific and Other Priority Offenders (PPO) Scheme' in every CDRP area.  
Each local scheme will, based on intelligence, select the individuals who are 
causing the most harm to their communities and will ensure all agencies 
prioritise their resources on these offenders, with the explicit aim of putting 
an end to the harm which they are causing.

195. The East Hertfordshire BCU's PPOs are managed by dedicated detective 
officers with approximately 20 identified on each of the CDRP areas.  The 
chief inspector (tasking and co-ordinating) has overall strategic 
responsibility for the BCU's activity and management of PPOs, attending 
multi-agency public protection arrangement (MAPPA) meetings and 
monitoring caseloads.  PPO officers have access to a recently introduced 
national database of violent and sex offenders known as VISOR to help 
monitor their movements and activity.  

196. There is a clear commitment on the BCU to meet obligations for policing 
PPOs and the arrangements with partners on the CDRP areas are well 
advanced and effective.  At a tactical level PPOs are monitored at the T&CG 
and DMM and each CDRP operates a matrix with the progress of every PPO 
individually tracked within the programme.

197. Cases involving the arrest of a PPO receive a premium service from the 
custody intervention teams.  When a PPO is in custody the relevant file 
remains the responsibility of the custody intervention team and a PPO can 
only be bailed once all lines of enquiry have been exhausted and then only 
with the authority of a member of the ACT.  The inspection team felt that 
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there was scope to have all PPOs dealt with by Operation Maximum 2 staff 
irrespective of whether they had been arrested for a priority crime (see 
section on Operation Maximum 2).  The geography of the BCU may militate 
against this move, however, it would release the custody intervention teams 
for other work.

198. The BCU participates in a multi-agency drug referral scheme for PPOs, 
known as the Switch Project which runs 12 week courses to attempt to 
reduce offending.  The BCU contributes 1 inspector, 1 sergeants and 3
constables to the project and the inspection team was pleased to find this 
level of commitment to tackling PPOs.  

      
Pro-activity

199. The BCU runs a Tactical Team led by an inspector, and under the control of 
the chief inspector (tasking and co-ordinating), divided into three teams each 
supervised by a sergeant with 8 constables.  The team is based at Stevenage 
and Cheshunt, but provides cover across the BCU.  Although the Tactical 
Team are trained in public order policing and are deployed to police football 
matches they are predominantly a plain clothes resource and receive all their 
taskings from the ACT via the DMM and T&CG meeting.  The Tactical 
Team provide cover seven days a week, usually with one team on earlys and 
another on lates, however this reduces the cover they can provide at 
weekends to meet public order requirements.  The team has recently begun 
operating a 'tactical car’, which targets outstanding arrests, fingerprint and 
DNA identifications and PPO warrants received via the DMM which should 
ease the burden on intervention team officers and impact directly on 
performance.  The inspection team view the 'tactical car' as good 
practice.

200. At the time of the inspection the Tactical Team had spent a considerable 
amount of time on Operation Maximum 2 and had not been available for any 
proactive deployments.  Focus groups held by the inspection team revealed 
that whilst staff felt the Tactical Team provided a degree of proactive 
capability they were unable to adequately meet the demands of the BCU, 
largely through other commitments they were required to fulfil.  In order for 
the BCU to be fully NIM compliant it must demonstrate a capability to 
respond rapidly to fresh intelligence which requires actioning.  This is 
particularly important considering the number of officers engaged in the 
intelligence function on the BCU and the potential for intelligence to be 
overlooked due to a lack of resources to act upon it.

RECOMMENDATION  3
That the ACT review the BCU's proactive capability with a 
view to ensuring that resources are available to respond 
rapidly to fresh intelligence.
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Custody Facilities

201. The BCU has two main custody units at Stevenage and Hertford, which are 
staffed 24 hours a day.  Both units have 8 cells and 2 detention rooms with 
CCTV covering some cells and all corridors and charging areas.  In addition 
the BCU has 4 smaller, reserve custody units with a total of 21 cells and 7 
detention rooms at Bishops Stortford, Hitchin, Hoddesdon and Royston.

202. The BCU processes the highest number of prisoners in the Force with 
Stevenage being the busiest station.  From April 2005 to January 2006 the 
BCU processed 9,715 prisoners, representing 38.1% of the force total.  Of 
the BCU's total number of prisoners 48.7% were processed at Stevenage, 
44.2% at Hertford and the remainder at the reserve suites.

203. The ACT is aware of the effect on performance of officers being delayed in 
custody for long periods of time and has worked hard to improve efficiency 
in the custody units.  The ACT closely monitors the amount of time taken 
from the arrival of the prisoner at the custody unit to the conclusion of the 
booking-in process.  At the time of the inspection the average times at 
Hertford were 23 minutes and 29 minutes at Stevenage.

204. At the time of the inspection the custody unit at Hitchin was being used by 
Operation Maximum 2.  The inspection team found evidence that the lack of 
cell space on the BCU was impacting upon operational work.  Officers were 
delaying making arrests as no cells were available in the area which would 
necessitate a journey to another BCU and the situation was compounded 
during peak times.  This is a common problem, but one which also impacts 
on the welfare of police officers and prisoners.  The inspection team were 
informed that the option of opening reserve custody units was not open to 
the ACT as there was a shortage of qualified custody sergeants to staff the 
units, many having recently been transferred to other BCUs, however, 
courses for custody sergeants were planned.

205. Plans and funding have been agreed to extend the custody unit at Stevenage 
which will be a significant improvement.  The ACT are advised to consider 
interim measures such as installing temporary cells and increased use of the 
reserve custody units if the building plans are delayed.

206. Hertford and Stevenage custody units are staffed by custody sergeants who 
are BCU staff and assisted by detention escort officers (DEOs).  The DEOs 
are employed on contracts negotiated by Force headquarters and only 
provide cover from 0700hrs - 0200hrs which requires an officer from the 
core night shift to take over their work after 0200hrs.  This is unsatisfactory 
and does not represent efficient use of police officers' time and skills.  The 
introduction of reduced staffing levels on night shifts under the 
Recalibration Project has made this issue particularly contentious amongst 
intervention team staff and the inspection team were informed that the Force 
intended to renegotiate DEOs' contracts to provide 24-hour cover, but 
believe that this problem warrants immediate attention.
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RECOMMENDATION  4
That the ACT liaises with Force headquarters to ensure that 
DEO cover is extended to 24 hours as soon as possible

207. The inspection team visited Hertford and Stevenage custody units.  Whilst 
both units were clean and tidy there were some health and safety issues 
noted.  At Hertford there were insecure old chairs with heavy metal frames
in interview rooms and a similar situation in the consultation room in the 
cell block where the chairs had once been secured to the floor, but the metal 
brackets were still attached to the chair legs.  The inspection team believe 
that there is a risk of a volatile prisoner using a chair as a weapon and that 
they should either be replaced with more modern and suitable furniture or 
secured to the floor.

208. The cells at Hertford had glass covering the light fittings in the ceilings and 
custody staff stated that prisoners had broken the glass in the past only for it 
to be replaced again.  At Hertford the medical room was insecure and at 
Stevenage the kitchen in the cell block was open and although there were 
only plastic utensils on view, boiling water was available from an appliance 
on the wall.  In both cases a combination lock on the doors would prevent 
prisoners accessing areas where there were potential weapons.  Members of 
the ACT were informed of the inspection team's concerns at the time.

RECOMMENDATION  5
That the ACT ensures that a full health and safety inspection 
of the BCU's custody units is carried out.   

209. The Force intends to install a new suite at Hertford for the video 
identification process of suspects, known as VIPER.  There is an increasing 
demand for such facilities in all forces and the current arrangements on the 
BCU are managed by an inspector who is based at Hatfield.  The inspection 
team were impressed by the officer's dedication and commitment to 
providing a high level of service to her colleagues, but felt that the Force 
should satisfy itself that there was sufficient resilience to cope with demand 
once the Hertford suite is operational.  The VIPER inspector currently 
conducts an average of 3 witness viewings a day and 5 captures of suspects' 
images and is available out of hours for urgent matters, however, there is no 
cover available for pre-planned abstractions such as court appearances.

Custody Investigation Teams

210. The BCU operates custody investigation teams (CITs) at Hertford and 
Stevenage which perform the role of prisoner handling staff.  There are 3 
CITs each comprising of a detective, a trainee detective and a uniform 
constable, with probationary constables completing 3 week attachments to 
the CITs.  The CITs are supervised by 5 case directors who are detective 
sergeants.  The case directors are managed by a detective inspector and they 
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provide advice on investigations and file preparation as well as carrying their 
own workload.

211. The CITs provide cover from 0700hrs 7 days a week until midnight and 
until 0200hrs on Fridays and Saturdays and their remit is contained within a 
recently revised policy which clearly states that they are to prioritise their 
work in order to assist officers from intervention teams, ANPR and road 
policing over all other units.  However, CIT staff will assist other 
departments where the duty case director judges that there is sufficient 
capacity.

212. The inspection team heard favourable comments about the CITs from 
intervention staff who benefit from being able to rapidly return to patrol and 
other duties and, as CIT staff retain ownership of live files, workloads for 
intervention staff have been greatly reduced.  The inspection team were 
impressed by the commitment shown by CIT staff who were carrying high 
workloads.  

213. The current arrangements for the CITs had only been in place since January 
2006 so there were no statistics available for comparative analysis of their 
performance in terms of file quality, sanction detections and 47(3) bail.  
However, at the time of the inspection the overall rate of positive outcomes 
at first disposal recorded against detainees at Hertford was 41% and at 
Stevenage 42% during the last 12 months.  The positive outcomes at final 
disposal are 71.4%  



East Hertfordshire BCU – Hertfordshire Constabulary
April 2006 

Page 55

___________________________________________________________________________________
HMIC BCU reports represent a snapshot in time, ie when the inspection occurred.  It is acknowledged 
that performance may have changed since the time of the inspection.  Every effort is made to publish 
reports as soon as possible after inspection.


