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Introduction 
 
1. Between 12 and 16 September 2005 Her Majesty’s Inspectorate of 
Constabulary (HMIC) conducted the Inspection of Waltham Forest Basic Command 
Unit (BCU). 
 

2. There are over 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 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.   

 
3. Scrutiny of police performance is shifting from aggregate force outcomes to 
the performance of individual BCUs, with the recognition that policing is essentially a 
locally delivered service.  However, 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.   
 

4. The focus on performance in reducing crime and disorder is likely to be 
relentless.  Forces and police authorities, working with local authorities and other 
community safety partners, will need to raise their game year after year.  Indeed, the 
statutory regime of Best Value demands ‘continuous improvement’ and an array of 
sanctions exist if authorities fail to deliver this.   
 

5. The Government recognises the need for additional resources in the fight 
against crime, and the 2004-07 comprehensive spending review (CSR) settlement is 
acknowledged to be the most generous the police service has received for many years.   
 

6. More police officers, better communications and information technology, and 
ever more sophisticated forensic techniques should all enhance police effectiveness.  
However, 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.   
 

7. Leadership by BCU Commanders is probably the single most important 
determinant of BCU effectiveness.  The responsibilities of command are significant, 
and some superintendents are not well supported in terms of the strength of their 
management teams and/or the quality and quantity of support from headquarters.  
Without exception, staff in pilot sites wanted their management teams to be more 
visible and accessible.  One outcome from BCU Inspections should be a better 
understanding of the practical manifestations of effective leadership. 
 
8. In trying to make sense of the variations in operational performance that exist 
– to differing degrees – in every force, a key ingredient is focus.  The best performers 
focused efforts of their staff through timely, dynamic local briefings that are 
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supported by a well managed intelligence system.  They set targets and make sure that 
staff are aware of them, they communicate results and celebrate success.  They define 
responsibilities and hold individuals to account for how they have used their time.   
 

9. In some BCUs this performance culture is absent, reflected in the fact that the 
performance development review (PDR) system of setting and monitoring individual 
goals is in abeyance.  A nationwide rolling programme of inspections that focus upon 
performance and leadership is thus likely to produce an upturn in results. 
 

Note: For consistency the term basic command unit (BCU) will be used 
throughout this report, although within the Metropolitan Police Service local 
policing is delivered through a borough operational command unit (BOCU). 
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Overview 
 
1. The Metropolitan Police Service (MPS) covers an area of 1,606 square 
kilometres and polices a population of 7,379,825 (based on estimates from mid 2004).  
There are an estimated 3,230,551 households.  
 
2. The MPS is the largest and most complex police organisation in England and 
Wales.  Territorial policing (TP) is delivered through 32 borough based operational 
command units, sharing coterminous boundaries with the London boroughs.  In 
addition to providing local policing services for people who live, work and visit the 
capital, the MPS discharges a range of international, national and ‘capital city’ 
policing functions for example, counter terrorism.   
 
3. The last major restructure of the MPS took place in April 2000.  This involved 
the dissolution of the area structure and a move to borough based policing. 
 
4. The senior command team (SCT) consists of the Commissioner, Sir Ian Blair, 
the deputy commissioner, Paul Stephenson, and five assistant commissioners, together 
with directors responsible for human resources, resources, public affairs and internal 
communication and information.  
 
5. The Police Authority has 23 members and is chaired by Mr Len Duvall. 
 
6. The MPS has 31,454 police officers, 14,154 police staff, 2,164 police 
community support officers (PCSOs) and 697 special constables.  
 
7. The Mayor’s policing budget for London for the fiscal year 2005/06, agreed 
on 14 February 2005, was set at £2.7 billion, an increase of 6.4% on the previous year.  
The London Assembly agreed the budget without amendment. 

8. The MPS has been subject to an HMIC Baseline Inspection during 2005 
(published 27 October 2005). 
 
9. The policing strategy and policing plan objectives for 2005/06 are: 
 

• To minimise the risk to life and property from terrorist activities 
and to maintain an effective response to suspected and actual 
terrorist incidents; 

• to reduce the level of gun enabled crime; 
• to disrupt organised criminal networks, the activities they are 

involved in and to seize their assets in order to reduce harm in 
neighbourhoods and communities; 

• to improve neighbourhood safety; 
• to improve our contribution to the effectiveness of the criminal 

justice system; 
• to improve the citizen experience in their contacts with the police; 

and 
• to reduce the level of serious violence and increase the number of 

violent offenders brought to justice. 
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Waltham Forest BCU 
10. Waltham Forest is an outer London borough in the north east of London.  The 
neighbouring boroughs are Redbridge to the east, Hackney and Newham to the south 
and Haringey and Enfield to the west.  The North Circular Road (A406) separates the 
north of the borough from the centre and the south. 
 
11. The borough contains rail links to the city including two underground lines 
into central London.  Walthamstow bus station is the third busiest in the capital and 
provides a transport hub for the borough. 
 
12. The resident population of the borough is approximately 227,0001 divided into 
89,8002 households.  The population is relatively young with over a third under 25 
(just over the UK average) and 35% between 25-44; a figure that significantly 
exceeds the UK average. 
 
13. Waltham Forest is the tenth most ethnically diverse of the 33 London 
boroughs.  In the 2001 census 58.6% of residents identified themselves as Christian, 
15.1% as Muslim (3rd largest in London), 1.8% as Hindu, 0.7% as Jewish, 0.6% as 
Sikh and 0.4% as Buddhist.  
 
14. Around 44% of residents are from a minority ethnic background3 although 
this figure is 65% within the resident population of school age. 
 
15. The unemployment rate within the borough is 5.8%, a relatively high figure 
for an outer London borough.  Approximately 61,000 people work in the borough4.

16. Waltham Forest contains some of the most deprived areas of the country.  It is 
ranked as the 25th most deprived local authority area out of the 354 in England5.

17. The borough is subdivided into Chingford, Leyton, Leytonstone and 
Walthamstow. 

Chingford
18. Chingford is a residential area north of the A406 North Circular Road and is 
situated on the border between East London and Essex.  It is at the end of a commuter 
railway line into London's Liverpool Street station. 
 
Walthamstow
19. Walthamstow was once a small village separate from London but is now a 
busy suburb at the end of the Victoria Line. 
 

_____________________ 
1 2003 Round Ward projections v2: Greater London Authority 2004 
2&3 2001 Census: Office for National Statistics 2004 
4 Office for National Statistics & GLA estimates December 2004 
5 Indices of Deprivation 2004 
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20. Old Walthamstow still survives in the area known as Walthamstow Village, 
separate from the modern town centre.  The original police station and jail here have 
been converted into Vestry House Museum which houses a local history collection.  
 
21. Walthamstow High Street is home to Europe's longest street market with 450 
stalls and 300 shops, stretching almost two miles. 
 
Leyton and Leytonstone
22. Leyton and Leytonstone make up the southern part of Waltham Forest.  They 
border with the eastern parts of inner London and have quick links into the centre of 
the city via the Central Line.  Leyton is home to Leyton Orient Football Club. 
 
23. The borough has three principle police stations located at Chingford, Leyton 
and Walthamstow.  There are a further two stations which are open to the public 
during ‘office hours’, located at Leytonstone and Market Office.  In addition there is 
the single operational parade site in Walthamstow (Uplands).     
 
24. The BCU has an establishment (budgeted workforce target - BWT) of 546.3 
officers6. The current actual strength is 538.17.  The BWT for police staff is 112.00 
and the actual strength is 105.29.  In addition the BCU retains a number of staff to be 
deployed on the Metropolitan Police Service’s (MPS) communication project C3i. 
There are six detention officers, 38.84 PCSOs and nine special constables7.

25. In the financial year 2003/04, Waltham Forest had 9.02% black and minority 
ethnic officers (an increase of 1.15% from 2002/03).  This ranked the BCU 3rd in the 
MSBCU group. 
 
26. The BCU Commander is a chief superintendent.  He is supported by a 
command team consisting of: 
 

• Superintendent (operations); 
• superintendent (performance and review); 
• business manager; 
• human resources manager; 
• higher executive officer (learning and development); 
• higher executive officer (finance and resources); 
• chief inspector (partnership); 
• chief inspector (safer neighbourhoods); 
• chief inspector (performance and review); 
• chief inspector (criminal justice); 
• chief inspector (operations); 
• detective chief inspector (proactive crime manager); 
• detective chief inspector (reactive crime manager); and 
• forensic manager. 

 
__________________________ 
6 MPS Territorial Policing HQ data August 2005 
7 MPS ‘Workforce Data, June 2005 
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27. The BCU Commander, business manager, operations manager and 
superintendent (performance and review) form an executive management team 
(eSMT) within the wider SMT. 
 
28. The process of the Inspection was focused around leadership and performance 
and commenced with visits to TP HQ and Empress State Building and pre-inspection 
analysis of key data and documents.  The documents, data and other BCU issues were 
explored through an initial meeting with the BCU Commander. 
 
29. The issues were further explored through a series of interviews, meetings, 
focus groups and unscheduled visits during the week of the field Inspection.  A total 
of 172 people were involved in the process.  A number of reality checks (discussions 
and unscheduled meetings with staff) were performed during this period. 
 
30. The BCU Inspection concluded with a verbal debrief to the BCU Commander 
and his management team and a separate debrief with the link commander for the 
north east cluster. 
 
31. The inspection team would like to thank the BCU Commander and all staff in 
Waltham Forest BCU for the co-operation and assistance afforded them during the 
course of the Inspection. 
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Part One – Leadership 
 
The BCU Management Team 
BCU Commander  
1.1 The Commander is a chief superintendent who joined the MPS in December 
1983.  He has served in uniform and CID predominantly in north London.  He has 
also performed roles in the public order branch and in community policing.  He was 
promoted to chief superintendent and appointed as the BCU Commander in January 
2002. 
 
Superintendent (Operations)  
1.2 The superintendent (operations) joined the MPS in 1979.  He has worked 
exclusively in uniform roles including roads policing and performance and review.  
He has extensive experience as a bronze commander for major public events 
including the Golden Jubilee, Countryside Alliance and ‘Stop the War’ 
demonstrations.  He was promoted to superintendent in October 2004 when he took 
up his present post. 
 
Superintendent (Performance and Review) 
1.3 The superintendent (performance and review) joined the MPS in 1976.  He has 
worked exclusively in uniform roles.  Following his promotion to chief inspector he 
undertook postings in criminal justice and performance and review.  He has an 
operations background and is a member of the Metropolitan Police Service public 
order commanders’ cadre.  He arrived at Waltham Forest on promotion in February 
2005. 
 
Business Manager 
1.4 The business manager was posted to Waltham Forest on promotion in April 
2004.  She joined the MPS in 1986 and has worked in both inner and outer London 
BCUs.  She has undertaken duty in the human resource directorate, on Best Value 
reviews, the police staff T&D co-ordination unit and in the career management 
retention unit. 
 
Chief Inspector (Operations) 
1.5 The chief inspector (operations) joined the MPS in 1980 and most of his 
service has been in the north east London area.  His postings have included 
complaints investigation, roads policing and SO16.  He joined the BCU on promotion 
in May 2002 and initially had responsibility for crime and disorder reduction before 
taking up his current post in September 2004.     
 
Human Resources Manager 
1.6 The human resources manager joined the MPS in October 2003.  She was 
involved in setting up the Docklands policing secretariat to build and support the 
Docklands development.  She was one of the first divisional administration managers 
within the MPS, before becoming a HR manager.  She has worked in central HR on a 
number of special projects including the HR review.  She was promoted to senior HR 
manager in 2002 and headed the HR function for the HR directorate.  She is currently 
‘on loan’ to the BCU restructuring the HR function. 
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Finance and Resources Manager  
1.7 The finance and resources manager joined the MPS in 2001 as an 
administrative officer.  Prior to joining the BCU all his previous service had been 
within the central finance and resources unit.  He was posted to the BCU in 
September 2004 as the deputy finance manager and was promoted in July 2005. 
 
Forensic Manager 
1.8 The forensic manager joined the MPS in February 1974 and spent the first ten 
years of his service working within the national and MPS fingerprint departments and 
for central (SO) squads.  In 1979 he qualified as a fingerprint expert.  From 1984 he 
worked in BCUs within the north east cluster as a crime scene examiner and in 
October 2001 he took up the newly created role of forensic manager within the BCU.  
 
Training Manager (Learning and Development) 
1.9 The training manager (learning and development) has worked for the MPS 
since 1985 in a wide variety of support posts including territorial policing and the HR 
directorate.  She was instrumental in establishing a formal corporate induction 
programme for new members of police staff.  She took up her present post in June 
2005.   
 
Chief Inspector (Performance and Review) 
1.10 The chief inspector (performance and review) joined the MPS in 1976.  A 
substantial part of his service has been in response teams although he has undertaken 
postings in an area complaints unit and a performance and review unit whilst an 
inspector.  He arrived at the BCU on promotion in June 2004. 
 
Chief Inspector (Criminal Justice)  
1.11 The chief inspector (criminal justice) lived and worked in the borough of 
Waltham Forest before joining the MPS in 1987.  His early service in the ranks of 
constable and sergeant were spent largely in uniform response roles, although he was 
posted to the Peel Centre as a recruit instructor.  He has been a custody officer and has 
been a mentor for the MPS positive action team aiding officers from black and 
minority ethnic backgrounds.  He transferred to Northamptonshire Police in 2001 on 
promotion to inspector where he managed the Force ID suite.  He returned to the MPS 
in 2002.  He was posted to Waltham Forest on promotion in January 2005.    
 
Chief Inspector (Safer Neighbourhoods) 
1.12 The chief inspector (safer neighbourhoods) served for 12 years as an officer in 
Northumbria Police where he undertook postings in uniform, CID, community teams, 
complaints, the press office, the recruitment branch and the central control room.  He 
transferred to the MPS in 2001 retaining his rank of inspector.  He was promoted to 
chief inspector in August 2003 and aided the MPS in its development of planning and 
target setting processes.  He was posted to the BCU in March 2005.  He is a co-
ordinator for the MPS cultural and community resource unit and a member of the 
MPS public order senior officers’ cadre.  
 
Chief Inspector (Partnerships) 
1.13 The chief inspector (partnerships) joined the MPS in 1989 and has served in 
uniform posts in inner and outer London.  He was posted to Waltham Forest in 
August 2003 and promoted to chief inspector the following month.  On promotion he 
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was given the criminal justice portfolio before moving to crime, disorder and 
reduction in October 2004.  In April 2005 he moved to the newly created post of chief 
inspector (partnerships), where his role is to facilitate the reduction of crime and 
disorder through partnership activity.  

Crime Manager (Proactive) 
1.14 The acting crime manager (proactive) is a native of the borough of Waltham 
Forest and joined the MPS in 1986.  He has been posted to various uniform roles 
including the Broadwater Farm unit, central London traffic unit and special escort 
group.  As a sergeant he worked within the CID on the crime squad and motor vehicle 
crime squad.  He joined the BCU as a uniform inspector in 2002 before becoming a 
detective inspector within the BCU in 2004.  His current responsibilities include the 
borough intelligence unit, the proactive crime unit and the robbery/burglary squad. 
 
Crime Manager (Reactive) 
1.15 The acting crime manager (reactive) joined the MPS in 1992 having 
previously qualified as a chemist.  He has worked in uniform and CID in both inner 
and outer London including a posting to specialist operations.  He was transferred to 
the BCU and promoted to detective inspector in February 2004.   
 
Strategic Management 
1.16 Waltham Forest along with all MPS BCUs sits within the territorial policing 
portfolio held by an assistant commissioner.  The BCU is in the north east cluster of 
MPS BCUs.  The north east cluster is the responsibility of a link commander.  
 
1.17 The BCU obtains direction and measures performance from the following 
documents: 
 

• The borough policing plan; 
• the ‘Safetynet’ crime and disorder reduction partnership (CDRP) 

strategy; 
• the national intelligence model (NIM) control strategy; 
• the MPS policing strategy and policing plan objectives 2005/06; 

and 
• the PSA (public service agreement) targets. 

 
1.18 The BCU has produced a policing plan for 2005/06 containing the following 
priorities: 
 

• Sanction detections; 
• residential burglary; 
• street crime; 
• gun crime; 
• safer neighbourhoods; and 
• drugs. 

 
1.19 The BCU has produced a national intelligence model (NIM) control strategy 
for 2005/06 that includes the following threats/issues: 
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• Robbery (person and commercial); 
• burglary (residential); and 
• hate crime. 

 
1.20 The crime and disorder reduction partnership (safetynet) is committed to 
‘deliver crime, disorder and drugs reduction for local people’ and in its strategy for 
2005-08 entitled ‘Putting safety first’ they have identified the following priorities: 
 

• Reducing violent crime; 
• reducing anti-social behaviour; 
• reducing volume crime; 
• reducing drug and alcohol abuse; and 
• reducing youth crime. 

 
1.21 None of the above documents should be seen as rigid and all should be 
capable of reacting to changing crime and incident trends within the BCU.  HMIC did 
not find universal acknowledgement that this was the case.  
 
1.22 The inspection team noted that numerous posters/fly sheets had been 
circulated prior to its arrival entitled ‘HMIC 12 September 2005 what are your 
objectives’ and informing personnel that their priorities are: 
 

• Robbery; 
• residential burglary; 
• gun crime; 
• motor vehicle crime; and 
• violent crime. 

 
1.23 Clearly the ‘objectives’ detailed above are not reflected in all of the documents 
listed. During focus groups, there was very little agreement amongst officers and 
police staff as to their priorities/objectives or to their source.  The SMT therefore 
needs to consider how best to reconcile this and to ensure a much greater 
understanding of direction and focus amongst BCU staff.    
 
1.24 The link commander holds the BCU to account through ‘cluster performance 
meetings’ that are scheduled once a month.  This accountability process has only 
recently begun and the first meeting took place in August 2005.  The meeting is 
confined to the link commander and the BCU commanders together with 
representation from his ‘strategic analysis unit’.  
 
1.25 The link commander visits the BCU every four to six weeks in order to 
conduct a review of performance data with the BCU Commander and the 
superintendent (operations).  The meeting is structured around the public service 
agreement (PSA) targets.  Should the meeting reveal problems in a particular area 
then the link commander will require the creation of an action plan and future 
meetings will focus on its progress. 
 
1.26 HMIC found the size of the SMT to be larger than that found amongst the 
MSBCU family.  There are obvious cost implications for such a large SMT and 
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the inspection team was not convinced that BCU performance provided a 
justification for the cost incurred.  
 
1.27 HMIC is encouraged by the proposal, in collaboration with Waltham Forest 
College, to deliver a management development programme for new and existing 
police and police staff managers within the BCU, and will observe the development of 
this programme with interest. 
 
Operational Leadership  
1.28 Police resources have become fragmented.  Experience from the focus groups 
would suggest that officers do not have a clear picture of the various units within the 
BCU and the functions they perform.  The inspection team became aware of the 
following units: 
 

Integrated Borough Operations  Duties Office 
Station Reception officers   Events Planning Team 
Street Duties Unit    Borough Development Unit 
Priority Crime Unit    CRAB Team 
Crime Management Unit   Telephone Investigation Unit 
Docket Squad     Sapphire 
Jigsaw      PPO 
Criminal Justice Unit    Community Safety Unit 
Misper Unit     Reactive CID 
Beat Crime Unit    Safer Neighbourhoods 
Community Tasking Unit   Licensing Team 
Safer Schools Team    Detections Team 
Case Progression Unit    Call Receipt 
Call Despatch CAD    Core Teams 
Borough Intelligence Unit   Financial Investigation Unit 
Identification officers 

 
1.29 Despite the number of specialist units, the BCU struggles to identify viable 
proactive resources to support intelligence-led policing.  The fragmented nature of the 
BCU structure will require close scrutiny by the SMT when it considers how best to 
staff safer neighbourhood teams and potentially a five shift response rota.  
 

RECOMMENDATION 1 

Her Majesty’s Inspector of Constabulary 
recommends that the eSMT conducts a review 
of the current BCU structure to see what scope 
exists for rationalisation.  The underlying 
objective of the review should be to identify 
officers for the safer neighbourhoods and to 
identify further dedicated resources for 
proactive crime related duties.
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1.30 The inspection team would particularly encourage the eSMT to examine the 
following: 
 

• Potential duplication between the roles performed by the crime 
management unit, criminal justice unit and detections team, all of 
whom are examining CRIS reports, whilst two are examining 
custody records;  

• whether it is an appropriate time to absorb the safer schools team 
and the beat crime unit into the safer neighbourhood structure; and 

• whether there is still a basis for the existence of the borough 
development unit.  

 
1.31 It became clear to the inspection team during focus groups and interviews that 
the main deployment centre for the BCU at Uplands was in a radio black spot.  Not 
only is this operationally ineffective but it represents a significant health and safety 
issue for officers who may call for urgent assistance from their colleagues at Uplands.  
The measures taken to rectify this by installing a radio with reception within the office 
used by the integrated borough operations office are insufficient.  In collaboration 
with specialist HQ staff this matter should be rectified as soon as practicable. 

Organisational Culture 
1.32 The inspection team witnessed a great deal of loyalty to the MPS and to the 
BCU amongst the staff interviewed.  There was a strong work ethic and a pride in 
their achievements, but there was evidence of frustration at the level of abstractions 
that, in the view of the officers and police staff, were impacting upon their ability to 
deliver a quality product within the BCU.  
 
1.33 During interviews and focus groups, staff were generally open, honest and 
transparent.   
 
Operational Policing 
1.34 The sanction detection rate (SDR) target for the MPS is 16.6% and currently 
the organisation is exceeding this having reached 16.8%.  Waltham Forest has 
negotiated a sanction detection target with the link commander of 15%.  The SDR in 
the year to July (based upon iQuanta data) is 11.71% placing them bottom within their 
MSBCU group.  Data provided by the borough intelligence unit (BIU) for the 
principal crime groups contained within the current BCU control strategy shows the 
following: 
 

Figure 1: Principal Crime Groups 

Target Actual 

Domestic Burglary 10.0% 3.13% 

Robbery 9.0% 5.9% 

NB. The inspection team was provided with several contradictory data sets by the 
various units within the BCU that have some responsibility for the production of 
management information.    
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1.35 Whilst HMIC acknowledges the recent creation of a sanction detection 
recovery/action plan within the BCU, further emphasis by a designated member of 
the SMT is required to ensure focus is not lost and that robust measures are 
taken to ensure delivery of the action plan. 
 
1.36 Whilst potential obstacles to an improved sanction detection rate will be 
referred to later in the report, most revolve around the need for fairly straightforward 
improvements in internal ‘housekeeping’.  

1.37 HMIC noted that there were three units within the BCU with some 
responsibility for persistent and priority offenders (PPOs), these are: 
 

• The borough intelligence unit; 
• the sapphire team; and 
• the criminal justice unit. 

 
1.38 Whilst, due to the efforts of key practitioners in the above units, PPO 
management appeared to be of a high standard, more formal protocols between the 
units may be required to ensure the maintenance of standards is not reliant upon 
knowledge held by these individuals.   
 
1.39 HMIC is unsure whether responsibility for PPOs sits comfortably alongside 
Sapphire and Jigsaw.  They would therefore ask the SMT to consider whether, at 
an appropriate juncture, responsibility should be passed to the BIU. 

1.40 The inspection team was informed that from a compliment of 46 detectives 
only nine were qualified with the remainder being trainee detectives.  This has 
obvious implications for the quality of training provided to trainee detectives who, 
under these circumstances, cannot hope to be effectively tutored.  In addition, 
investigative standards and therefore the detection of volume crime must suffer.  
 
1.41 HMIC is also concerned about the welfare of those trained detectives who 
appear to be exclusively responsible for night duty.  There is clearly insufficient 
resilience to sustain this. 
 
1.42 The inspection team is fully aware that the number of trained detectives is a 
problem across the MPS.  Nevertheless, it would encourage the BCU Commander, 
in consultation with the link commander, to develop an action plan designed to 
retain trainee detectives as they qualify, and to ensure a consistent flow of trainee 
detectives enter the system to mitigate against the potential for this problem 
occurring in the future.  

1.43 The inspection team noted that frequently a significant number of open 
incidents were left by the response teams at the conclusion of each tour of duty.  In 
the view of Her Majesty’s Inspector of Constabulary, the underlying cause is the 
current shift pattern worked by response officers.  A more flexible shift pattern 
designed to match resources with demand would improve results.  This will be 
covered in more depth later in the report. 
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1.44 The current BCU control strategy states that ‘intelligence is required on the 
activities and organisation of those concerned with burglary, in particular concerning 
dwellings’.  The inspection team was therefore surprised to learn that response 
officers do not, in all instances, attend the initial report of a domestic burglary and that 
in many instances the crime scene investigator is the only MPS employee to attend. 
 
1.45 HMIC would encourage the SMT to reconsider this practice, particularly 
if domestic burglary is to remain within the control strategy.  The inspection 
team is of the opinion that scene attendance by a uniformed officer, if properly 
managed, provides reassurance and a significant opportunity for intelligence 
gathering. 

1.46 At the time of the Inspection the BCU was attending 63% of emergency calls 
within the target time.  This falls well below the required 80%.  Once again the 
inspection team would attribute this, in part, to the current shift system for response 
officers.  
 
1.47 HMIC noted that there was no single crewing policy in existence within the 
BCU and that all response officers were routinely deployed double crewed.  Clearly a 
policy allowing for the deployment of single crewed officers, based upon a risk 
assessment, would have a positive effect on a number of the areas of performance 
referred to in this report.  The inspection team is aware that this issue is currently 
being examined at a corporate level and therefore will refrain from further comment.    
 
Community Policing 
1.48 Currently responsibility for community policing is shared between the 
community tasking unit (CTU) and the safer neighbourhood teams (SNT).  It is the 
intention of the Commissioner to have SNTs throughout the MPS area by 2007.  
Currently eight wards within the BCU are served by SNTs and a further twelve will 
be created before the deadline.  
 
1.49 The entire BCU has suffered significant abstractions to central London for a 
number of major events but in particular to provide crime support, specialist support 
and high visibility reassurance patrols within central London following the terrorist 
incidents of 7 July (7/7).  
 
1.50 Safer neighbourhood teams have escaped much of this upheaval by having 
their abstractions limited to Level 2 aid, to a maximum of 12 days per year.  
 
1.51 The partnership tasking forum, known as the tactical joint action group 
(TJAG) has significant potential in providing the BCU and the borough with 
intelligence-led deployment of SNT staff and borough wardens.  There are currently 
two blockages that will require addressing by the SMT in order to realise the potential 
of this forum: 
 

• There is currently confusion within the BCU at senior level over who has 
the primacy for deployment of SNT staff (whether this should be achieved 
through NIM daily tasking/tactical tasking and co-ordinating or via the 
TJAG); 
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• There is very limited understanding within the BCU and the BIU of 
community intelligence.  The current NIM processes are heavily crime 
focused. 

 NB. These issues are dealt with in greater detail later in the report. 
 

1.52 Through interviews and focus groups it became apparent to the inspection 
team that CTU and SNT staff are currently largely self deployed.  HMIC would 
encourage the SMT to examine the appropriate deployment of beat officers by 
the CAD and the entire process of intelligence-led deployment of beat officers. 

1.53 The inspection team was informed that there were currently 22 anti-social 
behaviour orders (ASBOs) in existence within the BCU, however the vast majority of 
these were the result of applications on conviction.  During focus groups it became 
apparent that there was limited knowledge of current ASBOs amongst response and 
SNT/CTU staff.  
 
1.54 HMIC would advocate a greater use of ASBOs as a tool in combating 
Level 1 crime and anti-social behaviour.  Further, it would encourage the BCU to 
consider the creation of a database containing details of current ASBOs for the 
benefit of operational staff. 
 
1.55 The inspection team was informed that active neighbourhood watch schemes 
in the BCU had risen from 60 to 200.  This is largely due to the efforts of a former 
police officer now employed as neighbourhood watch co-ordinator for the local 
authority.  The inspection team wishes to congratulate the BCU and the 
neighbourhood watch co-ordinator on this initiative.  
 
Community Safety Partnerships 
1.56 A focus group was undertaken with the following representatives from partner 
agencies: 
 

• The chief executive of the borough of Waltham Forest; 
• the principal of Waltham College; 
• the head of community safety from the local authority; and  
• the borough councillor and cabinet member with portfolio 

responsibility for community safety. 
 
1.57 HMIC is grateful to all of the above for agreeing to meet with them. Their 
attendance speaks volumes for the relationship between the BCU and the local 
authority at both a strategic and tactical level. 

1.58 The BCU has a coterminous CDRP known as ‘Safetynet’, and a coterminous 
local strategic partnership (LSP).  The BCU Commander chairs the CDRP. 
 
1.59 There has clearly been a great deal of work undertaken by all parties over the 
last 18 months, initially to build trust, and thereafter to build a structure that can 
deliver partnership initiatives of real value to the local community.  The BCU 
Commander was the subject of much approbation in this regard. 
 



page 16 

1.60 The BCU has been the subject of intensive supervision by the Government 
Office for London in relation to community safety but is now seen as having ‘green’ 
status. 
 
1.61 Having achieved major advances in relationships, the partners within the 
borough created a joint tasking forum called the tactical joint action group (TJAG) 
that sits within the CDRP structure.  The TJAG will utilise crime and incident analysis 
provided by the partners to deploy police and local authority resources to tackle issues 
affecting the local community.   
 
1.62 As previously referred to, there is some confusion within the BCU as to who 
has primacy over SNT/CTU resources and whether they should be deployed via the 
NIM tasking process or through the TJAG.  This requires early resolution. 
 
1.63 During the current fiscal year the local authority has allocated £115,000 to the 
TJAG from the Safer Stronger Communities Fund. 
 
1.64 The CDRP delivery groups work to their own plans (containing milestone 
targets) but are informed by the TJAG. 
 
1.65 The college has an excellent relationship with senior community police staff 
and together they are addressing the Safer Schools agenda.  
 
1.66 The partners commended the police role in the multi-agency response to the 
terrorist attacks of 7 July.  Through immediate positive action and liaison with 
community leaders, they succeeded in calming the various apprehensions that had 
arisen within the borough. 
 
1.67 The local authority has set up community councils that are well attended by 
the police and provide an excellent arena for the police to develop community 
contacts and sources of community intelligence. 
 
1.68 The 2005-08 ‘Safetynet’ strategy is reviewed each year and the targets are 
amended, where appropriate, as a result. 
 
1.69 Her Majesty’s Inspectorate of Constabulary would like to commend the 
following initiatives: 
 

• Beat Sweep – where, once a month, based on crime and incident 
data, a multi-agency team will enter a chosen ward to tackle quality 
of life issues such as evictions, anti-social behaviour and 
environmental problems.  A leaflet drop of around 6,000 leaflets 
precedes the ‘sweep’. 

• Defending the Hood – an initiative to reach gang members by 
inviting them to the Town Hall, where food and entertainment is 
combined with serious messages about violence, gun crime etc.  The 
initiative is linked to the Step programme where job opportunities 
are offered to gang members who wish to break out of the cycle. 



page 17 

• Parents against Violence – an embryonic programme to involve 
parents of young people who are, or are at risk of, becoming 
involved in gangs, in an effort to steer them away from that path. 

 
1.70 The BCU and partners are also to be commended for the ground they have 
covered in the last 18 months.  Combined with the roll out of safer neighbourhoods, 
the basis now exists: 
 

• To review the intelligence provided by the BIU to the TJAG to see 
if it is fit for purpose; 

• to resolve the ambiguity over deployment of SNT resources and 
local authority wardens and whether this should be achieved via 
NIM tasking or TJAG; and 

• to allow the BCU Commander and local authority chief executive 
to monitor the potential for co-location of community safety 
resources. 

 
1.71 HMIC was impressed by the drive and initiative that has taken place to recruit 
volunteers in policing.  There are currently 45 within the BCU, ranging in age from 19 
to 74, there are 15 languages spoken and 55% come from black and minority ethnic 
groups.  In August 2005 the volunteers gave 153 hours to the BCU in various posts 
such as station reception, witness care, property store and general administration.  
Their use in the witness care unit in particular has great potential. 
 
1.72 Whilst HMIC was assured that volunteers were only used to supplement 
existing staff, confirmation was received during interviews and focus groups that they 
were being used specifically to replace officers on station reception duty.  The 
inspection team has drawn this to the attention of the SMT and the practice should 
desist. 
 
1.73 The inspection team was pleased to see a meeting of the independent advisory 
group (IAG) taking place within the Uplands deployment base and was grateful that 
the chair of the IAG made himself available to speak with them.  It was apparent that, 
whilst membership of the IAG was extensive and diverse, its use had diminished since 
its formation.  Under the stewardship of the chief inspector (partnerships) the IAG 
appears to be regaining its vigour.  
 
Financial Management 
1.74 In 2004 the BCU appointed a borough business manager (BBM) to sit within 
the eSMT and take responsibility for finance, HR, health and safety and training.  The 
current business manager was appointed in April 2004. 
 
1.75 The BCU had a significant budget overspend in the fiscal year 2004/05.  This 
led to a fine of £128,000 being imposed by TP HQ that was subtracted from their 
devolved budget for the current fiscal year before it was allocated.  During the 
Inspection, HMIC was informed that the BCU was unhappy with the process that led 
to the overspend, which they summarised as follows:  
 

• The BCU had overspent on their police overtime budget in 
2004/05 but they had underspent on their police pay budget.  The 
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SMT intended to vire from one budget head to the other and 
therefore end the fiscal year with a small budget surplus; 

• at the end of the fiscal year the MPS reduced the number of 
budgets devolved to BCU level taking police pay, utilities and the 
forensic budget back under central control; 

• at the end of the fiscal year 2004/05 Safer Streets funding also 
ended; and  

• as a result of the changes, TP HQ retained the underspend in the 
police pay budget and imposed a fine for the resultant overspend. 

 
1.76 Within the current fiscal year the BCU is again encountering significant 
problems in managing its devolved budgets.  The year-to-date figures are as follows: 
 

Figure 2: Devolved Budgets 

Budget Head Budget Allocation Actual Spend Overspend 

Total Devolved Budget £2,624, 692 £3,054,451 £429,759 
(16.4%) 

Police Overtime £347,627 £760,767 £413,140 
(118.8%) 

Vehicle Hire £41,667 £52,026 £10,359 
(24.9%) 

Source: TP HQ September 2005 
 
1.77 As can be seen, the majority of the overspend can be attributed to police 
overtime.  The current projection for the overspend in the total devolved budget for 
the end of the fiscal year 2005/06 is £788,975.   
 
1.78 The BCU eSMT made the following observations regarding the current 
overspend: 
 

• The effect of the £128,000 fine from 2004/05 has been significant;  
• by the time the revised budget arrangements were made clear to the BCU, 

the SMT had already committed funds based upon its previous financial 
projections; and 

• Operation Theseus (the MPS response to 7/7) has been responsible for a 
significant drain on the police overtime budget during the current fiscal 
year. 

 
1.79 Whilst the inspection team accept that Operation Theseus has had a major 
impact upon the financial position, the projected ‘bottom line’ overspend for the fiscal 
year 2005/06, excluding Operation Theseus, is still £392,000 (6.2%).  
 
1.80 Whilst HMIC is receptive to the mitigating factors raised by the BCU, it must 
encourage the eSMT to take positive steps to reduce the overspend. 
 
1.81 Principally they must take robust measures to: 
 

• Curtail overspend on police reactive overtime.  HMIC, under 
different circumstances, would advocate the devolution of police 
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reactive overtime to the level of team leaders, however, in the 
circumstances, consideration may need to be postponed until the 
fiscal year 2006/07; 

• balance the car hire budget; and 
• accurately cost pre-planned operations and tasks with significant cost 

implications arising from the NIM tactical tasking and co-ordinating 
process. 

 
Attendance Management 
1.82 The BBM line manages the HR function and separate portfolios for learning 
and development and finance and resources.  Each of these three portfolios is, or 
should be, headed by a ‘band C’ member of police staff.  In this respect the 
management of the HR function differs from standard practice.  The incumbent HR 
manager is actually a ‘band B’ and equivalent to the BBM, effectively the HR 
department is led by a senior HRM (SHRM).  In part, this is due to the need to 
employ an experienced HR professional to rectify process weaknesses that had 
become established within the BCU. 
 
1.83 In 2004, the BCU was ranked 32nd amongst MPS BCUs for police officer 
sickness and 23rd for police staff sickness.  They were 14th and 11th respectively 
within their MSBCU.  
 
1.84 Since her arrival on the BCU in February 2005, one of the principal areas of 
under performance addressed by the SHRM has therefore been to improve the 
absence and sickness rates. 
 
1.85 The BCU applies the well established MPS attendance management policy.  
This provides certain steps and actions that must be applied by both the officer/staff 
member reporting sick and by line managers.  The policy specifies timescales, record 
keeping and interviews.  Where circumstances necessitate, case conferences are held, 
pay reduced and privileges of sickness self-certification withdrawn.  However, these 
instances are subject to adherence to MPS policy, rights of staff association 
representation and appeal.  A local standard operating procedure has been produced to 
ensure consistency and clarity. 
 
1.86 There are recent examples where potential abuse of the self-certified sickness 
privilege has been addressed by the withdrawal of that privilege. 
 
1.87 After 28 days, sickness is deemed to be long-term and occupational health 
referrals are mandatory.  This provides opportunities for officers and staff to receive 
medical treatments provided by the service as part of ‘spend to save’ measures and a 
range of other options such as restricted or recuperative duties designed to return 
officers and staff to work.  The BCU’s internal postings panel manages these efforts. 
 
1.88 For extended periods of sickness there is the facility to reduce the officer’s pay 
to half at six months and zero after a year (Regulation 46).  This is governed by strict 
procedures locally and in central HR.  At the time of the audit Waltham Forest had no 
officers at risk of this.  The current BCU absence figures are as follows: 
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Figure 3: Absence Figures 

MPS Target BCU Actual  (Apr-Jul) 

Police Staff 8.5 days 9.1 days 

Police Officers 10 days 9.3 days 

PCSO 10 days 10.1 days 

1.89 HMIC wishes to commend the efforts of the HR manager, who has made 
considerable improvements in systems and procedures that have allowed the SMT to 
address the absence issue.  However, further sustained effort in this area led by the 
SMT is required. 

Training and Development 
1.90 Staff described the opportunities for training and development as being ‘very 
limited’.  The existing shift pattern provides little opportunity for a structured 
programme, which is limited to specific training for the role. 
 
1.91 Officer safety training (OST) is compulsory for all operational officers and is 
well managed.  Training is delivered over two blocks of six weeks each year.  The 
local database identifies those officers who require refresher training within the next 
block of courses in order to retain their authority, and this information is provided to 
supervisors.  A total of 498 out of 552 (91%) of all officers eligible for training had 
received OST within the last 12 months, with the remainder scheduled for the next 
course. 
 
1.92 The highest percentage of untrained officers belongs to the CID (both reactive 
and proactive).  Action is being progressed in conjunction with the DCI to prioritise 
this training. 
 
1.93 A similar process takes place to identify training needs regarding emergency 
life support training (ELS) and ‘policing safely’ training for officers and supervisors. 
 
1.94 The training budget for borough based training for 2005/06 was £20,000, 
although this had been exhausted by July 2005.   
 
1.95 The BCU has recently employed a training manager (learning and 
development) who has set up a number of processes for allocating training courses 
that are suitable for the development of individuals.  A training needs analysis (TNA) 
is being conducted with a view to prioritising training provision within the BCU.  The 
training manager is in the early stages of formulating work based training in 
conjunction with Waltham College. 
 
1.96 The BCU currently delivers an ‘in-house’ 10 week ‘street duties’ course for 
probationer constables. The officers are then posted to the borough development unit 
(BDU).  The BDU provides a level of protected learning for officers during the early 
stages of their service.   
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1.97 Probationers must complete two of the three available attachments and reach a 
satisfactory level of competence before they are posted to the response teams.  
Response officers mistrust the system and believe that the BDU produces an 
inconsistent standard of probationer.  Additionally, the protected learning provided by 
the unit is regularly disrupted as probationers from the BDU are used to backfill 
shortfalls on the response teams, largely by undertaking high visibility patrol.   
 
Performance Development Review (PDR) – Audit 
1.98 In April 2004 the MPS introduced an annual PDR cycle for all officers and 
staff.  By the end of June, all appraisees should have had four work based objectives 
set for them for the forthcoming year.  Progress against these is reviewed by the end 
of October.  The final stage of the annual process commences in January when 
officers are warned that the PDR is due for completion by 31 March.  The audit found 
that there were only 29 PDRs outstanding from 2004/05 (excluding long-term 
absences).   
 
1.99 Each officer or member of staff was due to have personal targets set by the end 
of June 2005.  The audit found an indeterminate number of officers and staff still had 
not been set objectives for 2005/06.  This was due to data from MetHR being 
unreliable as two different PDR formats for recording objectives are currently in use.  
The SHRM had recently sent reminders to supervisors that objectives must be set. 
 
1.100 In the vast majority of cases the section for ‘role holder’ comments was blank.  
Only a few had any entries and these were only to agree with the content of the report.  
Two reports had significantly longer replies; one strongly disagreeing with the 
reporting officer’s comments and the other offered constructive observations on their 
own performance. 

 
1.101 None of the reports contained any comments by the countersigning officer.  
This section is optional, but it appears to be standard practice for counter signatories 
to withhold comment.  Furthermore, the actual signature of these managers is usually 
illegible and not accompanied by a printed name and rank in the appropriate space. 
 
1.102 Two types of PDR form were in use due to the MPS wide change in the PDR 
reporting cycle.  The old form has space for four work related objectives whilst the 
new form has space for additional personal development objectives.  Most had 
provided four work related objectives whichever form was used; this was a consistent 
feature of the sample.  However, on the new style forms, there were only three 
examples where appraisees had agreed both four personal and four work related 
objectives with their line managers. 
 
1.103 Objectives are clearly set without reference to service-wide and local 
objectives and priorities.  Often objectives were not constructed according to the 
SMARTS framework.  A column setting the deadline for completion was frequently 
filled in with ‘as soon as possible’.  Line managers have not been trained in PDR 
writing, evidence gathering and objective setting. 
 
1.104 The report templates have designated spaces for signatures, printed names, 
ranks and dates.  These were not usually completed making it difficult to gauge the 
timeliness of completion and submission.  The value of many of the PDRs examined 
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was significantly diminished due to them being incomplete.  This was partly 
explained as a consequence of reports being transmitted electronically between 
supervisors and staff located at remote sites. 
 
1.105 Nobody has overall responsibility for the quality analysis of completed 
reports.  The SHRM is unable to dedicate the time to this function due to other 
important responsibilities and the sheer scale of the task, and there are insufficient 
staff in the department to undertake anything more than dip sampling. 
 
1.106 The written evidence and narratives in the reports were of a good standard, 
being succinct, relevant and referenced. 
 
1.107 Completion rates for the 2004/05 are good following a concerted drive by the 
HRD.   
 
1.108 The PDR process needs an infusion of management support and 
reaffirmation of the importance of PDRs as a means of enhancing performance, 
promoting a culture of learning and helping officers and staff to realise career 
aspirations. 
 
Special Constabulary and PCSOs 
Special Constabulary (MSC) 
1.109 There are currently only nine active MSCs within the BCU.  During the course 
of the Inspection, Her Majesty’s Inspectorate of Constabulary conducted a focus 
group with three of them, including the divisional officer (DO) and found them to be 
keen, knowledgeable, well trained and well equipped.  

1.110 The superintendent (operations) acknowledges that the number of MSCs is 
low and the divisional officer has been set a target (centrally imposed) to attain the 
following number of recruits: 

•••• 47 by the end of 2006; 
•••• 85 by the end of 2007; and 
•••• 125 by the end of 2008. 

 
1.111 There is a further acknowledgement that the recruits should, if possible, 
contain pro rata representation from the local ethnic communities.  In this regard and 
following the events of 7/7, AC Ghaffur challenged the local Muslim community to 
find 30 potential applicants for the MSC.  Unfortunately to date, none has been 
forthcoming.  A ‘recruitment fair’ for volunteers and MSCs took place at Waltham 
Town Hall on 24 September 2005. 

1.112 A PDR process did previously exist but this has fallen into discredit and is 
only now being revived. 

1.113 The DO is a member of the BCU SMT and the eSMT is to be congratulated on 
his inclusion.  

1.114 HMIC was encouraged by the measures to assist potential recruits, such as the 
‘keep warm’ agreement, the positive action team and the link worker scheme.  
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However, the local recruitment action plan referred to by the superintendent 
(operations) has not yet been written by the DO.  

1.115 MSCs are currently deployed alongside response teams.  This is largely at 
their request as the hours worked by the response officers are better suited to those 
that the MSCs are available for deployment.  It was however evident that there was 
little structure to the deployment process and Her Majesty’s Inspectorate of 
Constabulary would encourage the SMT to take measures to rectify this 
situation. 
 
1.116 The current number of MSCs is disappointing and the recruitment action plan 
referred to by the superintendent (operations) should be written and then robustly 
delivered as a matter of priority. 

Police Community Support Officers (PCSOs) 
1.117 There are currently 38.84 PCSOs deployed either within the CTU or the SNT 
structure.  During the course of the Inspection HMIC conducted a focus group with 
three of them.  The group was articulate, open and appeared well equipped (although 
until recently there has been a problem with insufficient radios).   
 
1.118 There was a general feeling amongst the PCSOs and uniform officers who 
work with them that they received insufficient training.  Specific reference was made 
to the following perceived needs: 
 

•••• To conduct practically based role play scenarios;  
•••• to provide a more thorough grounding in radio communication; 
•••• to examine conflict resolution in greater depth; and 
•••• to demystify much of the paperwork. 

 
1.119 No formal training takes place within the BCU and PCSOs are not tutored on 
their arrival.  There was anecdotal evidence of PCSOs with only months in post taking 
new PCSOs on patrol.  Little time is spent by PCSOs on patrol with beat officers and 
none of the PCSOs in the focus group had ever been on patrol with a sergeant. 
 
1.120 HMIC is aware that other BCUs within the MPS have formal tutor 
arrangements for PCSOs upon arrival within the BCU, and they would 
encourage this SMT to consider adopting a similar system. 

1.121 PCSOs felt that relations with officers from the SNTs and CTOs were 
generally good but that they were undervalued and even ignored by response officers.  
In addition, calls made to the CAD frequently went unanswered.  None of the focus 
group has had cause to make a call for urgent assistance but all had made ‘soon’ calls 
when in a potential conflict situation.  None of these calls had ever resulted in a 
response officer attending. 
 
1.122 PCSOs are generally deployed at the beginning of a tour of duty by a 
sergeant but one of those spoken to by the inspection team had no supervisor and 
apart from deployment following 7/7, had been patrolling the perimeter of the same 
public building since April.    
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1.123 All the PCSOs in the focus group had experience of working within the 
community tasking unit (CTU) and safer neighbourhood teams (SNTs) and all 
preferred the latter as it allowed them the continuity to build relations with the local 
community. 
 
1.124 Work is required by the SMT to raise the status of the PCSOs and to 
integrate them further into the BCU family. 



page 25 

Part Two - Performance 
 

Performance Management 
2.1 There is a comprehensive performance management structure in place in the 
BCU based on three types of report: 
 

•••• The SMT monthly management report (MMR) covering crime and 
operational performance; 

•••• the ‘Waltham Forest scorecard’, based on the balanced scorecard 
approach to performance; and 

•••• the HR monthly management report (HR MMR). 
 
2.2 The scorecard and HR MMR feature sickness, BWT and strengths.  The 
scorecard focus includes these as part of its people and resources input to team 
performance and is applied to the many teams and units making up the BCU.   Whilst 
the scorecard approach is not a tool to manage absence, it emphasises the importance 
of the issue by measuring it at functional/team level.   
 
2.3 The HR MMR is the main means of performance management for the SHRM.  
The report is bespoke and covers a wide range of areas such as flexible working, 
strengths, diversity indicators, fairness at work issues, training, attendance 
management and PDR monitoring.  The HR MMR was introduced by the SHRM 
based on a management regime she had employed in previous posts and as a response 
to areas of poor performance.  
 
2.4 The performance management structure is a locally developed system and 
does not allow the SMT to compare performance against other boroughs. 
 
2.5 The inspection team was impressed by the standard of the management data 
made available to the SMT but saw little evidence of its use in holding team leaders to 
account.  The performance data provides the SMT with the necessary tools to 
support the creation of a vigorous performance culture within the BCU.  

2.6 The current 12 hour shift rota for response officers was introduced 
approximately 18 months ago.  Within that time, the SMT has identified that, whilst 
the rota has proved very popular with officers, it does not serve the best interests of 
the BCU or the public.  
 
2.7 It was clear to the inspection team that there were a number of specific 
problems associated with the shift pattern.  Principally it is not sufficiently flexible to 
meet the demand profile of the BCU and therefore leads to ineffective and inflexible 
deployment of resources.  Removal of the system is the single most important 
amendment required to current working practices within the BCU.  Whilst it remains 
it will hinder the efforts of the eSMT to address many of the issues referred to in this 
report.  
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RECOMMENDATION 2 

Her Majesty’s Inspector of Constabulary 
recommends that the eSMT conduct an 
immediate review of the current shift rota 
worked by response officers with a view to the 
introduction of a rota that better reflects the 
demand profile of the BCU. 

2.8 The impact of the 12 hour pattern has, in part, been offset by the introduction 
of a single deployment centre within the BCU, for which the eSMT is to be 
commended.  
 
2.9 HMIC is aware that the duties office is currently experiencing difficulties in 
processing annual leave applications and overtime claims.  The introduction of a more 
flexible shift rota would place even greater demands upon the duties office and a 
review of staffing within the unit would be necessary. 
 
2.10 A focus group was conducted with representatives of the staff associations, 
who are sceptical about the prospects for genuine dialogue regarding any change to 
the shift rota.  The feeling was that the eSMT has already chosen its preferred pattern.  
It is imperative that there is genuine and sustained dialogue with the staff 
associations throughout the process of change.     
 
2.11 HMIC was impressed by the approach of the BCU to Operation Emerald and 
to the London Criminal Justice Board strategy.  Many of the themes contained within 
the ‘Narrowing the Justice Gap’ (NTJG) agenda were explored and were found to be 
progressing well.  In order to consolidate the progress already made, the inspection 
team would make the following observations: 
 

•••• Although the criminal justice unit (CJU) is meeting its Operation 
Emerald target for execution of warrants, there are still 
approximately 500 (mainly category B) outstanding.  Greater 
efforts need to be made by uniform staff to reduce this figure 
substantially.  The Emerald warrant database serves as an excellent 
tool in this regard; 

•••• Bail to Return – currently there are approximately 140 potential 
offenders who have failed to respond to bail.  Whilst all of these are 
from 2005, some are over six months old.  Custody staff should 
consider the production of a database that would provide them, at a 
glance, with details of those who have failed to respond to bail and, 
in addition, the SMT needs to consider how best to introduce 
accountability amongst operational officers; and 

•••• operational supervisors need to improve their supervision of case 
papers to ensure they are timely and attain an acceptable standard 
upon first submission.  

 
2.12 Like other MPS boroughs, Waltham Forest has a crime management unit 
(CMU) that examines every crime placed on the crime report information system 
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(CRIS) as a quality control mechanism.  Also the unit examines whether the report 
complies with NCRS and the HO counting rules.  There is a supervisor within the unit 
who is a dedicated decision-maker (DDM) for detections. 
 
2.13 During interviews and focus groups the inspection team became concerned at 
the number of potential detections being lost as a consequence of the indifferent 
standard of crime recording on the CRIS system. 
 
2.14 Once a CRIS report is examined and found to be substandard, a memorandum 
and e-mail is sent by the CMU to the officer, providing advice and requesting that the 
report be amended.  If there is no response from the officer then the memorandum and 
e-mail are copied to his or her supervisor.  The inspection team has been informed 
that, on average, around 60% of the requests receive a response and that there are 
currently 400 outstanding requests. 
 
2.15 Whilst HMIC acknowledges that many of the requests lead to positive action 
by the officer without acknowledgement to the CMU, a significant number of reports 
are not being amended.  This is creating a blockage to NCRS compliance and leading 
to the loss of simple detections.  NCRS compliance is also adversely affected by the 
timeliness of some CRIS reports. 
 
2.16 During focus groups HMIC found the level of NCRS knowledge to be poor.  
The inspection team would suggest that this applies equally to CAD staff who have a 
critical role to play in crime and incident reporting. 
 
2.17 Changes to the CRIS system in October 2005 will help to alleviate this 
problem, however no training has been provided to date to help officers use the new 
CRIS system. 
 
2.18 HMIC would encourage the SMT to consider the following: 
 

•••• All memoranda from the CMU to go direct to supervision in 
the first instance; 

•••• provision of training to all officers on crime submissions and 
the new CRIS system; and 

•••• ‘crime supervision’ to be adopted as a team performance 
indicator. 

 
2.19 Further effort is still required to achieve NCRS compliance.  Whilst the 
inspection team witnessed expertise and vigour within the CMU more needs to be 
done at a strategic level.  HMIC was informed that an NCRS champion existed 
within the eSMT, however there was little evidence that team leaders were being 
held to account for failings by their staff.  

2.20 The MPS standard operating procedure (SOP) for a CMU states that the unit 
should have a compliment of three supervisors and 13 staff.  Currently the CMU has 
one full-time supervisor, another on restricted hours and 8.5 members of staff.  A 
review of the staffing levels may provide performance benefits. 
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2.21 DNA and fingerprint hits (dockets) are sent through to the BCU from SCD4.  
MPS guidance recommends the CMU detective inspector (DI) manages the dockets 
through the CRIS.  The policy aims to have the hit allocated and the suspect dealt 
with, or circulated as wanted, within seven days.   

2.22 Once the hits have been received they are entered onto a spreadsheet in the 
BIU where initial research can be conducted.  All burglaries, robberies and motor 
vehicle crimes are allocated to the docket squad.  All other crimes are allocated to the 
appropriate unit/officer in the case.  A member of BIU staff is responsible for 
maintaining the spreadsheet and for providing management information on 
outstanding hits, which is fed to the monthly SMT performance meetings. 
 
2.23 When the hit is allocated, it is the subject of further, more detailed research by 
the docket squad or the appropriate officer in the case.  Intelligence can be readily 
transferred due to the close proximity of the BIU and docket squad offices.  The 
regular CRIS checks carried out by the proactive DI ensure that appropriate 
intelligence on impending hits can be actioned if necessary, and that the hit itself can 
be progressed expeditiously once it arrives on the BCU. 
 
2.24 Over the last 12 months the MPS has undertaken four initiatives under the title 
of ‘Operation Halifax’.  These initiatives have been aimed at reducing outstanding 
warrants and forensic dockets.  During ‘Halifax 2’, aimed at reducing forensic 
identification dockets, the BCU performed well and reduced outstanding dockets from 
over 300 to the current levels of 78 (252 hits had been received between 1 January 
2005 and 5 September 2005).  Further concerted effort is required to reduce the 
number still further. 

Performance 
2.25 Crime performance for the BCU for the period August 2004 to July 2005 
contrasted with August 2003 to July 2004 and with the most similar BCU group is 
summarised in the following table.  
 

Figure 4: Crime Performance 
Performance data for the 12 months August 2004 to July 2005 

Performance 
August 2004 
to July 2005 

% Change from 
same period the 

previous year 

MSBCU 
group mean 

MSBCU group 
ranked position 

Recorded crime/ 
1,000 population 135.74 0.10% 127.54 10 
% Recorded crime 
detected 22.20% 7.20 p.p. 22.21% 7
% Recorded crime 
sanctioned 
detections 

11.71% 2.43 p.p. 14.59% 15 

Domestic burglaries/ 
1,000 households 19.77 -0.73% 20.83 5
% Domestic 
burglaries detected 7.43% 0.00 p.p. 15.03% 14 
% Domestic burglary 
sanctioned 
detections 

6.11% -0.58 p.p. 13.79% 14 

Recorded robberies/ 
1,000 population 9.12 28.83% 5.88 15 
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Figure 4: Crime Performance (continued) 
% Robberies 
detected 9.50% -2.04 p.p. 13.90% 15 
% Recorded 
robberies 
sanctioned 
detections 

6.19% -3.70 p.p. 11.14% 15 

Recorded vehicle 
crime/1,000 
population 

21.62 -2.32% 18.59 12 

% Vehicle crime 
detected 2.92% -1.34 p.p. 5.68% 15 
% Vehicle crime 
sanctioned 
detections 

2.40% -1.19 p.p. 5.16% 15 

Recorded violent 
crime/ 1000 
population 

40.14 12.44% 36.59 9

% Violent crime 
detected 38.61% 10.33 p.p. 36.08% 6
% Violent crime 
sanctioned 
detections 

18.03% 4.10 p.p. 20.64% 12 

Note: This data is not validated and therefore is only provisional. 
 
Variations in the performance of the BCU are illustrated in the following table: 
 
Good – Getting Better 
 
� Domestic burglary per 1,000 

households 
� Violent crime detection rate 

Good – Getting Worse 
 

Poor – Getting Better 
 
� Total crime detection rates (however 

the overall detection rate is in line 
with the MSBCU group mean) 

� Vehicle crime per 1,000 population 
� Violent crime sanctioned detection 

rate 

Poor – Getting Worse 
 
� Total crime per 1,000 population 
� Domestic burglary detection rates 

(however the overall detection rate 
has stayed static over the rolling 12 
month period) 

� Robbery per 1,000 population and 
robbery detection rates 

� Vehicle crime overall detection rate 
� Violent crime per 1,000 population 
 

Proactive Capability 
2.26 Unless the BCU is able to attract external resources through a bid to TP HQ, 
its dedicated proactive capability is largely confined to the priority crime unit which, 
anecdotal evidence would suggest, is frequently used to supplement shortfalls within 
the response teams.  
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2.27 The SMT is aware that there is a significant shortfall in its proactive 
capability.  HMIC anticipates that one of the principle aims of a review of the 
BCU structure and the shift rota would be to divert resources toward proactive, 
intelligence-led support for the BCU control strategy. 

National Intelligence Model 
2.28 HMIC attended one daily tasking meeting during the course of the Inspection. 
The meeting was chaired by the superintendent (operations) and also present were: 
 

•••• The proactive detective chief inspector; 
•••• the BIU detective inspector; and 
•••• a sergeant from the crime management unit. 

 
2.29 The duty officer would have attended but was detained at a serious RTC. 
 
2.30 It became apparent that responsibility for chairing the meeting is frequently 
delegated to a DCI.  Whilst acknowledging the difficulties caused by separate 
sites, HMIC would encourage the BCU to use the superintendent (operations) or 
his deputy as chair of such a pivotal meeting.  

2.31 The inspection team was not provided with any documentation in the form of a 
pre-brief and it transpired that no single document was available to cover the agenda 
of the meeting.  The chair referred to the following documents during the course of 
the meeting: 
 

•••• Daily review - resource availability; 
•••• crimes for the previous 24 hours; 
•••• notable incidents from the CAD system; 
•••• tasks allocated at the previous day’s meeting; and 
•••• the duty officer’s hand over from 7.00am that day. 

 
2.32 The meeting covered: 
 

•••• Crimes from the previous 24 hours; 
•••• review of prisoners; 
•••• hate crime (including domestic violence); 
•••• detections from the previous 24 hours; 
•••• missing persons; and 
•••• an intelligence update on current proactive operations. 

 
2.33 HMIC makes the following observations about the process: 
 

•••• A list of topics to be covered by the meeting should be circulated to 
ensure that all participants are aware of these areas; 

•••• the inspection team was surprised that that there was not a concise 
product encapsulating all the documents used by the chair, prepared 
by the BIU and circulated in sufficient time before the meeting for 
the participants to have read it (either IT based or in paper copy); 
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•••• they were also surprised that an officer/employee from the BIU did 
not take the meeting through the report; 

•••• tasks that were allocated should be given a response date by the 
chair and a traffic light system should be used to remind task 
owners of their status; 

•••• notes of the tasks should be taken by the BIU and circulated 
throughout the BCU in general and by e-mail to the owner of the 
task; 

•••• tasks should be pursued by the BIU and a daily schedule of their 
status produced within the pack referred to above.  This process 
should be driven by the chair to ensure accountability; 

•••• there was no reference at all to community matters and no 
representation from SNTs; 

•••• confusion over whether SNT staff could be tasked or whether 
TJAG had ‘primacy’ over those resources was openly expressed 
during the meeting; 

•••• there were no ‘problem’ or ‘subject’ profiles produced by the BIU 
for allocation and prioritisation by the chair; and 

•••• there was no reference to forensic hits and therefore no task 
allocation by the chair. 

 
2.34 HMIC attended a fortnightly tactical tasking and co-ordinating meeting at 
Uplands chaired by the superintendent (operations).  The meeting was also attended 
by a substantial group of supervisors and managers across a range of front line and 
support functions within the BCU. 
 
2.35 The meeting was supported by a written agenda, minutes of the previous 
meeting (including outstanding tasks) and the tactical assessment. 
 
2.36 The inspection team would make the following observations: 
 

•••• The tactical assessment largely contained management information 
based on crime trends and patterns; 

•••• no ‘problem’ and ‘subject’ profiles were brought to the meeting by 
the BIU to be allocated through the NIM process; 

•••• there was reference to ‘problem’ and ‘subject’ profiles in the text of 
the tactical assessment and evidence that these were being allocated 
outside the tactical tasking and co-ordination (TT&C) process 
direct to units, in particular the priority crime unit (PCU); 

•••• the actions contained in the minutes and those allocated during the 
meeting were not actions but part of the routine deployment 
process.  There is clearly confusion over this area; 

•••• there is no robust mechanism to ensure the owners carry out tasks; 
•••• there was no representative from CTU or SNT.  The meeting was 

crime focused and there was no use or recognition of community 
intelligence/quality of life issues; 

•••• each subject area received a reactive response to historic data.  
There was no intelligence-led deployment; 
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•••• the chair was not sure whether he had primacy of deployment over 
CTU/SNT resources or whether this belonged to TJAG;  

•••• there was no partner representation; and 
•••• too much detail was provided, the meeting was too long and those 

who were allocated tasks frequently countered the allocation with 
reasons why they could not carry them out.  

 

RECOMMENDATION 3 

Her Majesty’s Inspector of Constabulary 
recommends that: 
•••• The eSMT obtains NIM training for itself and 

for managers within the BCU down to 
inspector or police staff equivalent. 

•••• Awareness training is thereafter cascaded to 
every member of staff within the BCU 
(including members of MSC).  

•••• The NIM action plan currently being 
prepared by the BCU is subject to a thorough 
and immediate review by an external expert. 

•••• A NIM champion is nominated from within the 
eSMT responsible for driving the process 
forward. 

2.37 The inspection team would advocate that the review referred to in the 
recommendation is conducted by the MPS intelligence standards unit.  In addition, it 
is essential that the nominated SMT NIM champion link with the TP business group 
implementation lead for intelligence.  
 
2.38 A detective sergeant and two detective constables are responsible for covert 
human intelligence source (CHIS) handling.  They deal with CHISs who, in most 
cases, provide intelligence on Level 1 crime. 
 
2.39 The source controller is not a member of BCU staff and has responsibility for 
source control in two BCUs.  He has a good relationship with the Waltham Forest 
command team.  The inspection team identified the following problems with source 
handling: 
 

•••• Due to the lack of proactive resources, intelligence is not being acted upon 
and therefore CHISs are becoming disillusioned and will no longer 
provide intelligence; 

•••• CHISs are rarely tasked and whilst in current circumstances, where there 
are insufficient proactive resources to handle the current level of 
intelligence this is understandable, tasking in support of the control 
strategy should still take place; 

•••• source handlers are self-tasking CHISs to maintain their status; 
•••• CHIS handlers will select the intelligence they provide to the BIU to 

ensure there are sufficient resources to handle it; and 



page 33 

•••• it is evident that only a small proportion of the potential CHIS intelligence 
available to the BCU is being processed and actioned. 

 
2.40 The BIU is currently under strength and, as a direct result, incapable of 
effectively supporting the intelligence process.  The inspection team identified the 
following issues: 
 

•••• The unit has had four detective inspectors in three years; 
•••• the current detective inspector is relatively inexperienced in the role; 
•••• it has been without a core desk sergeant for a number of months; 
•••• the post of higher analyst has never been filled; 
•••• of the current analysts, one wishes to take a career break and another is 

leaving to become a police officer; 
•••• there is insufficient flexibility in staff working practices to service daily 

tasking or to provide meaningful intelligence for the briefing process; and   
•••• there is currently little understanding of community intelligence within the 

unit.  
 
2.41 HMIC has been informed that funding has been obtained from safer 
neighbourhoods to recruit an analyst and a researcher and to redeploy a sergeant to 
support the TJAG.  These measures, if completed, will improve the intelligence flow 
to and from the SNT/CTO structure and should enable tasking to take place.  They 
will not, however, rectify all the issues referred to above. 
 
2.42 The feeling of hopelessness evident amongst the BIU staff regarding the lack 
of proactive resources was palpable.  It is clearly affecting motivation and morale.  
The inspection team was disappointed to see that, in desperation, field intelligence 
officers (FIOs) were actioning intelligence and making arrests, thus undermining their 
function. 
 

RECOMMENDATION 4 

Her Majesty’s Inspector of Constabulary 
recommends that: 
•••• The eSMT ensures continuity in the post of 

BIU detective inspector. 
•••• In consultation with HQ everything possible 

is done to fill all existing vacancies within the 
unit. 

•••• More flexible working practices are 
introduced within the unit to aid the 
production of more timely briefing material.    

Briefing 
2.43 Briefing and tasking patrol staff effectively, prior to their tour of duty, is 
crucial in addressing key crime and disorder hot spots and prolific criminals within a 
policing area.  Officers should be thoroughly briefed and then tasked to enable them 
to utilise any free time during their tour of duty proactively and productively. 
 



page 34 

2.44 Good practice, in relation to the environment in which officers brief, suggests 
that access should be controlled during briefings so that officers have the opportunity 
to concentrate on the information being presented to them without interference or 
interruption. 
 

2.45 During the course of the BCU visit the inspection team attended two briefings 
at Uplands and as a result made the following observations about the briefing process: 
 

•••• The technology provided was good but neither supervisor seemed 
completely conversant with it; 

•••• during the first briefing 15 pieces of information/intelligence were 
provided; 

•••• little or no actionable intelligence was included; and 
•••• details of some crimes and incidents contained on the briefing system 

were not timely.    
 
2.46 In short, the briefing process did not aid the duty groups in supporting the 
control strategy.  Due to its shortfalls it has fallen into discredit amongst the response 
officers who were clearly disenchanted with the system. 
 
DNA Sampling, Custody and Forensic Management 
2.47 The retrieval and submission of crime scene and other forensic evidence is 
managed within Waltham Forest BCU by the borough forensic manager (BFM), who 
has been in post for three years and has extensive forensic experience within the MPS.  
He is aware of his budgetary responsibilities and keeps a spreadsheet detailing 
monthly forensic expenditure against the annual target budget of £462,900.  He has 
received training on the new MPS forensic budget management tool ‘Forest’. 
 
2.48 Each BFM is responsible for deciding what is submitted to the forensic science 
service.  Decisions are reached in consultation with the investigating officer, and 
considerations include cost effectiveness.  To ensure control of the submissions, the 
BFM has been issued with a ‘forensic validation stamp’ (FVS).  Each submission is 
quality controlled by an experienced member of the forensic team who has received 
training in the authorisation of submissions.  Four forensic staff are trained and a fifth 
is due to be trained in the near future. 
 
2.49 The forensic services financial report indicates that the BCU forensic budget is 
overspent and had only £232,490 of its annual forensic budget remaining at the end of 
August 2005.  A number of reasons for this have been identified and the following 
steps are already being taken to address them: 
 

•••• A suitably trained forensic practitioner now vets exhibits prior to 
submission.  This eliminates the need to submit secondary, and 
often circumstantial evidence, at a later stage; and 

•••• exhibits submitted by junior forensic practitioners are subject to 
rigorous quality assurance to ensure best value.   

 
2.50 The BFM has a total staff of 12; four forensic practitioners, six assistant 
forensic practitioners and two posts currently vacant. 
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2.51 Two additional assistant forensic practitioners are due to start in the near 
future and will provide the full complement of forensic expertise.  Staff have all 
received mandatory training in risk management, health and safety and associated 
issues to enable them to carry out ‘sole response’ to crimes not attended by uniform 
response officers between the hours of 0800 and 2000 on weekdays.  They have a 
target time regarding scene attendance of four hours from the initial report. 
 
2.52 The unit works a shift system and provides forensic cover 24 hours a day, 
seven days a week.  The BCU has sufficient staff to cover night duty but forensic staff 
also have to contribute to night duty cover throughout the whole of the north east 
cluster. 

 
2.53 The BFM is a member of the senior management team.  The BFM has both 
serious crime directorate and BCU objectives and balances his work to achieve 
synergy between both. 
 
2.54 The BFM attends the monthly management meetings and TT&C. 
 
2.55 The BCU is slightly below the MPS target for BCU domestic burglary forensic 
interventions (84% against a target of 85%).  It is currently averaging only 5% of auto 
crime interventions against an MPS target of 10%.  It is currently exceeding the MPS 
target for BCU street crime interventions (12% against a target of 8%). 
 
2.56 The BCU shows a commitment to supporting and developing its forensic staff.  
All junior staff are mentored by an experienced forensic practitioner and are paired for 
at least three months before they are permitted to undertake basic forensic 
examinations alone.  All probationers receive at least one day of forensic input.  One 
of the forensic practitioners has the forensic training portfolio and has prepared a 
PowerPoint presentation that can be delivered to police officers by any CSE. 

 
2.57 The BCU has one custody suite based at the principle police station at 
Chingford.  There is an overflow custody suite at Walthamstow police station that is 
primarily used for specialist operations.  The inspection team visited the custody suite 
at Chingford police station and made the following observations: 

•••• Custody entries for 2004 numbered 6,262; 
•••• seven dedicated custody officers cover custody duties between 7am 

and 11pm.  The target establishment is eight custody officers; 
•••• there are six dedicated detention officers who are aligned to core 

response teams and work a 24 hour rota; 
•••• DNA1 samples are stored in a fridge in a locked room in the 

custody suite.  A police officer post in the custody support unit is 
responsible for ensuring that these samples are submitted on a daily 
basis.  The post is not covered by the BWT.  Upon examination the 
DNA1 samples were found to be up-to-date with the one day 
bundle of samples already prepared for submission;  

•••• quality control of DNA1 submissions is carried out on a daily basis 
and each sample is checked to ensure that it has been sealed 
correctly and the inclusion of an arrest/summons (A/S) number has 
been carried out; 
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•••• overall, the management of DNA1 samples was good; 
•••• DNA2 samples are the responsibility of the officer in charge, but a 

CID post has the overall responsibility for ensuring that they are 
progressed or cleared.  They are stored in an unlocked 
fridge/freezer in the case progression unit with an overflow freezer 
in a locked room in the custody suite.  Each fridge/freezer 
contained samples that were too numerous to count but a dip 
sample of 20 from each indicated that the oldest dated back to April 
2005.  However, the book containing details of each sample 
indicated that the oldest sample dated back to 2002; and, 

•••• there were no instructions for the completion/submission of DNA2 
samples.  

 
2.58 HMIC would encourage the SMT, in consultation with the specialist 
crime directorate, to conduct a review of the management of DNA2 samples in 
order to rectify the current backlog and ensure that there is more effective 
management in the future. 

 
2.59 The recent Operation Halifax 3 was aimed at maximising opportunities to 
obtain fingerprints and DNA from arrested persons.  The BCU has a fingerprint 
failure rate of 8% (MPS average 7.9%) and a DNA failure rate of 17% (MPS average 
14.6%). 
 
2.60 Research conducted for a recent MPS internal inspection found that BCUs 
which have quality control checks in place and a named individual responsible for the 
checks achieved lower than average error rates.   
 
2.61 The internal thematic also highlighted the number of DNA samples 
unnecessarily taken from persons whose DNA is already confirmed on the PNC.     
 
2.62 A sample of 50 custody records was examined to determine whether the BCU 
was maximising opportunities to take DNA by taking samples where DNA was not 
confirmed on the PNC.  Custody monitoring sheets (Form 57S) have been introduced 
to collate information regarding CRO, PNC ID, wanted/missing references, Livescan 
confirmation and compulsory drug testing information. Brief instructions are 
incorporated on every sheet to the effect that every custody record must have one.   
 
2.63 Of the sample examined, 20 custody records did not have Form 57S.  Of those 
that did have a Form 57S, all but one indicated that either the taking of DNA was not 
necessary due to DNA confirmation on PNC, or that there was no such confirmation 
and DNA had been taken accordingly.  Thus it appears from completed Forms 57S 
that few DNA1 opportunities are being missed by the BCU. 
 
2.64 Efforts are required within the BCU to ensure greater use of Form 57S. 
 
Summary 
2.65 The culture that the inspection team witnessed within the BCU was one of 
integrity and hard work.  Staff are loyal to the MPS and to the BCU but appear 
confused by the BCU structure and its priorities. In addition, they are let down by the 
inability of the BCU to effectively adopt the NIM and thereby provide officers with 
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actionable intelligence.  There was also trepidation about the level of both external 
and internal abstractions. 
 
2.66 The lack of trained and experienced detectives is of particular concern.  Their 
scarcity is such that there is an obvious impact upon performance and there are 
insufficient numbers to train the next generation of detectives.  
 
2.67 The sanction detection rate requires sustained attention particularly in those 
crime groups featured within the BCU NIM control strategy.   
 
2.68 The SMT is large and the performance of the BCU does not suggest that it 
provides value for money. 
 
2.69 Whilst Her Majesty’s Inspectorate of Constabulary is sympathetic towards the 
circumstances which led to the current projected budget overspend, sustained effort 
will be required during the remainder of the fiscal year if the BCU is not to suffer a 
further financial penalty.   
 
2.70 The BCU’s vigorous and professional approach to volunteers in policing has 
attracted nationwide interest from within the service.  The number, diversity and 
enthusiasm of the volunteers does the BCU and the volunteers themselves immense 
credit.  Their use within the witness care unit and in support of station reception staff 
has rich potential. 
 
2.71 The multi-agency efforts being made to tackle the gang culture that exists in 
some areas of the borough are innovative and laudable.  Her Majesty’s Inspectorate of 
Constabulary would encourage other BCUs struggling with similar problems to 
examine the initiatives and consider whether they could be transplanted into their 
areas. 
 
2.72 Of greatest concern is the lack of intelligence driven activity within the BCU 
which, when combined with the inadequacy of resources available for proactive 
policing initiatives is a significant blockage to improved performance.    Knowledge 
of the NIM and the related processes is poor at all levels within the BCU and 
rectification of this situation must be undertaken as a matter of urgency. 
 
2.73 The SMT is aware that the shift pattern operated within the BCU is also a 
major blockage to improved deployment and performance.  Action is already 
underway to rectify this situation but the SMT must be cognisant of the feelings of its 
staff. 
 
2.74 Improvements within the BCU were evident particularly in the area of 
personnel management.  The performance management data available to the SMT is 
of a high standard and has the potential, if used robustly, to underpin the creation of a 
performance culture at all levels within the BCU.  The SMT should however ensure 
that there is only one data stream. 
 
2.75 The creation of the TJAG when combined with the additional resources to be 
provided to the BIU and the rollout of the SNT programme should produce the basis 
for significant improvements in the delivery of community policing.           
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2.76 There is much to be done within the BCU but the inspection team witnessed 
energy and a willingness to listen and improve.  The keys to the successful 
introduction of a performance culture must be the rationalisation of the BCU structure 
combined with greater role clarity.  An emphasis on accountability will be an essential 
prerequisite to this process and should rightly start with the eSMT.    
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Recommendations 
 
Her Majesty’s Inspector of Constabulary makes four recommendations: 
 
1. That the eSMT conducts a review of the current BCU structure to see what 
scope exists for rationalisation.  The underlying objective of the review should be to 
identify officers for the safer neighbourhoods and to identify further dedicated 
resources for proactive crime related duties. 

[Para 1.29 refers] 
 

2. That the eSMT conduct an immediate review of the current shift rota worked 
by response officers with a view to the introduction of a rota that better reflects the 
demand profile of the BCU. 

[Para 2.7 refers] 
 

3. That: 
•••• The eSMT obtains NIM training for itself and for managers within the BCU 

down to inspector or police staff equivalent. 
•••• Awareness training is thereafter cascaded to every member of staff within the 

BCU (including members of the MSC). 
•••• The NIM action plan currently being prepared by the BCU is subject to a 

thorough and immediate review by an external expert.  
•••• A NIM champion is nominated from within the eSMT responsible for driving 

the process forward. 
[Para 2.36 refers] 

 
4. That: 

•••• The eSMT ensure continuity in the post of BIU detective inspector. 
•••• In consultation with HQ everything possible is done to fill all existing 

vacancies within the unit. 
•••• More flexible working practices are introduced within the unit to aid the 

production of more timely briefing material. 
[Para 2.42 refers] 
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