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FOREWORD

The Joint Central Committee (JCC) of the Police Federation of England and Wales
was becoming increasingly concerned by a barrage of reports it was receiving from
the Detectives' Forum and Joint Branch Boards around the country that the
resilience of General Office CID was being severely diminished and that there was a
debilitating shortage of trained and experienced detectives. The reported
consequence was that some serious crime was not being properly investigated and
detected.

The JCC therefore commissioned Dr Michael Chatterton to conduct an independent
study into General Office CID to examine the issues of resilience, workload and
training and to identify the consequences. This follows an earlier report 'Response
Policing in the Modern Police Organisation - Views from the Frontline' (Chatterton
and Bingham, 2006).

There is much common ground between the two reports: both identify the
detrimental effects of the sanctions detection regime and the excessively rigid and
bureaucratic approach to targets and performance management. A combination of
these is having a pernicious and perverse effect on police operations. They are:

diverting police priorities from serious crime to chasing minor
offences;

criminalising members of the public who are not criminals in
the accepted sense;
giving the public a false sense of security that serious crime is

being detected with increasing effectiveness by the police;
and

undermining the discretion necessary for the impartial
discharge of the office of constable.

There is no change in Government and senior police management policy which is at
once more urgent and important than this.

This report reveals that there is a serious skills and experience deficit in General
Office CID. Detectives are simply not being fully trained. It is vital for chief officers
to facilitate and support the Professional ising Criminal Investigation Programme
(PIP). We call upon the Government, as an immediate response to this situation, to
specify a minimum number of fully trained detectives that each force should maintain
as a proportion of its police officer complement.



We look for a considered response to these reports from Government but, in calling
for this, we see these studies as the start rather than the end of the journey: they
provide robust and accurate qualitative evidence about the state of 24/7 response
policing and General Office CID at this point in time. What is now needed is a
quantitative confirmation of, or challenge to, this evidence which is more in the
purview of Government or senior police management to undertake rather than
ourselves.

Finally, we assure Ministers that 'the pudding has not been overegged': neither of
these reports gives the institutional views of the Police Federation, both give the
authentic views from the frontline which merit their close attention.

ALAN GORDON
Vice Chair
Police Federation of England and Wales
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EXECUTIVE SUMMARY

Background to the study

This study of General Office CID (GO CID) started on completion of a similar project
on the resilience of 24/7 response policing teams. The size of these 24/7 teams
frequently falls below minimum safety levels and the officers admitted that the
pressure of calls and other work adversely affects the quality of their response to
incidents. Of specific relevance to the present study was the resulting loss and
contamination of vital evidence and the limited time officers said they have available
to complete their paperwork.

The Joint Central Committee (JCC) of the Police Federation of England and Wales
commissioned this research in order to investigate the full extent of the ricochet
effect on the criminal investigation process and to follow up reports from Joint
Branch Boards (JBBs) and the National CID Forum of a serious shortage of
detectives and problems experienced by forces in recruiting officers into the CID.

The study investigates the level of resilience of GO CID teams, explains why it is so
low and explores the consequences for both the detectives and the investigation of
serious crime at the local level. Because the formation of Mixed Economy Policing
(MEP) teams, where police support staff undertake tasks previously performed by
detectives, is seen by some chief police officers as the answer to the shortage of
detectives a small, exploratory study was also made of a pilot initiative in Surrey.
Findings from that study and a critique of an evaluation report on the pilot are
included in the Appendix to the main report.

What is GO CID?

Go CID investigate serious crimes at the local Basic Command Unit (BCU) level.
Their work is the hardest to categorise because they have a fluid remit but in most
areas they are responsible for investigating suspicious deaths, some types of
murder, serious sexual assaults, other serious assaults, cash-in-transit robberies,
large frauds, aggravated burglary, and arson. They are perceived as the proverbial
‘safe pair of hands’ and are used by Senior Management Teams (SMTs) on the
BCUs to investigate any out-of-the-ordinary, problematic incidents.

Post-charge work is an important dimension of their role. This work, which is of
crucial importance if there is to be a successful prosecution, is discussed at some
length in the report because it is undervalued by the SMTs.

The study

With the assistance of force JBBs, 27 focus groups were set up in nine forces in
England and Wales. Where it was feasible separate groups were held for the
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constable, sergeant and inspector ranks. When there were insufficient numbers of
GO CID detectives available colleagues who had recently moved from these teams
into specialist squads were included or, in the case of detective inspectors, one-to-
one interviews were conducted instead of focus groups, normally in the workplace. In
Surrey three days were spent observing processes in the CID office from which the
six MEP teams work and nine interviews were held with people occupying different
roles within these teams.

Every group was facilitated by the writer and the sessions were taped. Most groups
were also attended by a note-taker to record the issues raised and to capture the
main points of the discussion. Each transcript was analysed in depth to identify
recurring themes and issues and references to relevant quotations were placed into
these repeated categories. This generated an abundance of rich quotations. A
conscious attempt was made to ensure that quotations regularly appeared from each
force in the study.

The depletion of GO CID

The huge loss of skilled, experienced and knowledgeable detectives suffered by the
GO CID teams, the vacancies their departure has created, and the related problems
of recruitment and retention provide the most immediately obvious explanation for
the seriously impaired resilience of GO CID teams. The reductions in the size of GO
CID teams in all the forces visited are alarming. They raise important questions
about the quality of service detectives remaining in these Offices are able to provide
to victims and witnesses. They also raise equally important issues concerning the
welfare of those detectives: the exhausting workloads and the long hours they are
required to work on a regular basis are resented and they worry about the mistakes
that occur as a result.

CID Offices are typically now operating with between a half and a third of their
establishment of detectives. Forces do not always reveal the true extent of this skill
and knowledge deficit because for statistical purposes they include trainee detective
constables (TDCs) and uniformed constables on attachment to GO CID in the same
category as trained detectives.

Despite their trainee status, TDCs are not treated as such. Despite their lack
experience they carry a full crime workload. It is not uncommon for TDCs to provide
night cover on their BCUs and on these occasions they are not always accompanied
by an experienced detective. If they are fortunate enough to have a mentor the
amount of support they receive is still limited because of the size of the mentor’s own
crime load.

Posts remain vacant because there are serious recruitment problems. Trained
detectives are unwilling to leave specialist squads for the pressured environment of
GO CID. A TDC posting is unattractive to many uniformed patrol constables because
of the perceived reduction in the status of the CID and the adverse effects of a CID
posting on work/life balance. Further, the deskilling of uniform patrol constables has
made the step up to criminal investigation work a daunting prospect.
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Explaining the deficit - where the experienced detectives have gone

As the threat from terrorism has increased and with the promotion of the National
Intelligence Model and intelligence-led policing the squad imperative has developed
a new dynamic. Group participants repeatedly referred to the ‘haemorrhaging of
detective experience and expertise’ through transfers and long-term secondments to
specialist units, squads and Major Incident Teams (MITs) at force level. This has
occurred in all forces although some have gone further than others in their adoption
of the ‘squad approach’.

Another common force-level abstraction is the enquiry into a specific case or a series
of incidents. These enquiries typically last for many months and some were
mentioned that had been on-going for several years.

The problem of abstractions to force squads has been compounded at local level by
BCU commanders taking detectives from their local GO CID teams to make up
specific BCU-based enquiry teams and squads such as Volume Crime Units, set up
specifically to improve performance on sanction detections. New positions have
been created for the same purpose and experienced detectives have been posted to
them.

The combining of BCUs has also led to a decline in the number of detective posts
and some group participants believed SMTs have relished this restructuring as part
of a perceived vendetta against the CID.

Most participants firmly believe the losses suffered by GO CID have occurred
because SMTs do not understand the criminal investigation process and do not
value the work they do. The disaffection this has helped to create among detectives
represents a serious threat to the resilience of GO CID because it is having a
damaging effect on their motivation and commitment to the organisation. The issue
of resilience is not simply a question of shortages of numbers, serious though those
shortages are. It also concerns the increasing alienation of officers who have been
some of the most committed members of the police service. The evidence
supporting this thesis is discussed in later chapters of the report.

The remit of specialist squads and their effect on the workload of GO CID

Despite the formation of specialist squads GO CID teams are still taking
responsibility for investigating the types of crime that might be thought to fall within
the remit of those squads because:

it is not immediately obvious which crime category an incident
falls into and the initial investigation is invariably carried out by
GO CID;
whether a particular crime falls within the remit of an MIT is

often decided by a process of negotiation; described in some
groups as ‘investigation by negotiation’;
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the complexity of a crime and the depth of the enquiry does
not dictate that an MIT will deal with it. If the victim of an
assault dies of their injuries, for example, in many cases an
MIT will undertake the investigation. Yet, should the victim
survive, irrespective of the complexity of the incident and the
depth of enquiry it necessitates, GO CID will conduct the
investigation, with a fraction of the detectives the MIT has at
its disposal and;
specialist squads are under-resourced and cannot cope with

the volume of work they have generated. This means they are
unable to respond to demands for assistance from GO CID
which is left to investigate crimes its members consider to fall
within the remit of a specialist unit.

The general consensus in the groups was that, on balance, the cost to the GO CID
teams of the abstractions and transfers to MITs and other specialist units at force
and BCU level represents a net loss.

The ricochet effects of the under-resourcing of the 24/7 response teams

The focus groups claimed the following factors were responsible for increases in
their workload. Each is symptomatic of the under-resourcing of 24/7 response
policing:

poor quality handover packages, resulting from the deskilling
of uniformed officers, lack of ownership of cases and loss of
interest in outcomes;
the loss of investigatory opportunities because the initial

response to incidents and actions taken at the scene fails to
secure evidence and sometimes contaminates it;

the lack of supervisory involvement and support in front-line
response policing; and
uniformed managers reducing the workload of their 24/7

response teams by defining certain incidents as serious
crimes and insisting that, as such, they fall within the remit of
CID.

Organisational priorities and their effects on GO CID

The consideration of organisational priorities expands the discussion of resilience
beyond the issue of numbers and workloads to examine the factors which are
responsible for alienating detectives in GO CID. The priorities discussed in this
chapter are a direct consequence of the adoption of New Public Management
policies in the police service.

The groups considered senior police management to be primarily concerned with:
providing an expeditious, blame-free response to critical

incidents which could put the BCU in the spotlight of publicity;
and
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the achievement of sanction detection targets.

The concern of SMTs with ensuring that critical incidents are dealt with
appropriately, as exemplified by the imperative of the ‘golden hour’ response to
active crimes, imposes further workload pressures on the skeleton GO CID teams.
Servicing these incidents is recognised to be important best practice, but the
detectives object to the same individuals

being required to work the excessive hours involved and having to abandon other
important work because there is no one else available to respond.

The concern of SMTs with meeting sanction detection targets results in a
concentration of police resources on ‘high yield’ crimes and ‘quick win’ sanctions and
in ‘housekeeping’ practices which are becoming more dubious as targets are
stretched to unreasonable lengths. Despite their emphasis on ethical policing senior
officers are accused of hypocritically turning a ‘blind eye’ to these practices.

The under-valued criminal investigation work of GO CID and senior
management’s reported lack of CID experience

While detectives see resources being poured into the production of what are
perceived to be spurious sanction detection rates, they struggle to find the time to
investigate the more serious crimes on their case-loads. They find senior
management’s low prioritisation of post-charge work particularly galling given that
the quality and timeliness of the evidence they obtain will help to determine whether
or not a case is subsequently discontinued or the prosecution successful.
Convictions are considered not to be of concern to senior management because,
unlike sanction detections, they are not counted as a measure of police effectiveness
under the current performance assessment regime. By the same token, the work of
the quick-win squads is considered to be more highly valued than theirs. GO CID
cannot compete with these squads because the type of offences they investigate
require more time and resources yet produce a lower yield of sanction detections.
The failure of senior management to resource GO CID adequately is attributed to
their lack of experience of the criminal investigation process as well as their fixation
with targets.

Unable to identify with the current priorities of their organisation, frustrated at the
manner in which sanction detection rates are created and used to create the illusion
of success in tackling crime and the undervaluing of skilled investigative effort leads
detectives to feel marginalised and disillusioned.

Consequences of the under-resourcing of GO CID for individual detectives

Having to work extended hours on a case until ‘everything that has to be done and
can be done, has been done’ has been an accepted norm with the CID for decades.
Members of the GO CID now find, however, that it is frequently impossible to
perform the more routine CID business without having to work extra hours. The
focus groups constantly referred to the requirements of the PACE clock and the time
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that it takes to process someone in custody when custody suites are busy, solicitors
and interpreters take time to attend and statutory charging has slowed down the
whole process. The detectives objected strongly to management’s requirement that
they should accept the working of these extended as hours as a matter of course.

They considered this to be an abuse of their commitment to ‘the job’ and of their
loyalty to their colleagues. It is perceived to be indicative of a management that is
unconcerned about detectives' welfare and the damaging effect regularly working
excessive hours can have on their health, family and private lives. Participants
repeatedly claimed there is no longer any ‘give and take’ in the organisation: it is now
all ‘take’. This is adding fuel to the disaffection noted above.

The perception of GO CID of their management was conveyed in the focus groups
when participants insisted there was little point in talking about the levels of stress
and stress-related illness in the GO CID teams as this was unlikely to impress ‘the
bosses’ or the Home Office. Rates of sickness were reported to be high and
detectives have quit for posts in specialist squads, as noted earlier, and for positions
outside the police service. A recent piece of research conducted on behalf of the
Police Federation on attrition rates suggests that police forces may not be reporting
accurate figures on recruitment and retention to the centre.

It was reported that an increasing number of detectives is refusing to work overtime
when asked. This may reflect a reassessment of the work-life balance but it may also
be indicative of their lowered morale. The indications are that this is likely to become
a more frequent response and, when it does, it will create a huge problem for an
organisation that has been able to rely in the past upon the goodwill of its detectives.

Consequences of the under-resourcing of GO CID for criminal Investigation
and crime detection

Despite the sensitivity of the information, members of the focus groups were
prepared to describe some of the coping tactics they have to employ to survive in
GO CID. They also provided some information about the complaints that have
resulted when these have failed. Their references to the ‘over-conscientious’
detective ‘ and the ‘premium investigation’ where sufficient resources are made
available, enabling them to pursue their enquiries to a successful prosecution at
Crown Court, provided an insight into their aspiration to perform the professional
practice that too frequently eludes them. They described the gratification they
obtained from these cases and rated those types of investigations as the most
satisfying and compensating aspect of their role.

In contrast with the ideal, the everyday reality of GO CID work is represented by the
resort to unprofessional coping tactics (which are a mirror image of what the
organisation does at a formal level), delayed investigations which can result in
discontinued cases, intelligence packages that are never actioned, serious crimes
that are not investigated and known offenders who are a threat to public safety,
committing crime with impunity.
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Discussion

The focus groups placed the blame for the serious shortage of experienced
detectives in GO CID and the under-resourcing of its teams, squarely on the
shoulders of chief officers in the force and the SMTs on BCUs.

They attributed the lack of provision to a failure of senior management to understand
the criminal investigation process, as many of them were reported to lack CID
experience, but the discussions revealed that the resilience problem has arisen
largely as a consequence of the imposition by central government of New Public
Management

(NPM) principles on the police service.

This central accountability explains management’s fixation with sanction detection
targets and the concentration of resources on high-yield crimes, many of which are
not serious enough to warrant a charge. Meanwhile GO CID teams are trying to cope
with increased workloads, resulting in part from the cut-backs in the 24/7 response
policing teams, with less qualified detectives and unqualified colleagues on
attachment from the uniformed response teams. They cope by working excessive
hours on a regular basis and by adopting coping strategies which they recognise are
unprofessional.

The detectives in the GO CID teams perceive themselves to be on the losing side.
They lose out to specialist squads internally in the fight for resources and they
believe they are on the losing side in the fight against serious crime despite what
improved sanction detection rates may lead the public to believe.

The prevailing mood of being marginalised by, and detached from, the organisation,
of being devalued, exploited and helpless to bring about any change in
organisational priorities is one of classic alienation. Ultimately, this can be expected
to have an adverse effect on the motivation of GO CID detectives, if it has not
already done so. There are already indications of this in some GO CID offices where
detectives are refusing to work excessive hours of overtime. While this is admittedly
also the result of the assessments made by detectives of their work-life balance it
indicates that they are no longer prepared to stay on duty out of a sense of loyalty to
the organisation.

The evidence from this study does not auger well for the new Professional ising
Criminal Investigation Programme (PIP). Recruiting suitable TDCs is a problem.
TDCs are not treated as trainees, are given a full crime-load immediately (sometimes
before they start their course) and they are not mentored as well as they should be.
This is a reflection of SMT's lack of commitment to the programme and their concern
with achieving organisational outcomes at the expense of promoting professional
practice.

It is much easier today, since the introduction of new reporting and monitoring
systems, for the organisation to find out what officers have done than how they have
done it. Police officers are more accountable for their actions and decisions but the
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actual processes of policing are still largely unscrutinised. That is why the
professional ising of criminal investigation practice and the sustaining of motivation
and commitment are of such importance.

Two models for organising criminal investigation identified by Burrows et al in their
study of eight BCUs are relevant to this point. The reliance on individual
professional commitment is most immediately apparent in the ideal type
‘discretionary’ model where there is ‘maximum officer ownership of cases’ and
maximum professional discretion at all stages’. ‘Knowledgeable, professional officers
capable of exercising good individual judgement’ and operating with ‘strong
individual ‘professional ethics’ are listed as requirements.

The ‘procedural’ model reduces the element of individual discretion by carefully
delineating each stage in the investigative process and by specifying, based on best
practice, what needs to be done at each stage. The inherent dangers of this model
illustrate how it can be undermined by a lack of commitment on the part of
‘operatives [who] nominally do their jobs ‘by the book’ in a blinkered way that
overlooks useful information for the investigation of crime . . . The individuals
involved may focus on the details of the prescribed activity at the expense of
attempting to achieve its purpose.’ (Burrows et al, 2005: 132 and 133).

To avoid these problems operatives need to be trained to know what is ethical and
effective best practice and how to do it. In both models the quality of performance
depends on skill, motivation and professional pride: if forces are not to lose their
detectives steps need to be taken urgently to address the issues raised in this report
that threaten to undermine all three.

The challenge for senior police management

The discussions in the focus groups revealed that there is a deeper resource issue
involved than just numbers: the depletion of GO CID and the lack of trained
detectives are acutely important matters which need to be addressed, but the deeper
resource issue is about the alienation of detectives and how this will erode their
commitment to the organisation.

Boosting motivation and sustaining commitment will challenge the leadership skills of
senior police management. The experiences captured in this report of the detectives
they are in danger of losing, provide some good clues to how this can be prosecuted.
However, until the dysfunctional consequences of NPM are acknowledged by the
Government and steps are taken to remove those elements that are antithetical to
policing, police leaders are unlikely to be able to rise to the challenge.

(xiii)

BSmith
Text Box
Our thanks again to Dr Mike Chatterton, the author of this report.




CHAPTER 1

Introduction

Background to the study

This study into the resilience of General Office CID (GO CID) was designed to follow
up on several issues raised by an earlier research project on 24/7 response policing
teams (Chatterton and Bingham, 2007). These teams of uniformed officers represent
the police service’s immediate, front-line response to calls for service from members
of the public, but they were found to be dangerously under-resourced: their numbers
frequently falling below minimum safety levels. In consequence some calls for
service are not answered at all by the police, the response to others (including 999
calls) is delayed despite their urgency and response officers are unable to spend
sufficient time at the incidents they do attend because there is invariably a queue of
calls waiting to be answered. Members of the 24/7 response teams also struggle to
keep up with their report writing and with other paperwork connected with crime
scenes and with the arrests they make.

Officers who attended the focus groups for that study admitted they are unable to
deliver the quality of service which crime victims, and witnesses to those crimes,
deserve. They confessed that vital evidence is lost when they arrive late at the scene
of a crime and when they have to leave it prematurely because of the pressure of
other calls, without completing all the immediate local enquiries, protecting the scene
etc (op cit: 103).

It is abundantly clear that the pressure these uniformed officers are working under
adversely affects the quality of their performance and this, it was assumed, is having
a direct effect on their colleagues in CID who subsequently take over the
investigation of many of the crimes which they have initially dealt with. The success
of follow-up enquiries by CID will be influenced by:

how thorough the initial response has been;
whether potential victims and witnesses have been identified;
the quality of the paperwork submitted about the incident;

and
the amount of evidence recovered from the crime scene and

the care taken in securing it.

These were all aspects of incident attendance 24/7 officers had said they struggled
to do effectively.

This study

The research reported here, also using focus groups, was designed to investigate
the hypothesised fall-out from the under-resourcing of 24/7 response policing. When
they commissioned this study the Joint Central Committee (JCC) of the Police
Federation of England and Wales were also aware of the initial findings of a piece of
on-going research by the National CID Forum. That research was investigating the
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number of vacancies forces were carrying in their CID and preliminary results
indicated there was a serious shortage of detectives. At the same time Joint Branch
Boards (JBBs) in forces across England and Wales were reporting that their forces
were experiencing difficulties attracting officers into the CID and that these
recruitment problems were impacting badly on the GO CID teams.

The aim of this GO CID study is similar to that of the 24/7 response policing study: to
investigate and to explain the resilience of the GO CID teams and to explore its
consequences. The project was extended, following claims about the success of the
Surrey Police Work Force Modernisation pilot initiative where mixed teams of police
officers and support staff investigate Volume Crime. The Waverley initiative was the
first to be set up in the force and it had been in operation since November 2004. A
small, exploratory study was made of the scheme in the summer of 2007 which
allowed a two-and-a-half year bedding-in period before the visit. The results of this
study are reported in the Appendix.

What is GO CID?

When force JBBs were approached to assist in the setting up of the focus groups it
was discovered that forces use different terms to describe the teams that were of
interest to this study. We broadly described them as the generalist, reactive teams
which were available to respond to crimes such as serious assaults, rapes,
suspicious deaths, arson etc. This loose definition was offered to distinguish them
from other teams on Basic Command Units (BCUs) such as Community Safety Units
and Family Protection Units, which are also reactive but because they specialize in a
particular, narrower band of crime, fall outside the scope of this study.

The GO CID teams are responsible for investigating designated crimes and for
processing suspects through the various stages of the criminal investigation process
which, it is important to note, extends to working with the Crown Prosecution Service
(CPS) and barristers acting for the prosecution to provide evidence and bring cases
to trial. They take over the management and investigation of crime scenes from the
24/7 uniformed response officers. During the night, members of the teams will
provide cover, on a rota basis, attending incidents and giving advice to their
uniformed colleagues.

According to one authoritative writer on the CID, the work of such ‘generalist’ CID
offices ‘is the hardest to describe or categorise’ (Maguire, 2003: 371). The findings of
this study confirm there is no one, all-encompassing definition of the remit of GO CID
that will apply in all forces or BCUs.

Fluidity of the remit

One of the first questions participants in the focus groups were asked was how the
investigation of crime is organised within their forces, their BCUs and their office and
the variability across BCUs, even those within the same force, quickly became
apparent. The remit of each GO CID is fluid because, as the focus groups repeatedly
confirmed, they are perceived as the proverbial ‘safe pair of hands’ and are used by
Senior Management Teams (SMTs) to investigate any out-of-the-ordinary,
problematic incidents.

We are expected to deal with incidents that fall into the ‘too-difficult
2



to do’ bracket because the investigation has got to be done
properly.

Even where the remits of the GO CID teams and of the specialist units are formally
defined, the fluidity of the GO CID remit is demonstrated by the issues which are,
nevertheless, still subject to a process of negotiation:

which offences are investigated by which team;
which suspects are interviewed by whom; and
which incidents will be allocated to which unit.

This is an important finding because of its direct relevance to the workload of GO
CID teams. It is discussed at much greater length in Chapter 4.

Bearing in mind these important caveats the following extracts from the transcripts of
the group discussions have been selected to provide an insight into the range,
seriousness and complexity of the crimes investigated by GO CID teams across the
sample forces. The remits described by participants included:

Serious assaults, armed robberies, large frauds, aggravated
burglary, sex offences, rapes and high-value arson.

Robberies, indecent images on personal computers, serious
assaults, sexual allegations (outside of family).

We cover murder, rape, arson, fraud. Fraud is a major problem
because they just don’t do one cheque, or credit card fraud. One
recent credit card fraud case in the office lasted for over two years.

I’ve got the five robberies which are part of a series. I’ve got two
rapes where the offenders are on bail and I am waiting for forensics
to come back. I’ve got a case where a lorry driver is claiming he
was robbed of his load but we’re looking into whether he set it up.
I’ve got two other sexual activity crimes, one the offender is 11 and
his victim is 12, both have got special needs. And I’ve got a load of
burglary dwellings, eight or nine. I’m also a Tier 3 trained
interviewer so though I have my own workload suddenly a job will
come in and I’m taken away.

At the moment I’ve got two rapes, two sexual assaults, one child
pornography case and a large ongoing fraud case involving four
arrests [outside of force].

Some of our cases involve complex issues. I’m dealing with medical
deaths which raise gross negligence issues and possible
manslaughter; drugs deaths, and that sort of case is involved, you
know.

Since the [murder of woman by her partner which had resulted in a
force enquiry into police handling of domestic disputes], the big ‘hot



potato’ now is any domestic dispute. So any domestic which has a
potential to turn into a murder further down the line, [GO CID] will
now generally deal with, doing all the full background checks,
collating everything and making sure the bloke is remanded.

We deal with burglary, robbery, sexual offences, Section 18
wounding provided it satisfies certain criteria: life-threatening
injuries, nasty facial injuries, or requires a lot of investigation or
statement taking, like an assault on a tram where you’ve got loads
and loads of witnesses.

In our area the CID remit is out of the window. We have not got one
and that needs to be addressed. At the moment, any type of crime
the CID will deal with it. We are dealing with all sorts of low level
crime, which uniformed officers can’t or won’t deal with.

During an interview, a GO CID manager was asked about the workload of his team.
He allowed one of his team to be selected and brought up his crime load on
computer screen. It comprised: two aggravated burglaries; one cash in transit; one
suspicious death; eight ‘bogus official’ burglaries (part of a series); one deception;
one rape; one downloading of child pornography; and one Section 18 assault.

The above examples of GO CID remits suggest that certain crimes form the core of
the remit and in that respect they are representative of the others described in the
focus groups. The variation occurs in the crimes that are added to that core. In some
BCUs the GO CID teams usually investigate domestic burglaries whereas their
counterparts in other BCUs will only be allocated these crimes if they form part of a
series. The report of a recent Activity Based Costing Analysis in one of the forces in
our study illustrates the variation that can exist in the way GO CID teams are used
within one force. Davies reports that in South Wales Police:

'CID are not utilized corporately or effectively across the force. When CID
officers are utilized to tackle crimes such as domestic burglaries, the positive
impact it has is clearly evident. However, the varied tasking of these officers
across the BCUs results in them dealing with a myriad of offences such as
criminal damage and other thefts' (Davies, 2007: 8).

Conduct of this study

With the assistance of the force JBBs, 27 focus groups were set up in nine forces in
England and Wales. With the exception of two forces, where one of the groups
comprised representatives of all Federated ranks, constables and sergeants were
kept in separate groups. Where there were insufficient inspectors available to make
up a group, face-to-face interviews were arranged and most of these interviews were
conducted in the workplace.

In Surrey three days were spent observing processes in the CID office from which
the six ‘mixed economy’ teams work and nine interviews were held with people
occupying different roles within the teams including one of the detective sergeants
responsible for the day-to-day management of the office. One day was later spent at
Guildford police station in the Crime Management Unit.
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The forces selected to be representative of England and Wales were:

Greater Manchester Police
Hampshire Constabulary
Lancashire Constabulary
Leicestershire Constabulary
Metropolitan Police
North Wales Police
South Wales Police
Staffordshire Police
Warwickshire Police

Because of the pressures on the GO CID teams it was not always possible to
provide the ten participants that had been requested. In many forces the organisers
of the groups sensibly arranged for detectives to attend who had recently transferred
to specialist squads from GO CID. They were asked to reflect on their experiences
prior to their recent posting for the purposes of the discussion and it was also useful
to have their observations on the staffing position in their new units.

Each group was led by the writer and the participants were asked if they had any
objections to the session being taped. No-one objected and a digital voice recorder
was used to tape the sessions. However, experience has shown that it is not
possible to control for the effects of background noise and when several participants
talk at the same time, or with strong regional accents, the quality of the transcription
suffers. Most groups were therefore also attended by a note-taker to record the
issues raised and capture the main points of the discussion. When it was feasible to
do so, participants were issued with a proforma and 105 of these were completed
and subsequently analysed. The main purpose of these pro-formas had been to
help participants marshall their thoughts prior to the focus group discussions rather
than to elicit hard data as such. However, any useful information gained from this
exercise has been included in this report.

To encourage a frank discussion, participants were given a guarantee of
confidentiality and anonymity. The focus groups were relatively small and so, to
protect the identity of the participants, wherever possible quotations used in the
report have not been attributed to a particular rank and the force of the participant
has not been identified. As particular forces use specific terminology for certain
structures and processes, references to these in the quotations could have identified
the force of the contributor so standard terminology has been adopted, even though
individual forces may not use those terms. For example, BCU has been used
throughout the report to refer to the command unit even though the Metropolitan
Police use the term ‘borough’. Similarly some forces use other expressions to refer
to their Senior Management Teams, Major Incident Teams etc.

Each transcript was analysed in depth to identify recurring themes and issues and
then to organise the quotations under these repeated categories. This generated an
abundance of rich quotations and one of the hardest tasks was selecting which ones
to include in the report. A conscious attempt was made to ensure that quotations
regularly appeared from each force in the study.



All methods of data collection have their limits and it has not been possible to collect
quantitative data to investigate further the qualitative findings from the focus group
discussions. However quantitative data from the literature have been provided
where they support or throw light on these findings. Despite the absence of study-
produced quantitative data the findings reported here are robust and give an
accurate picture of GO CID in 2007. The fact that the same issues were raised in
every group and there was a general consensus on their causes and consequences
supports that claim.

Other studies

Several of the participants in our focus groups had recently attended a focus group
on a similar theme led by representatives of Her Majesty’s Inspectorate of
Constabulary (HMIC). If any of the findings of this report differ from those of the
HMIC study, such differences will provide an agenda for discussion among
interested parties.

Further weight is added to the findings of this study by research carried out
elsewhere previously and reference to the conclusions of those projects, and other
publications on the criminal investigation process, are cited where relevant.



CHAPTER 2

The skills and ex perience deficit in GO CID

The depletion of GO CID

This chapter focuses on what are perhaps the most immediately obvious
explanations for the impaired resilience of GO CID teams: the huge loss of skilled
and knowledgeable detectives they have experienced, the vacancies this has
created, and the related problems of recruitment and retention. The resulting skill
and experience deficit is worse than figures released by police forces suggest
because those statistics normally include trainee detectives (TDCs) and uniformed
officers on attachment who have been used as replacements but who are obviously
not fully trained and experienced in the field of criminal investigation.

Staffing deficiencies were presented as the major issue in every focus group and
‘Lack of qualified staff’ was the frustration most frequently recorded by participants
who completed the proforma. Those frustrations are increased by what is perceived
to be senior management’s apparent indifference to, or denial of, the problem.

You take a Leadership Course and you sit there for a week and a
bit, learning about [the force’s] Police Values-Driven Leadership,
and you just want to spit. It’s pie in the sky, because you come back
and you’ve only got half the team you should have.

My team is depleted all the time. We should call our duty state the
visitors book. If, at any time, I had all six of them in at once I would
take a team photo. But it’s not funny. We are losing camaraderie.
The losses cause resentment in the team.

In every force visited, GO CID offices are staffed by relatively small, skeleton teams
of detectives, TDCs and uniformed officers on attachment which are struggling to
cope with workloads that were once carried by larger teams of experienced
detectives.

This general decline in CID numbers has been on-going in most forces for a number
of years and some longer-serving members of the focus groups argued it had been
happening slowly for over a decade:

The demise of the CID really started ten years ago or more.

Others reported that the rate of the cuts had accelerated over the previous two to
three years, as other departments and squads had expanded.

The following is a typical comment:

In three years of me being DS at W I’ve never had more than three
DCs. My shift strength on paper should be five.
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The reductions in the size of GO CID teams in all the forces visited are alarming.
They raise important questions about the quality of service the detectives remaining
in these teams are able to provide to victims and witnesses. They also raise equally
important issues concerning the welfare of those detectives, their workloads and the
long hours they are required to work on a regular basis. These issues are addressed
later in Chapter 8.

There are areas of the country where CID Offices are, in effect, regularly shut down
for lengthy periods because there are frequently no detectives on duty to cover those
tours of duty or closed because the few detectives that are on duty are all involved
on an investigation that has had to be fully resourced.

We’ve got two reliefs wiped out at the moment, all abstracted to the
various murders or major incidents. At this precise moment in time
the CID Office is closed. That means there are no [GO CID]
detectives working in the town of N.

There was a twelve-month period where myself and a colleague
were the only two left out of an office of 12 - two of us!

GO CID teams are typically operating today with between a half and a third of their
formal ‘establishment’ of detectives.

At the moment we’re carrying six DC vacancies plus six other
abstractions, that’s twelve missing out of the 28 we’re supposed to
have.

I work in the main CID Office. There are four DSs and each one has
one DC and two TDCs. We're meant to have two DCs in each team
but we don't have the capacity to do that. Invariably I find I am the
only substantive detective on a late turn for the whole BCU.

Out of potentially six staff we’re usually running with two officers.

I’ve got seven staff in my team on paper but four are currently
absent [lists reasons for the abstractions] so actually doing the work
I have got three and that’s looked at as quite good in our office, you
know, I’m flush!

In the last six weeks, we’ve had two DCs leave on promotion to
sergeant then three went on an enquiry that started last week. None
has been replaced and that’s a third of the Office.

In some forces the staffing position has become so desperate that management has
decided no detective is to be permitted to transfer out of GO CID. Promotion is the
only escape route from these BCUs.

The majority of BCUs have been ring fenced. People in those BCUs
are being treated unequally – officers can’t move off them unless
they go for promotion as an escape.
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The replacements

Alarming as the figures quoted above are, the position with regard to experienced
detectives is even worse. The groups argued that the true extent of the resilience
problem would be revealed if the number of posts vacated by experienced detectives
and now filled by TDCs or uniformed constables on attachment to GO CID, were to
be added to the number of vacant posts. That figure would provide a more accurate
picture of the skill and experience deficit in GO CID.

To appreciate the real problem [of resilience] you’ve got to look at
experience and skills as well as numbers. What counts as a
detective to some people does not fit my definition. In our area
we’re said to have something like 53 DCs. In fact we haven’t. We’ve
only got 16 detectives. The rest of them are TDCs and PCs on
attachment.

It’s a numbers game. We have people counted as detectives for the
sake of the figures, when they have very few more skills than their
uniform colleague. Quite frankly I think that is disgusting, but the
force has had to do it, and call them detectives, because otherwise
it would really highlight just how few detectives there are.

There’s this grey area between what is a detective and what is
somebody working in a CID office. The distinction doesn’t seem to
matter any more as to whether you’re a PC or whether you’re a
TDC or whether you’re a DC. So if you ask the question how many
detectives do I have, I would need my spreadsheet but if you ask
me what proportion of those are trained detectives I can tell you -
about 5%.

For appearances sake they have officers called detectives in units
like Family Protection but they are not fully trained detectives.

Group participants argued that TDCs should be recognised for what they are –
detectives in training. As such, it was seen as appropriate for them to carry a case
load of crimes but these crime loads should be lighter and the crimes should be
selected to provide the best learning opportunities for them. Each crime would be
appropriate to the TDC’s level of experience and be chosen in accordance with the
plan for their development. Each TDC should be provided with a mentor who would
be accorded set-aside duty time to coach and guide them.

Having described the formal version of TDC training and development, participants
in the groups then explained the reality. TDCs are not treated as trainees. They are
exploited in a similar way to uniformed constables in their probationary period
(Chatterton and Bingham, 2006: 99). They are expected to carry a full crime load.
They do not always have a mentor and even when one is appointed, the mentor’s
own crime load invariably prevents them from giving the required support. Yet,
despite their own reservations, detectives on the GO CID teams cannot afford the
luxury of treating them any differently than they would an experienced colleague.



There’s absolutely no way, with the staffing levels we’ve got, that
we can carry them. I mean you get two come into the office [as
replacements] and I’ve known it to be more than that. There’s no
way we can carry two people for three, four, five months before they
have their course and them not have any crimes. We just can’t do it.
We don’t have the staffing levels to do it.

Now when someone walks through the door of our office they’ve got
a full desk [of crimes], simple as that.

It is not uncommon for TDCs to provide night cover on their BCU and on these
occasions they are not always accompanied by an experienced detective.

So I went from [24/7 uniform] response on 1st July to TDC. On 10th

July, I was the only detective on duty on nights covering the whole
BCU.

Forces were accused of ignoring the gaps in the knowledge and skills of TDCs which
can be extensive.

We've got two TDCs in the BCU who have never done probation as a
police officer as you know it. They did their street duties and came
straight on attachment to the CID.

It can be a considerable way into the training period before those skills gaps begin to
close and trainees can spend several months in the CID Office before they even
start their formal training.

They say they’re not supposed to have their own crimes until after
they’ve done the six week course. Yet they can be waiting up to five
months for their course. Some hope!

Also overlooked when TDCs are included in the establishment of the GO CID teams
is the fact that, once their courses commence, they are then taken away for weeks at
a time which further reduces their contribution to the work of the team.

The prevailing view in the groups was that it would be fairer all round to count TDCs
as a liability not a resource. Group members considered this to be consistent with
their trainee status and they were critical of forces for failing to recognise this fact
and for not taking into account the extra work TDCs generated for other members of
the GO teams; particularly first line supervisors. Supervisors have to remain vigilant
and closely scrutinise the work of trainees because of the understandably greater
potential for mistakes. This has been exacerbated by the problem of recruitment (see
this chapter below) which has meant that officers are now being admitted into the
CID before they are ready.

No it is wrong. When someone comes in they’ve possibly
investigated a few robberies then they’re thrown right in the deep
end. On their duty week they could pick up a rape, a Section 18, a
serious fraud so from Day 1 they’re involved. They get completely
bogged down with it.
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Group members and particularly supervisors were critical of the practice of including
the number of uniformed officers on attachment to the CID in the total figure of
detectives in order to hide the skill and experience deficit in Office CID. This practice
exasperated respondents because, as they pointed out, these officers are not even
training to be detectives.

The unit I’ve just come from was supposed to be staffed with nine
detectives and the same number of attachments. Routinely I had
four detectives, two of which were on a CID course and three
uniformed attachments. So your uniform attachments would be your
investigators. They didn’t get to work alongside the detectives as
intended. They were all you had and they generally had to deal with
it as it came through the door.

An additional problem for CID supervisors in some areas arises from the fact that
these uniformed officers on attachment may be counted as part of the CID but their
uniformed supervisors still have first call on their services and consequently,
whenever additional officers are needed to police special events, they are pulled
back to their sections.

Although all the PCs that come in are shown as under the CID
portfolio the uniformed portfolio still have sort of leverage over
them. So you find instead of four you’ve only got two because two
of them have been pulled back into uniform to police a football
match or something.

It happens all the time in our area with the PCs who are brought
into the CID. It’s an absolute pain when you are short-staffed
already and suddenly your officers are put back in uniform to cover
an event.

Recruitment problems

The problem of recruiting into the CID and its consequences for selection was raised
as a major issue in a large majority of the forces visited. In many areas posts remain
unfilled because it has not been possible to attract officers in other roles to apply for
them.

You advertise these jobs. I’ve got a DS’s vacancy at L town. Today
is the closing date, five o’clock this afternoon and when I left to
come here there had still been no applicants. We’ve already
advertised one of the DC's vacancies four or five months ago but
nobody applied for it. There are no qualified DCs to spare.

Advertisements for posts have been followed up by personal approaches to officers
who are considered to have the aptitude and ability for CID work. This has generally
failed to secure an application.

I was asked to put somebody’s name forward from uniform who I
thought would make a good detective. They approached him to see
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if he was interested and when I saw him afterwards he said ‘I
thought we were mates, what on earth did you volunteer me for that
for?’

The reasons offered for the recruitment problem were chiefly connected with the
perceived reduction in the status of the CID, the nature of CID work and the adverse
effects of a CID posting on work/life balance. These will be discussed in more detail
in Chapter 8. The relative attractiveness of the shift systems worked by 24/7
response officers in many forces, Special Priority Payments (SPPs) and the de-
skilling of 24/7 response officers through the introduction of prisoner reception teams
etc were also frequently given as reasons why response officers are reluctant to
apply for attachments to the CID and traineeships.

We only had one applicant for the latest post we advertised.
Attractions of uniform are the 12-hour shift pattern –4 days on then 4
days off and SPPs. So it cost him to transfer to CID. The
unfavourable shift pattern puts off women from applying in particular
- we regularly have to work 16 hours at a time - and the belief they
will be lumbered with all sexual offences is also a disincentive.

For many constables a CID posting is a daunting prospect.

What we’re finding [as a result of de-skilling] is that for anyone
coming on a traineeship, the gap is so vast they are either put off or
struggle to do it within the year. Take putting in complex committal
files – there’s a hell of a lot of learning to do there. In the past,
people will have put in a few committal files - perhaps not
particularly complex ones - but at least they knew the basics.
They’d had a grounding.

If this argument is correct, and if response officers in a few areas still have a basic
grounding in conducting suspect interviews, putting prosecution files together and
giving evidence in court, they are less likely to be fazed by the prospect of a CID
posting. These areas could be the few BCUs where there was said to be no problem
in recruiting into GO CID. Some areas have retained a model that historically
provided uniformed officers with a route into the CID. In these BCUs uniformed
officers are still given the opportunity of an attachment to a proactive unit which
provides an introduction to a similar kind of work and gives those who enjoy the
experience the confidence to move onto a traineeship. The new burglary units were
said not to provide these training opportunities because of the pressure on them to
produce results. An officer in an area where recruitment has become a problem
spoke favourably about the system that had previously existed in her force.

I think they used to be better prepared. Certainly in this force, there
used to be a recognised sort of progression if you fancied the CID.
There used to be the burglary units, for example. If you went on the
burglary units that was like the way forward to get onto a
traineeship.

The other areas where there is reportedly no problem recruiting into GO CID are
those BCUs where uniformed officers desperately want to escape from 24/7
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response policing because of the even more unfavourable working environment
there.

There were three traineeship places advertised on the BCU and
there were 25 applicants. Because of the staffing shortages in
uniform and the shift changes that have been brought in, and all the
other problems that they’ve got in uniform, these officers wanted
out.

Retention problems

Some areas reported they experience a problem retaining TDCs whilst others have
had no difficulties retaining people after they have been persuaded to take a
trai neesh i p.

In the autumn time, we had three TDCs and within two months we’d
lost two of them. They just said ‘this is not for me’.

It was claimed in some groups that this problem is linked with the recruiting issue.
Because it is difficult to fill GO CID posts the selection criteria are said not to be
applied as rigorously and, as a result, a growing number of those selected lack the
required levels of ability, motivation and commitment which applicants had when
there was fierce competition to enter the CID. Some applicants who enter the
department under the less exacting criteria soon discover they cannot cope with the
demands it makes on them.

In the last 12 months three people have come to us on attachment
from uniform. All three have gone back and these are people with
more than 10 years' service. They must have thought the CID sit
around eating toast and drinking tea all day.

The following quotation is illustrative of many of the points that were made about
recruitment and retention in GO CID although the observations about the nature of
24/7 response work would not have been endorsed by members of all the groups.

In years gone by you would have four applicants for every vacancy.
So you had people who really wanted to be detectives. They had
the drive to get in there so if you'd put all that time and effort into
getting somewhere you weren't going to give up very easily.
Whereas now, you have ten vacancies and, if you’re lucky you have
six people applying and really, to be brutally honest, there’s not
sufficient evidence in their applications to warrant giving them the
job. But you’re under strength so you take those six who haven’t
really got the skills to start off with. They get swamped with a
massive workload and pressures from above. They soon realise
they don’t want it. “Sod this I’ll go back to team”. So they go back to
an attractive shift system where they can plan their time off, get
their SPP, not carry a crime load and when they finish at 6:00
o’clock in the morning that’s it, they've finished.
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CHAPTER 3

Explaining the deficit - where have the experienced detectives gone?

Secondments and transfers to permanent teams in force

The GO CID teams have lost experienced detectives through transfers to Major
Investigation Teams (MITs) and Specialist Squads. These are permanent teams
dedicated to the investigation of major incidents and strategic threats. The types of
MITs set up in forces varies as some forces have pursued a more differentiated and
specialist model of crime allocation and investigation further than others.
Representatives of those forces typically commented that on every occasion a new
challenge arises management’s response is to set up a new squad to deal with it.

There’s a large team being formed at Headquarters as we speak –
for Level Two and major crime, and they have been taking DCs
from area. I know that in S [neighbouring CID Office], every DC has
applied for one of these jobs at headquarters, potentially leaving
just two DSs!

In all the forces visited the number of specialist units created over the past two to
three years has been sufficiently large to have caused a major abstraction problem
for GO CID through long-term secondments and transfers of experienced detectives.
Group participants repeatedly referred to the ‘haemorrhaging of detective experience
and expertise’ to specialist units.

Hundreds and hundreds of years, without exaggeration, of detective
experience has left the CID and gone into Major Investigation
Teams. The detectives who went, couldn’t wait to leave because
they saw the way the CID was going. Specialist crime squads
benefited ‘big time’ but area CID was left absolutely drained dry.

The squads most frequently mentioned in this connection were Anti-Terrorist Squads
and MITs but during the course of every group discussion references would be made
to other squads and specialist units. Respondents commented ‘We have a squad for
everything.’

Since 9/11 Special Branch has seen big increases. They’ve created
DSUs, Dedicated Source Units. They’ve increased the size of the
LIOs, Local Intelligence Offices. An extra Surveillance Team has
been created. They’ve increased the size of the Financial
Investigation Unit. We’ve got bigger Drug Squads. Where have all
those officers come from to fill those squads? They’ve come mostly
from the experienced officers on CID.

We have two whole teams – that’s a DS and four DCs - wiped out
at the moment through secondments to an MIT - all abstracted to
assist squads with various murder enquiries or major incidents.
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We’ve had two staff permanently on a murder enquiry for like
eighteen months. So from a staff of five that leaves three of us to
keep the ball rolling.

When detectives either transfer or join specialist squads for long periods of time their
cases have to be reallocated to their colleagues, adding to their case loads.

So instead of 20 detectives potentially we are now working with an
office of ten on average and they have to shoulder the daily work
load of 20 detectives. Those abstracted to the MIT and other
Operations don’t take their cases with them.

Members of the focus groups were convinced these transfers were ‘one way traffic’.
It was thought to be unlikely that their former colleagues, having achieved ‘their
escape’ from the pressurised GO CID environment, would willingly return to it. The
consensus was that it was unlikely the force would require them to, given the
continuation of the strategic threats.

Once they see an opportunity to go onto one of the squads. . . or
onto a surveillance or other specialist team in headquarters they’re
off. The overtime is good, the stress is far less, working conditions
are better, they get better equipment and stuff like that and once
they’ve gone there that’s it, they don’t want to come back.

If you can get an experienced detective who's got five or more
years CID experience in the Reactive Office [GO CID] they are an
absolute godsend. Trying to attract them to come back [from
specialist squads] is a real problem across the whole force.

Long-term secondments to specific force enquiry teams

Another common force-level abstraction occurs when forces set up teams to conduct
an investigation into a specific case or series of incidents. In every group detectives
made some reference to one or more such enquiries that had lasted many months
and to some that were still on-going after several years. Force policies preventing
the replacement of detectives seconded to such enquiries mean the GO CID teams
are obliged to carry the vacancies

So out of a potential six members [of the GO CID] we’re normally
running with two officers. And they say that they can’t replace these
officers as they’re seconded onto a long- term enquiry.

Abstractions for shorter periods of time

Many MITs are not self-sufficient and are obliged to call upon members of the GO
CID to help them out. Having experienced a significantly increased workload through
transfers and secondments of colleagues to these teams, members of the over-
stretched GO CID found these additional demands difficult to bear.

Specialist squads run out of staff. They are not staffed sufficiently.
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We still suffer abstractions because the force hasn’t got the
capability of dealing with Level 2 criminals with the squads it has
got.

We supply the Murder Squad with additional people to support them
because, even though they’re bigger than probably any of our GO
CID teams combined yet they still cannot support their own work.

If there’s is an anti-terrorism operation they have carte blanche to
take staff. All it needs is a phone call 'I want your Tier 5 advisors,
your Tier 3 interviewers, whoever’s available, we’re having them'.
Off they go. There’s no thought of backfills, so straight away for a
relatively small office such as ours the loss of one person, it’s a
third of the strength of our team straight away.

When members of the GO CID teams are called away to assist they can be asked to
perform a specific role such as Exhibits Officer or Family Liaison Officer. This
increases the cost of the original abstraction because they are required to accept
follow-up work associated with that role after they have returned to their teams. In
fact the dual role commitment can continue right through to the trial stage.

I was called in as an Exhibits officer on a couple of murders and I
am stuck with it. The Major Incident Team have moved on to other
jobs but I am left with it. 'We’re onto something new now, we’ll leave
it with you'.

Family Liaison Officers come from the [GO] CID. The Major Incident
Team never say, 'That’s it, you’re done now' until you’ve been with
it all the way. I’m still involved as the Family Liaison Officer for the
first murder this year [four months earlier] and I interviewed on a
second one. So what has now landed on my desk are all the tapes
and transcripts to read through and check. I am going to have to
find time to do it because the job will have to be done, and quickly,
as all of them are subject to time restraints. Those are the sorts of
things that keep coming in, yet you’re expected to do your normal
job at the same time.

BCU-level abstractions

Commanders have also moved detectives from their local GO CID teams to form
specific BCU-based enquiry teams or to occupy posts created specifically to improve
performance.

In this respect the BCU structure mirrors the position at force level and, as with
forces, it was found that the extent of squad specialisation varies across BCUs. For
example, Volume Crime Units which had been in existence in other forces for over a
year had just been introduced on one BCU on the week of the focus groups.

Local abstractions onto specialist crime and enquiry teams

Commanders have selected experienced detectives to work in and, in some
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instances, to manage and supervise, teams comprising mainly of police officers
abstracted from the uniformed 24/7 responses teams. In the forces visited, BCUs
have established, as a minimum, dedicated teams to investigate domestic burglaries,
street robberies and motor vehicle theft.

Setting up a specialist theft or motor vehicle squad or what have
you, the first thing they’re going to ask for is investigative ability.
The first thing the Commander wants is experienced DCs. Problem
is there aren’t enough detectives to go round these days.

In addition enquiry teams have been set up at BCU level. The discussions referred to
numerous, lengthy BCU-based enquiries that have added their share of abstractions.

One detective cited the instance of a riot in a prison local to their BCU:

Over 100 prison staff were involved in subduing the riot. A DS and 2
DCs have been deployed on this enquiry ‘for as long as it takes’ to
investigate some issues that have arisen in connection with the riot
and the response of the authorities to it

During what this respondent anticipated would be a protracted enquiry the CID Office
would have to manage the work load with the resources that were left.

In another force a detective explained how the setting up of a number of separate
BCU enquiries had reduced the GO CID complement of 30 by half.

We’re just completely under. The rest are abstracted all over the
place. Four or five small rooms have been set up for serious one-off
jobs. I mean, for example, we’ve got a case at the moment, it’s a
nine-handed kidnapping. The DCI set up a room and took four staff
for that. And they’re dedicated just to that crime. Every month it gets
extended for another month and it’s been going 15 months.

Like the MITs the local squads and enquiry teams are not always self-sufficient and
again members of the local office CID suffer further abstractions by having to assist
them.

Local abstractions to specialist posts

In addition to the squads, BCU commanders have also deployed detectives into
specialist posts where they advise, direct, and monitor the investigative work and
evidence collection of less experienced, uniformed colleagues.

Bearing in mind the variation across BCUs, the following were included as examples
of how detectives have been deployed to teams, or are in posts, responsible for:

screening crimes and selecting those to be allocated for
further investigation;

advising uniformed constables and helping them with action
plans for investigating street crimes and public order offences;
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interviewing arrested persons;
performing a Gatekeeper function by reviewing the quality of

evidence and advising on additional requirements before
officers present a case to the CPS; and
acting as Crime Managers responsible for reviewing the

actions completed on each allocated crime and assessing
whether the recommended outcome for closing the case is
appropriate.

The specialisation that is evident in these examples is unequivocally performance-
related. It is aimed at improving and sustaining the performance of the BCUs in
relation to force and national targets and to ensure work meets the standards which
all investigations, reports and files are now required to attain.

Several of my detectives have been abstracted onto a Volume
Crime Unit which is answerable to me in the first instance. It’s been
set up this week to investigate street thefts and robberies. Six
officers work 8am to 10pm, two on each shift. They are needed
because the standard of investigation by the average uniformed
constable is so poor. This results in low detection rates. These
Units are responsible for ensuring investigations are conducted
properly.

The BCU senior management teams’ habit of forming these specialist units was
often criticised because it was perceived to be an unnecessary ‘knee-jerk’ reaction to
performance targets which deflects investigative effort from the crimes and criminals
who represent a genuinely serious problem. Concentrating resources in this way is
considered to be wasting a considerable amount of effort and to produce a load of
spurious detections (see Chapter 6).

They’ll form a squad to deal with a particular problem which
shouldn’t be a priority because it’s not a serious problem per se.
The problem is that they haven’t reached the detection figure they
should have. Usually it starts around November/December time
because they’ve got to get the figures by the April. So they draw
people, detectives to start with, but they’ll pull uniformed officers as
well. They’ll put a DS in charge and say, ‘right I need you to go
through all the last year’s burglary dwellings to see if there’s any
that have slipped through the net'. You know, where forensics
haven’t come back or not been looked at, any fingerprint packages
that have come through and been missed. A lot of effort but when I
see the result I often question whether it was worth it.

Cuts in the number of posts in GO CID

One explanation offered for the reduction in CID posts is force restructuring.
Positions in the CID have been designed out, and departments have disappeared
completely, with the combining of smaller BCUs into larger units. Management and
supervisory posts in the hierarchies of some of the original BCUs have been
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dissolved and the total number of detective posts in the larger configuration is less
than the combined total of the previously separate units.

The restructuring has reduced us from four areas to three. In theory
we should have 56 DCs - that’s the establishment. This morning I
reckon I’ve got, encompassing burglary, robbery and vehicle crime,
about 16 detectives and probably about another ten uniformed
attachments and we’re going to be dealing with over half the force’s
core crime. In fact I’d say, over half.

Because BCUs were amalgamated, staffing reduced and
responsibilities were increased. We’ve now got one DI on cover,
covering what were three BCUs [names the three areas which each
had their own police station and CID Office prior to the
amalgamations]. When we amalgamated into one BCU we got one
CID team. So before we had three CID teams, one sergeant and
three detectives at H, one sergeant and two detectives at C and
one sergeant and four detectives at S. Since we went down to one
BCU, we have one sergeant and three detectives to cover that
entire area, with one DI on call rather than two. And these are busy
areas. I’ve been called out to three shootings in a week.

According to our groups reductions in the GO CID posts on such a scale would not
have occurred if members of ACPO and SMTs understood fully the nature of
detective work and the criminal investigation process. There is a discussion of these
views in Chapter 7. Some participants took a stronger, conspiratorial line, by
suggesting the cuts in numbers resulted from a vendetta against the CID regime.

The demise of the CID really started ten years ago or more. It was a
clear uniform- led ‘stamping on the CID’. There was no respect for
detectives – no longer valued. They were scared of us. It started
with the breaking up of CID offices. If a DS was abstracted he
wasn’t replaced, the DI’s were abstracted, they weren’t replaced. I’d
come on a shift on a very busy area, carrying a huge crime load
and I would be on my own or have a maximum, over an 18 month
period, of three detectives - not together at one time but covering
the whole of that CID. So you’d come in regularly and work a shift
on your own. You’d get the local commander who has absolutely no
idea, not a detective bone in his body, coming in with absolute
nonsense and we had no-one to take it to because our managers
were abstracted.

Confirmation for these participants of the collusion against the CID was provided
when the separate CID hierarchy was dismantled and GO CID was put under the
direct control of uniformed chief inspectors and superintendents. In some forces the
‘total demise’ of the CID had finally occurred recently, with the inclusion of GO CID
detectives in local policing teams which had placed them under the management
and supervision of uniformed inspectors.
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Routine abstractions

In addition to the vacancies discussed above GO CID also have to cope with further
reductions in their strength caused by abstractions through annual leave,
maternity/paternity leave, part-time working, training, court attendance and sickness.
The last of these compounded the workload problem which was itself the cause of
stress-induced sickness absence.

Discussion

The focus groups revealed that a serious and alarming situation has arisen in GO
CID teams across England and Wales: these teams are operating with a fraction of
the detectives they require to service properly the demands made on them. They are
consequently carrying an excessive workload which has obvious implications for the
number of investigations they can satisfactorily complete and the number of
offenders that are taken to court and successfully prosecuted. The operational
resilience of these teams is seriously impaired. In some areas of the country the
situation is critical: there are often no detectives on duty in GO CID for long periods
of the day and only a trainee detective on duty at night.

It has been shown that GO CID has been depleted of its strength of experienced
detectives because the police forces have created new crime squads and enlarged
existing ones. Such specialist squads are not a new phenomenon in policing in the
UK. For decades they have been the police service’s response to specific types of
crime and criminals. ‘Generally speaking, the aim of squads has been to identify and
target key groups or individuals involved in the relevant activities, gathering
intelligence and evidence about their activities and eventually effecting planned
arrests (Maguire, 2003 :374).

As the threat from terrorism has increased and with the promotion of the National
Intelligence Model and intelligence-led policing the squad imperative has developed
a new dynamic.There is little point in investing in intelligence gathering and analysis
through dedicated units, covert human intelligence sources etc if there is not the
capacity to develop fully the intelligence packages and the resources to carry out the
necessary surveillance and other taskings and then finally to execute the planned
arrests. Given these pressures it is easy to understand why ACPO teams and SMTs
have been unable to resist the temptation to strip their GO CID of experienced
detectives, particularly when both sets, and especially the SMTs, are additionally
under pressure to meet their sanction detection targets. As we have seen, this has
resulted in the expansion of squads at BCU level at the expense of GO CID.

The dysfunctional consequences of squad specialisation for other parts of the police
organisation were foreseen by Fitzgerald et al in an earlier study which included
focus groups in the Metropolitan Police Service. They found that:

'The crime fighting focus has also brought growing specialisation,
with the establishment of teams to tackle, for example, burglary,
robbery, drugs, autocrime and hate crime. However, there is a risk
that they may be set up in a way that strips the uniformed patrol
strength of its officers and erodes their job satisfaction and skills.
Our findings suggest this happened.' (Fitzgerald et al, 2002: 142)
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Our research on 24/7 officers four years later found this had happened in police
forces across the country (Chatterton and Bingham: 2006). The research on GO CID
reported in this chapter reveals that they have also been stripped of resources
through specialisation and, as we shall discuss in Chapter 8, this has impacted
negatively on their morale and job satisfaction.

In common with previous initiatives on intelligence-led policing, the NIM may be
theoretically sound but it may still fail at the level of implementation because of
inadequate resources. As will be seen in the next chapter, there is evidence from this
study that the specialist squads are already struggling to cope with the volume of
demand that has descended onto them.
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CHAPTER 4

The workload of GO CID and the remits of s pecialist squads

Effects on workload of GO CID

Respondents in the focus groups maintained that, whatever other benefits specialist
squads may bring, their introduction has not provided the relief to GO CID which
might have been expected and has certainly not compensated for the reduction in
numbers they have experienced. GO CID teams have lost experienced detectives to
squads set up at force and regional level to combat terrorism and organised crime.
Although this has not resulted in any reduction in GO CID workload because of the
specialised nature of the work undertaken, the detectives in the groups recognised
that such squads were necessary.

Much of the discussion in the groups focussed, in fact, on other types of specialist
squads, principally the MITs set up at force level but also specialist units in BCUs.
The establishment of these squads to investigate specific types of crime such as
murder, volume crime and particular classes of offenders has relieved GO CID of
some, but by no means all, of the responsibility they had for investigating these
crimes when their departments were much larger and fully resourced. However,
determining which offences fall within the remit of MITs is not as straightforward, in
practice, as it first appears.

Determining the classification of incidents

Given their title, one might have expected to find that the MITs set up at force level
would take responsibility for investigating all the more serious and complex offences
like murders and assaults involving serious injuries, stranger rapes etc. This does
not necessarily follow because the definition of what is a serious offence is not
predetermined but is the product of processes of interpretation and negotiation.

Workload pressure on MITs and their limited resources mean they have to engage in
regular negotiations with GO CID and, sometimes, other specialist teams over
whether a particular incident falls within their remit and, if so, whether it should take
priority over other cases they are investigating. Members of SMTs have had to
adjudicate in disputes between heads of specialist squads as to the ‘correct’
definition of an incident in order to decide whether GO CID or a specialist squad
should take on the investigation and if the latter, which specialist squad.

As Innes found in his research on murder investigations, determining the ‘correct’
definition to apply to an incident is not as straightforward as it might appear:

'The work of the police in terms of deciding upon which is the
correct definition to apply to an incident is often not clear cut.
Overall, the qualitative distinctions between different crimes, and
between crimes and non-crimes, are often more subtle than is
generally understood.' (Innes, 2003: 60).
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Although forces have MITs potentially available to investigate murders it is members
of GO CID who are the first detectives to attend the scene of a suspicious death after
the 24/7 uniformed response officers, and it is they who conduct an initial
investigation which will help decide the ‘correct’ definition to apply to the incident. It
so happened that during the course of one of the focus groups, a detective inspector
responsible for GO CID in his BCU was called away because members of his team
were required to investigate the circumstances in which a body had been found in a
local river.

These initial enquiries are never superficial as detectives are advised, at the risk of
over-determination of murders, to treat all suspicious deaths as though they are
murders. According to Stelfox the ACPO Murder Manual (1998: 69) instructs officers
that 'If in doubt, investigate as murder until the evidence proves otherwise'. The
interpretive work subsequently performed on the information GO CID gather assists
in establishing whether an ambiguous set of circumstances amounts to a case of a
accidental death, suicide or murder.

Who do you think provides the initial response to murder and
manslaughter crimes? We do [GO CID]. The Major Incident Team
may come in 24 hours, possibly days later and until then these
crimes have to be managed by local CID.

Invariably a Home Office pathologist will be called in to provide the evidence that
often helps finally to determine which interpretation is placed on the incident (Innes,
op cit: 90; Stelfox, 2005: 110).

In the event that an incident is classified as a homicide, it still does not automatically
follow that the investigation will be taken over by an MIT. What is certain is that if it
is not a murder, but proves to be a suicide case for example, GO CID will take over
what is often a time-consuming enquiry and prepare the report for the coroner.

The negotiated remit of specialist squads: ‘investigation by negotiation

Once an incident is placed into a specific crime category it will be further classified
into administrative categories used by forces to assist in establishing the correct
level of resources for different types of enquiry. So even incidents classified as
murders will not automatically be allocated to an MIT.

The Major Incident Team at present will take Category 1 and
Category 2 murders but the Category 3 murders where, for
example, someone knocks on the door of the police station and
says “I’ve murdered my wife”, are kept on the BCU. There’s a lot of
work to be done there but it’s a Category 3 murder so it’s one for
us, not the MIT.

Other forces in the study operate a similar formal classification scheme which
specifies the number of officers required for different types of murder investigation.
For example in the force studied by Innes, murders are classified into 3 grades:

23



Grade A: a murder defined as ‘a major crime of grave public
concern’ where there is no obvious offender. This type of crime
would merit an initial maximum allocation of 38 officers.

Grade B: a murder where the offender was known but not yet
caught, or where the offender was in custody but there were
difficulties proving they had committed the crime or where it did not
generate a large degree of public feeling but still had to be cleared
up. This type of crime would merit an initial maximum allocation of
16 officers.

Grade C: a murder where the identity of the offender is apparent
on investigation – domestic murders etc. These would merit an
initial maximum allocation of 11 officers (Innes, op cit: 90).

Innes found that such classifications are interpreted flexibly in practice and the
deployment of MITs reflects this. As we noted earlier, when an MIT takes over the
responsibility for a murder enquiry it may require the assistance of members of GO
CID depending upon the ‘symbolic’ status of the murder and whether a suspect has
been identified. Innes again:

‘Certain murders are recognised by the police as generating “grave
public concern”, and as a reflection of this, additional resources are
made available in order to try and ensure that these strategically
important crimes are investigated successfully.' (Innes, op cit: 92).

And Stelfox noted:

'Where no suspect is revealed during the initial response . . . an
enquiry team of detectives [will be deployed] usually temporarily
abstracted from other CID duties from surrounding divisions.'
(Stelfox, op cit:29).

‘Investigation by negotiation’ applies to other types of incidents

In forces where the remit of MIT extended beyond murders there was often
confusion as to precisely what the remit was. For example one respondent in a
group would claim that an MIT had investigated a rape on his or her BCU and that,
therefore, rape fell within the MIT remit. Others in the group would contest this as
they had failed in the past to persuade their MIT to take responsibility for the
investigation of a rape. Yet others argued there was no clear policy as sometimes
their MIT would accept the investigation of a certain category of crime but then on
other occasions, refuse.

[Detective 1] I think the idea is, as well, that they’re going to deal
with stranger rapes and that kind of thing. They will often look to
see what we’ve got on in the morning and if there’s anything that
they sort of fancy dealing with they will take it. I don’t actually know
what the set procedure is for what they should do. I know obviously
murders, but do attempted murders and stranger rapes fall into their
territory? Does any suspicious death?
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[Detective 2] They will always have a look at what else we’ve got
on. Yes, if they have the capacity and they want to then they will
come in.

Participants described how front-line GO CID have to negotiate with specialist
teams, such as firearms units, regarding their involvement.

This is where the nonsense comes in. There is a shootings team
[Firearms Unit] with their own Detective Inspector yet as the local DI
you get called out. You have to prove to them that a shot has been
fired. So although members of the public are outside saying, 'Shots
have been fired', you've literally got to go there and find the
wadding from the shotgun or the bullets, the cartridges before they’ll
say, 'Okay we accept that shots have been fired'.

On the occasions that GO CID are able to enlist the help of such MITs their help is
appreciated and it has made a difference to their workload.

I've got to give the job some credit. Between 1980 to 2002 it was
ludicrous because, you’d have one DS and three DCs and you
would deal with all the shootings as well as your rapes, GBHs etc.
I've been to three shootings in a week. I just didn’t go home but now
we’ve got squads to deal with the shootings

Such examples confirmed that involvement was an outcome negotiated in the
context of a particular case and of the workload mix of the MIT at the time. It cannot
be assumed that the existence of a specialist team means GO CID will automatically
be relieved of responsibility for offences in a particular offence category.

Complexity of the investigation is no guarantee an MIT will undertake it

Many of the groups claimed that some of the serious assault cases investigated by
GO CID are as involved as some of the murders investigated by MITs. Not all these
woundings are self-solvers, where a suspect is identified at the outset and some of
those that are can involve extensive enquiries, particularly if there is more than one
suspect and many potential witnesses to the incidents. Even self-solvers can involve
a considerable amount of work before and after the person is charged. The
examples often quoted were fights and affrays involving weapons which had
occurred in busy public places. Unless the incident is connected with some other
serious matter under investigation, and even though the victim is on the critical list in
Intensive Care, an MIT will not normally become involved in the investigation. If the
victim dies then the investigation in most instances will be taken over by an MIT
which will have available many times more detectives to work on the enquiry. Yet the
investigation carried out by the MIT could be identical to the one the GO CID team
would have had to conduct, with their much reduced resources, had the victim not
died.

We have the same thing in the CID office where I work. If we have
an attempted murder the Major Incident Teams will look over our
shoulders. They won't touch it until the victim dies. The minute he
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dies they come straight over mob handed – lots of experienced
detectives - and run with it as a murder enquiry. Until he dies, or if
he doesn’t, it is me with a substantive DC and two PCs on
attachment.

A good example was the beginning of February we had a possible
murder which the Major Incident Team wouldn’t take even though
the doctor said the girl was going to die within 24 hours. Fortunately
for her she pulled through, unfortunately for my team for two and a
half weeks all our work got neglected. We were dealing with a
possible murder, certainly an attempted murder, which should have
been taken on by the Major Incident Team. My whole team was
deployed on it. So none of our crimes got dealt with. We were still
expected to deal with prisoners and the rest. No help at all from the
senior management. They just said,’ well, just get on with it, just see
what you can do’. Which is normal.

If you are stabbed in a pub on a Friday night and you die you will
get experience, resources and everything thrown at you. If that knife
just nicks that little heart sac and you survive but you’re actually on
a life support machine, you'll get the bicycle response. If you’re a
vegetable for the rest of your life you’ll get one DC.

We’ve got one at the moment who’s had her brain splattered all
over the place. She can hear and she can respond by squeezing
her hand. So by going through the alphabet they’ve got the name of
the suspect and that's a [GO CID] job. You've got a DS and his
team who are on it but that's on top of all of their other work.

We’re getting at the manpower aspect of it insomuch as the
evidence that is required to get a person convicted for GBH with
intent is exactly the same thread of evidence that you need to
convict for a murder. Yeah? If he dies you’ll get a Senior
Investigating Officer a DCI, a DI, three DSs, 21 troops, an analyst, a
HOLMES machine, etc, etc, etc to process that particular body. If
the surgeon comes in and says we haven’t lost him and he lives,
yeah? It comes back to you, and three men [sic]. You still convict
that guy, you still get him life but it’s done on a shoe string.

Under-resourced BCU and force teams call upon GO CID for assistance

Many examples were provided of how the specialist burglary and robbery squads
and priority crime units become overloaded or are not available at the times they are
needed. In these circumstances GO CID are directed to help them out.

[on loss of staff to the burglary unit] That's a regular abstraction so
we should see that perhaps as a benefit in that the officers then left
on [the GO CID] don’t have to worry about burglaries, but the
problem you get is that when you get a successful burglary team it
doesn’t take long for them to get saturated with idents so they then
cannot visit all the burglaries anymore. So then the burglaries end
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up coming back [to the GO CID] for them to manage. These are
probably the ones that aren’t going to be detected, you know, just to
do the PR work on them.

We’ve got an Offender Management Unit. They should deal with all
burglary dwellings, drugs and proactive work. The reality is they are
not fully staffed and soon found they could not cope. So the Senior
Management Team decided last year that they would give us [GO
CID] all the burglary dwellings. So, not only were we were
supposed to be dealing with reactive CID work and everything else
they wanted to give us, we then had all burglary dwellings which
equated to the three of us in the office having anywhere between 10
or 15 burglary dwellings on our desks as well as all the other stuff
that comes in. They eventually gave us two staff back-up to help,
but you can guess what happened to them, they were soon taken
away on a big enquiry.

Another squad that they’ve developed is this Level 2 cross-border
team. They have taken a DS, DI and a number of detectives [from
GO CID]. Suddenly they’re saying they can’t take anymore work so
why did we have to give them our officers? We had a Level 2 job
last weekend, a van robbery, but it’s one of 40 throughout the
country - same MO. . . I e-mailed the DS on the Level 2 and he
says they can’t take it. So now it’s going to be down to one of our
team to liaise with the other forces and do all the Level 2 enquiries
they were set up to do

Members of these specialist BCU units revealed the number of vacancies in their
squads and the abstraction rate which in some cases appeared to be on a par with
that in the GO CID.

I come from a specialist unit, a Child Protection Unit, but we can’t
deal with all child sex offences. Now you’ve heard from all these
officers [GO CID] how many child sex offences they’re dealing with.
We can only deal with the ones which are in family and to be honest
we struggle just to deal with those due to lack of numbers of staff

One of the detectives in the same group explained how difficult it was for his GO CID
team to investigate rapes which his colleague in the Child Protection Unit could not
pick up. For the previous four weekends they had been involved in cases where girls
of 15 years of age and younger had alleged rape. He described these as
tremendously time-consuming but in the absence of assistance from a specialist unit
they had been forced to take them onto their workload.

Discussion

The general consensus was that, on balance, the formation of MITs and other
specialist units at force and BCU level has seriously undermined the resilience of GO
CID. For the reasons discussed above they were convinced that the cost of these
abstractions represented, with a few limited exceptions, a net loss to their teams. It is
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a matter of concern that the many examples given in the groups provide convincing
testimony of how specialist teams are struggling to manage with the resources they
have been given.

Fitzgerald et al similarly found evidence of work overload in specialist squads:

‘Ironically – as subsequent focus groups with staff from central units
within the MPS brought out – the specialist units themselves often
felt similarly stretched and overloaded. And one senior manager
reported that his officers were having to deal with cases that should
properly have been handled as major incidents but the AMIT had
no capacity to deal with them.’ (Fitzgerald et al, op cit: 119).

The following comment provides an example of an exception and a neat illustration
of the way the groups weighed the balance.

We’ve provided a DC to the Trials Unit which does court file
preparation and we would say that we get a positive return on that,
you know, because there’s not so many files coming back. So we
wouldn’t argue with the Trials Unit abstraction. We have also had to
supply two DCs to the Investigative Support Unit – set up to track
files and to give advice to officers on investigation. They produce
interview plans, action plans and so on. We would say the CID were
twirled on that one. It’s a job the uniform sergeants should be doing.
So we’re down two officers there, doing some-one else’s job.

The detective who made the following contribution was convinced the GO CID had
suffered a major loss as a result of a recent abstraction and had no regrets about
making his views known to senior officers.

I lost two people on my team, which at the moment is 25% of my
strength, to supply two DCs to the new Tasking Demand
Management Unit – basically the new call centre and you know it
frustrates us greatly that in a time when we’re struggling for
resources we’re giving away two experienced detectives to a unit
like that. At the senior officers’ meeting it was stated that this new
unit would reduce the calls uniformed officers need to attend by
50% so I suggested that the equivalent number of officers should
come in [to GO CID]. The bosses didn’t like it and I got drawn over
the coals for saying it. But it had to be said.
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CHAPTER 5

The workload of GO CID and the under-resourcing of 24/7 Response
Teams

24/7 response policing report

The earlier report on response policing (Chatterton and Bingham: 2006) documented
how the under-resourced, largely inexperienced 24/7 response teams struggle
desperately to cope with heavy workload demands and how, by their own admission,
service delivery to the public suffers as a result. The report established that:

24/7 response reliefs are considerably under-resourced in
terms of sworn officers and permanently have no operational
resilience (op cit: 87);
there are occasions on every shift when there are no

response officers available to attend calls for service (op cit:
88);
24/7 officers are under constant pressure to attend incidents.

They describe themselves as ‘slaves to the radio’, receiving
instructions to attend incidents before they have finished
dealing with the current one and frequently receiving several
jobs in quick succession. Because of the limited time they can
afford to spend on any one incident these officers admit that
they are often unable to deal with a job properly (op cit: 41);
the number of crimes allocated for investigation to 24/7

response officers is excessive. They worry about their ability
to process these within the required time and some are
unable to cope (op cit: 53);
24/7 response reliefs rely heavily on probationer constables

who are expected to handle the full range of incidents despite
their inexperience (op cit: 99); and
supervision is often provided by acting ranks, sometimes with

relatively short service, who are used for extended periods of
time (op cit: 34).

It came as no surprise to learn that the consequences of this under-resourcing of
the uniformed front line has impacted on GO CID and increased their workload.
The depleted GO CID teams are required routinely to pick up cases which in
previous years their uniformed response colleagues would have investigated.

Response officers acknowledged that the volume and intensity of incidents they
are required to attend means that they do not have time to investigate those
incidents as thoroughly as they should. They told us that evidence is lost because
of delays in responding to reported incidents and because they are under
constant pressure from Control Centres and their first line supervisors to move on
quickly to the next incident.
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The GO CID focus groups recognised this as the reason why their own
subsequent investigations into these incidents were made more difficult and time-
consuming.

[It's] because of pressure from their inspector and sergeants. They
are told ‘Right, you’ve arrested them for burglary. OK. CID will deal
with it in the morning, you get back out on the streets now. We can’t
allow you to go to somebody’s house and spend an hour taking a
statement or going and finding a witness and taking a statement off
them 'cos we’ve only got two officers out on nights’.

In the 2006 report it was predicted that the introduction of Neighbourhood Policing
would impose additional workload pressures on the 24/7 response reliefs, further
depleting them of experienced officers. In the CID focus groups repeated reference
was made to how Neighbourhood Policing has taken experienced first line
supervisors away from the 24/7 response reliefs. This has increased the supervisory
workload of sergeants, in some areas, by making them responsible for both
Neighbourhood Policing Teams and response teams. In others it has resulted in a
shortage of patrol sergeants as many of the vacated posts have not been filled.

The CID groups claimed that many uniformed sergeants, particularly those without
CID experience and those who are acting up, are struggling to combine their front-
line supervisory responsibilities with those of a first-line manager. This is not
surprising in light of the findings of a recent national study of the role of the patrol
sergeant which found that sergeants do not have sufficient time to perform their core
supervisory tasks adequately:

'Sergeants have identified a range of difficulties in performing this
complex dual role [of first line manager and front line supervisor].
They have expressed a variety of specific concerns about their
numerous and various roles and responsibilities. However, their most
persistent concern relates to the increased and increasing demands
on their time. This means that, across the range of their work
responsibilities, there is often insufficient time to complete tasks to a
standard which satisfies them as Sergeants.' (WMG Associates:
2006 19).

When the GO CID focus groups discussed factors that had led to increases in their
workload, specific reference was made to the following interrelated issues. Each is
symptomatic of the under-resourcing of 24/7 response policing:

the increasing use of handover packages, resulting in the
deskilling of uniformed officers, lack of ownership of cases
leading to lack of interest and motivation and packages of
evidence that are of poor quality;
the loss of investigatory opportunities because the initial

response to incidents and actions taken at the scene misses
evidence and sometimes contaminates it;
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the lack of supervisory involvement and support in front-line
response policing; and
uniformed inspectors reducing the workload of their reliefs by

defining certain incidents as serious crimes and insisting that,
as such, they fall within the remit of CID.

Increased workload resulting from the poor quality of handover packages

Because of the number of incidents they are required to attend and the type of shift
system they work, response officers frequently do not have time to undertake the
follow-up enquiries connected with many of the arrests they make, particularly when
they are on the late and night shifts. Some of their arrests are also for the types of
crimes which, in any case, they would not be expected to investigate further. In these
circumstances the arresting officers are expected to prepare a handover package of
evidence containing as a minimum requirement their own statements, statements
from victims and other factual details such as witness telephone numbers which will
assist the detectives who take over the cases. The detectives expect sufficient
information in a package to enable them to conduct an interview of the arrested
person on the strength of the information it contains, particularly if they have been
held in custody for some time.

You want to be able pick up a package, go through it and if need be
interview somebody on the strength of what it tells you. When
somebody’s waiting in the cells they could have been there for ten
hours already. You are conscious of the PACE clock. . . in the time
left you’re looking to interview, bail, charge, and whatever else needs
doing with that individual. So you don’t want to pick up a package to
find it’s a burglary and [the arresting officer] has not done the basics,
for instance, by not taking a statement from the aggrieved party.

Participants in every group commented on the generally poor standard of these
packages. Too often statements from witnesses are too brief and fail to prove the
points for the offence and statements from officers fail to provide a full description of
the circumstances. When this happens the investigating officer has to start afresh.

Sometimes you read stuff and you think, ‘What is this about?’ You
have to start again from scratch and go out and reinterview people.
I’ve had jobs where someone’s taken a statement and there’s been
two pages, and I’ve gone and reinterviewed the witness and I’ve
made it ten because the witness has been quality.

Increased workload resulting from the poor quality of the initial response to
incidents

The detectives who inherit the investigations complain about the poor standard of the
initial response and the failure of the officers who were first on the scene to secure
evidence available at that time. This was again invariably attributed to deskilling of
response officers and the handover system. Response officers rarely attend court,
particularly Crown Court, to give evidence as the officer in the case, and therefore do
not experience being cross-examined by a defence counsel. Such court attendances
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are a powerful incentive to ensure a case is handled competently from the outset
and they give the officer in the case ownership of the investigation. They are also
valuable learning experiences. Officers learn the points that need to be covered in
evidence and how actions of commission or omission at an early stage can
undermine a case much later in the process.

Too many section officers don’t see beyond the arrest phase, that’s
the problem. They don’t think of Crown Court in six months' time.
They don’t think of continuity, they don’t think of seizing clothing, of
scene preservation. It’s an arrest, a tick in the box. He’s in the cells,
there’s my arrest statement, thank you very much.’

One of the consequences is that the skeleton teams in GO CID have had to take on
an increased amount of retrieval and damage-limitation work.

I dealt with a serious assault where the person had been arrested
and he’d been in custody for 20 hours and hadn’t been spoken to.

The inexperience of uniformed staff is a big frustration. We spend a
considerable amount of time correcting mistakes they’ve made. It’s
their training. The level of experience on the rotas is very poor and
that goes for the majority of the uniformed sergeants now. It’s very
poor.

Increased workload through the absence of appropriate first-line supervision

There were numerous negative references to the quality of supervision provided by
sergeants on the 24/7 response reliefs. Although there are exceptions, particularly if
the sergeant has previously worked in the CID, many first line supervisors were
described as so junior in service that they lack the experience necessary to enable
them to give their constables appropriate advice. Even those with the requisite
knowledge struggle to find the time to help their constables with their paper work.

So what we’ve got is inexperienced probationers, or people recently
out of probation, making up most of the shifts. They are not
supervised very often because the uniformed sergeants simply aren’t
there. Either because of gaps left by the setting up of the
Neighbourhood Policing Teams or because there aren’t enough
sergeants putting themselves forward for promotion or because they
are doing other things and are not out there on the streets
supervising. And many sergeants are inexperienced with only three
or four years' service and so they really don’t have the know-how.

I’ve got my hit list of sergeants - their supervision is shocking and it
shows in what comes in from their PCs. The quality of too many of
the packages that we see in the Office is poor and I’m not frightened
to use my fountain pen and return them with black ink all over them.
But it goes right back to basics, where you have PCs being tutored
by newly accredited PCs and sergeants with a total of three or four
years' service in, doing the supervision.
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If the sergeant on the shift has spent time in the CID the quality of
the handover packages is significantly better than those from the
team of a sergeant who has spent three years as a PC on the streets
and then gone straight up to promotion to Sergeant. I am not being
unfair. Many would admit they lack the experience of investigating
crime.

The unavailability of sergeants to supervise out on the streets, and the lack of
experience of many in investigating crime, mean they are unable to give constables
the advice they need on how to handle incidents. Consequently GO CID are called to
attend 'Mickey Mouse' jobs where they are not really needed.

I have to bite the bullet and admit that I don’t think all the uniformed
sergeants we have at present are competent to assess whether PCs
are investigating properly because I don’t think they can investigate
properly.

The difference experienced sergeants make is confirmed for the detectives when
they are on cover providing CID support on the night shift.

I must confess it also depends which uniform team are on. Some are
brilliant. If it’s certain teams you know the shift is going to be
reasonable because the sergeants are switched on and the officers
are perhaps a bit more experienced. But when you get a young-in-
service sergeant with a shed-load of probationers you worry. You
know you will be turning up at jobs and nothing’s been done.

Increased workload resulting from uniformed supervisors ‘bulking up ’ crimes

In order to protect their teams uniformed inspectors will insist on the CID taking over
the investigation of crimes by arguing they are too involved or too serious to fall
within the remit of response officers. Other times the handover will be requested
because the response teams simply do not have the resources to take on the
enquiry.

They’ll try and palm off stuff where there’s a load of enquiries
because they just cannot give the staff to it. It can be a very minor
crime but if there’s a load of people to see they’ll try and get rid
because they literally cannot abstract the resources from the
response side of things.

Detectives referred to the ‘bulking up’ and ‘flowering up’ of incidents by response
personnel, supported by their uniformed inspectors.

I’ll tell you another trick that happens in our area. We’ve got a
divisional policy that CID should deal with all Section 18 assaults
because they weren’t being dealt with properly. So now we get
handed cases where the reported circumstances are ‘flowered up’-
the injuries exaggerated for example or the MO is played up. Now
we all know, for instance, there’s no stated case that says just
because someone’s used a glass it’s automatically a Section 18 but
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we would definitely be given that as a Section 18 yet we’d end up
charging them with common assault or ABH.

Uniform will go to a job and think ‘what do we have to do to get CID
to take it? Someone’s broken into a caravan to have a kip there. We
will put it in as a burglary. CID should take that'.

When uniformed inspectors and above insist an incident is ‘a CID matter’ GO CID
have no other option than to take responsibility for it. Commenting on the examples
they provided in the groups, they invariably lamented the loss of the protection once
afforded them when they had their own CID hierarchy. Their direct accountability to
uniformed senior officers has made a difference to their workload.

A uniformed chief inspector says to me 'There was a robbery in [a
neighbouring town on the BCU] last night, who’ve you got to deal
with it?' So I tell him I haven’t got anyone to deal with it. He tells
me I am going to have to find someone. It turns out to be an
absolute Mickey Mouse incident where a drunk has gone into an
off-licence and has had an argument with the guy because he
hasn’t got enough money to pay for a bottle of White Lightning.
He’s given him a mouthful and legged it shouting “I’ll come back
and shoot you”. So now we’ve got a ‘firearms incident’ [sarcasm]
because he’s mentioned coming back to shoot someone. Yet this
happens all the time you know. We’re dealing with, and there’s
probably no easy way of saying it, the less fortunate in society,
people who have got drug and alcohol problems who commit
absolutely low-level crime but because of the words that they use it
has got to be robbery or it has to be a firearms incident. People are
afraid of the accountability that they’ve got, so everything is ‘bulked
up’ and we spend hours and hours dealing with absolute garbage.

Discussion

The group discussions confirmed the hypothesised knock-on effect on GO CID of the
under-resourcing of the 24/7 Response reliefs. It will be recalled the anticipation that
this would have occurred was one of the reasons why the Joint Central Committee of
the Police Federation of England and Wales commissioned specific research into
GO CID.

Bearing in mind the recruiting problems mentioned earlier it is interesting to note the
under-resourcing vicious circle that has developed:

the inexperience of the 24/7 response officers and other
characteristics of their work described in our earlier report,
particularly the lack of first-line supervision, contributes to the
workload pressures on GO CID;
in turn these workload pressures deter response officers from

applying to the CID and consequently when they are
promoted they have not had the benefit of working as a
detective. If they had, and provided they had the time to
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provide the required level of street supervision, the quality of
that supervision would be improved and this would mitigate
some of the workload pressures on GO CID.
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CHAPTER 6

Organisational priorities and their effects on GO CID

Introduction

This chapter continues to examine the factors that determine the workload of GO
CID, turning attention to organisational priorities and their implementation by SMTs
at both force and BCU level. A new dimension is added to the discussion by
broadening it to consider the effect of these policies on the way detectives view their
organisation and how they go about their work. The focus groups revealed that the
morale of the detectives working in GO CID has been adversely affected by the
heavy workload they are carrying. At the same time they are becoming disillusioned
with the way their forces are tackling the problem of crime. They are deeply
concerned about what they see as an institutional fixation with sanction detection
targets, and about the dubious methods employed to achieve them. Resources are
being diverted from the investigation and detection of more serious crime whilst
spurious sanction detection rates are produced to give an appearance that crime is
being addressed effectively.

New Public Management policies

The focus groups provided a rich insight into the effect that the adoption of New
Public Management (NPM) policies in policing (Long: 2003 631) is having on
members of the workforce and its consequences for the type of work they do and for
its quality. Although they did not use the term NPM, members of the focus groups
recognised the Government and Home Office to be ultimately responsible for the
way the investigation of crime is now organised and for how investigative resources
are distributed, but they held senior management at force and BCU level to be
directly responsible. Senior officers are perceived to have taken robust ownership of
government priorities, with alacrity it was sometimes claimed, because there is a
financial incentive to do so in the form of bonuses for performance.

The vituperative language used by some participants to describe members of these
higher ranks and their aspirations were extreme expressions of feelings of frustration
and anger which were shared generally within the groups. Many members of SMTs
were criticised for their failure to understand fully the criminal investigation process.
Although SMTs rely heavily upon the customary willingness of detectives to ‘pull out
all the stops’ when their knowledge and expertise are required to deal with a crisis
(some argued to the point of exploiting ‘willing horses’) the overall view was that
generally management does not really value the work GO CID perform in
investigating serious crime on their BCUs.

Critical incident management

The discussions of the SMT’s preoccupation with critical incident management
revealed how their priorities not only determine the volume and type of work coming
into GO CID but also the characteristic rhythm of the work activities that take place
there.
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The management of critical incidents - events ‘where the effectiveness of the policing
response is likely to have a significant impact on the confidence of the victim, their
family, or the community’ (MPS, 2002:3) has emerged as key senior management
priority in recent times. This is evidenced by the training that has been developed
and tools introduced which, according to one group of commentators, would not
even have been considered five years ago (Grieve et al, 2007: 572).

How police manage investigations is now more transparent from the outset and
within the police organisation generally there is a greater awareness of vulnerability
to subsequent criticism from media, politicians, lawyers and others who will demand
to know not only who was responsible but who was to blame if things go wrong (op
cit: 573). The type of incidents Grieves refers to as ‘wicked problems’ were
commonly described by our detectives as incidents that were likely ‘to bite you in the
bum’. If you do not recognise their high-risk potential and take the necessary
precautions and remedial actions they will create big trouble for you later.

As evidence of senior management’s sensitivity to these high-risk incidents,
examples were given where officers managing investigations on the ground were
repeatedly contacted by more highly-placed managers, sometimes based outside
the BCU at force headquarters, seeking reports on the progress of investigations and
checking that certain courses of action had been followed. The fact that senior
police managers are now required to adopt this intrusive style of supervision also
explains why they are particularly sensitive to the handling of critical incidents. They
will want to avoid a situation where a subsequent inquiry into the handling of an
incident reveals they had not exercised such leadership.

Say there’s an armed robber or a rapist in custody when you start
work in the morning. For the whole of that day the bosses will be
nagging you. They’ll be constantly on your back as if they don’t trust
you to do the investigation properly. Everyone’s ringing you all the
time, checking up that you’ve got forensics, interviewed the
witnesses. 'Yes boss I’m going to interview him in a minute'. They’ll
phone up 'What have you done about this?' 'Well I’m just trying to
get hold of them again'. It’s frantic.

Although the details of these crimes are reported and available in the force reporting
systems it is not unusual for investigating officers to be required to prepare separate
reports on the incidents for higher-ranking officers and answer the questions put to
them by their staff officers. This was cited as further evidence of the sensitivity of
senior management to potential press publicity and any political fall-out from it.

[Detective 1]I was out at 2 o’clock this morning dealing with a gang
related thing where someone ended up getting stabbed and I have
prepared a 20 page report covering everything. I've also had to
phone up my superintendent and tell him and then I get the phone
call from Headquarters, 'We’ve noticed this problem from overnight
crimes'. I've then got to answer a load of questions which are
already covered in the report.

[Detective 2] It’s fear. I think it comes right down from the Home
Secretary, right down the food chain. Mistrust of how the media are
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going to deal with that. They’re not difficult jobs, you know,
stabbings and that but they hit the papers and nobody likes being
criticised do they? They seem to get right upset about being
criticised.

The ‘golden hour
Critical incident thinking is appropriate at all levels of investigation management.
Grieve et al (op cit: 575) note that it applies at the more tactical level to first-line
responders, constables and their front-line supervisors as equally as it does to chief
officers at the strategic level. The ‘golden hour’ response is one example of critical
incident management at the tactical level.

Although it has only recently been badged as the ‘golden hour’ a premium has
always been placed in the CID on flexibility, adaptability and a commitment to work
at full stretch, for however long it takes, until everything that is required to be done at
that moment in time can be shown to have been done. Certain crimes are
designated as ‘active crimes’ and it is imperative that sufficient resources are
committed to them by first line supervisors as soon as possible after the critical
event, in order to maximise the evidential potential of any investigation. For example,
witnesses need to be identified and interviewed quickly before they change their
minds about giving a statement or their recollections become hazy. Referring to the
processing of people suspected of robbery one group member commented:

I aim to have them in custody and have come to a decision either to
charge, caution or NFA that person within the allotted 24 hours and
certainly within 36 hours if we are given an extension. You can keep
a victim on board for that length of time. A lot of the victims have
their own individual problems. Whilst it is fresh in their memory and
they want their phone back or their Ipod or whatever, they are quite
happy to go along with the police. As soon as they have got them
back, you try and track them down for an ID procedure, to finish a
statement off or to clarify a point, they’ve lost interest and your
attrition goes up.

Physical materials that might provide an insight into what occurred need to be
identified and collected. Any leads to possible suspects need to be quickly followed
up and their location and apprehension achieved at the earliest opportunity (Innes,
2007:260).

Adequate resourcing of the initial golden-hour response is critical as errors,
oversights and omissions at this stage can irretrievably damage later stages in the
investigation:

'if the right amount of resources is not available at the right time in a
major investigation, this can result in the enquiry overall running in a
less than optimum fashion. The issue is that in organisational
systems an error in one component can induce problems in other
components. So, in effect, because of how the investigative system
is designed, any problem can be compounded as its effects move
through the system' (op cit: 273).
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Although Innes is drawing upon his experience of homicide enquiries his
observations apply equally to other types of criminal investigations commonly
undertaken by GO CID.

Detectives working in GO CID explained how they are regularly hit by ‘active’ crimes
requiring a fully resourced golden hour response. In some areas this is a daily
occurrence and it is not unusual for more than one to occur during the same 24-hour
period. Whereas the strain of those requirements was borne in the past by larger
CID offices, the stripping of detectives from these offices by senior management has
resulted in this burden falling, with unceasing regularity, on a much smaller number
of shoulders.

As Innes discovered, supplying the resources to provide a timely response and to
sustain it, is difficult and finding those resources will have an impact on other areas
of work those officers are involved in.

'The issue here is that major crime inquiries are resource intensive
and thus securing sufficient resources to conduct the requisite lines
of inquiry in a timely manner can sometimes be difficult. If there is a
cluster of cases or one long running high profile case these can
impact upon the organization's capacity to deliver other policing
services' (op cit: 273).

To provide the resources to investigate active crimes, first-line supervisors are
obliged to instruct the detectives in their already depleted office teams to put aside
all other work. Offices are hit particularly hard by these incidents when they occur at
weekends and on public holidays when there are even less detectives available.

Today we are faced with more work that's come through the door.
You've got to continue to service what's come in through the door
with the ‘golden hour’ principle. It's got to be done. And we haven't
got the people to do it. Yesterday’s was the big job but not any
more. There’s a new important job today. The DCI comes in and
says ‘We’ve got this big job to deal with today so you’ll have to
forget your plans, cancel your interviews, put that urgent paperwork
to one side’. ‘Oh boss I’ve got this’. You could have a scene
somewhere. You might have interviewed the victim in yesterday’s
job and that produced ten witnesses to interview. You could have
rafts of forensics. The DCI’s not bothered about that job now
because someone above him is on his back. He’s got to forget
about it.

Members of one GO CID team had been involved in an investigation of a kidnapping
case, involving rival gangs of youths, during the week of the focus group. The
investigating officers had worked 14hrs on the first day, returned to work the next
day at 6.30am and worked through to 11 pm. This is typical of the hours the teams
are expected to work until someone is charged or all the leads have been exhausted.

During the time they had been involved with this enquiry there was no opportunity to
deal with the other work in their trays.
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Sanction detections

In every group a good proportion of the time was taken up discussing sanction
detections, a subject which evoked some of the strongest criticism.

Sanction detections have been defined as 'A key step towards bringing an offence to
justice, where a person was charged or summonsed; or an offender was cautioned,
given a reprimand or a final warning; or an offender admitted a crime and asked for it
to be taken into consideration at court; or a penalty notice for disorder was issued.
Formal warnings for possession of cannabis are also included.' (Police Performance
Assessments 2005/06, Annex B: Explanation of Terms).

SMTs can assess the performance of their BCUs against their own sanction
detection targets and against other BCUs, using the most recent data from Iquanta,
an Internet-based system. These data also receive ‘intensive scrutiny from central
government.' (Neyroud and Disley, 2007: 560). In many of the forces we visited the
ACPO team use the data on sanction detections, and other performance data, in
monthly meetings where BCU commanders are held to account for their
performance and asked about their plans to address areas of underachievement.
This Comstat approach is then cascaded down in meetings within the BCU.
Management’s use of this approach is much more aggressive on some BCUs than
others. Neyroud and Disley identify this as a source of concern:

'Our concern lies not with performance culture per se, but with the
rather aggressive form it can take in contemporary policing. Chief
officers and BCU commanders are pressured by central
government and this is passed on to managers throughout the
organisation; performance management is no longer the preserve
of chief officers and BCU commanders, but is expected of officers
of every rank, and this is specifically a pressure to reach
performance targets' (op cit. 562).

Participants in some groups explained that Comstat placed them under constant
pressure to produce detections as the following figurative quotation illustrates:

Our chief superintendent goes to headquarters and gets clubbed
with a big stick. He then comes back and canes his senior
management team and they come down and beat us up for
sanction detections.

Participants from some forces were able to specify the number of sanction
detections members of GO CID teams are required to produce per week or month. In
other forces the teams are not put under direct pressure to achieve a specified
number of sanction detections but the overriding importance attached to them by
their SMTs means they still do not escape the consequences of those pressures as
the previous section on abstractions illustrated.

On the face of it, the opposition of the detectives to sanction detections seems
incongruous. As they frequently claimed, they are detectives first and foremost and
take professional pride in the detection of crime through the apprehension,
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prosecution and conviction of criminals. In fact, many members of the groups
claimed this is the most satisfying part of their role. They also believe that it is
appropriate for their forces and BCUs to select burglary and robbery as core crimes
and to put resources into the detection of the persons committing these offences

There is no doubt in my mind that burglary and robbery are horrible
offences. We can’t have smackheads running around with guns and
knives and what have you, forcing people to hand over their money
at cash machines.

This detective then went on to explain that the typical robbery arrest which leads to a
sanction detection does not fit this description He and many of his colleagues
claimed that sanction detections relate to less serious offences and this is reflected
in the penalty the offenders receive. A detective in another group summed up where
she and her colleagues thought the priority should lie:

You ask any detective what they want. What they want is to work on
a criminal investigation into real crime. They then want to charge
the person and they want to go and have their day in court.

Detachment from the organisation

The discussions of sanction detections and the negative consequences of pursuing
them revealed, not only anger and frustration, but a strong sense of disillusion with,
and detachment from, the organisation. Sanction detections and issues concerning
performance management was the third most frequently mentioned frustration by
group members completing the proforma.

The general perception in the groups was that they work for an organisation that:

is concentrating on easily-detected offences in order to
achieve sanction detection targets;

is losing its integrity because of the tactics it encourages
police officers to use to achieve these detections;
is headed by SMTs, most members of which no longer care

about the victims of serious crime. Whilst they make public
statements about being victim-centred and caring for
communities, they are accused of colluding with the
Government and playing performance games to mislead the
public into thinking that the crime problem is being addressed
successfully; and
no longer wants, values and resources good-quality criminal

investigations which lead to convictions unless the crimes in
question are high profile, critical incidents.

Sanction detection targets

The key to their objections is the sanction detection time-framed target. It is because
senior management are required to achieve targets within specified time frames
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(targets which are further stretched from one period to the next) that BCUs are
concentrating resources on offences that are easy to detect – on quick wins. The
high yielding incidents are those where the offenders are identified from the outset,
usually because:

victims or witnesses know them; or
the arresting officers observe them committing the offences.

They were sometimes described as crimes where there is no mystery. Another
characteristic of the ‘quick win’ is the ease with which the outcome can be achieved.
The typical final outcome or sanction only requires a comparatively small investment
of police time.

Earlier in this chapter we listed the range of the outcomes that are necessary to gain
a sanction detection and, of these, obtaining the evidence to support a charge is
generally by far the most expensive in police time. Quick wins are achieved using
one of the alternative outcomes. These outcomes were described as a ‘waste of
time’; an indicator of the petty nature of the offence and evidence of the futility of
investing resources into investigating them in the first place.

Another big contributor to sanction detections is cautions and final
warnings, particularly for juveniles. None of these things involve
charging or going to court so they are the cheap, quick options and
that’s why they have lowered everything down. And the CPS are in
on this as well. So you don’t have this big expensive, time-
consuming thing of actually getting people to court.

There’s this whole rack of minor penalties that are meaningless.

High-yielding incidents

Why have our detection rates gone up in our force recently? I’ll tell
you. What’s gone up by more than 50% or thereabouts? It’s public
order and possession of cannabis. Now why is that? Is that
because we’ve as a nation started smoking more dope? No I don’t
think so. Is it because we’ve suddenly become a little bit more badly
behaved? I don’t think so. It’s because they’re easily achieved
detections.

The typical high-yielding incidents were described as offences perpetrated, in the
vast majority of cases, by people who are not involved in a life of crime. Notable
exceptions are sanction detections for burglary (which are typically achieved through
TICs following DNA hits) where the offenders are most likely to have previous
convictions and to be persistent offenders.

The high yielders were described as falling into several broad categories:

violence against the person offences where the offence is one
of assault without any injury, or an incident where an
allegation of harassment had been made, or a less serious
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wounding;
robberies; and
cannabis possession.

Violence against the person offences

Many of the offences falling into this category were described as minor incidents
which are technically crimes but, where the circumstances are such that most police
officers would previously have exercised their discretion and dealt with the matter
informally, without invoking the criminal sanction.

People get done where it’s a technical assault - no injury and for
harassment where they have made a silly comment about
someone’s appearance.

It was recognised that National Crime Recording Standards now require police
officers and police staff to record such complaints as crimes and that once they have
been entered onto the system the pressure is on to detect them. Most did not agree
with the consequences of this change.

I quite often get jobs put on my desk describing what has happened
and asking ‘should this really be recorded?’ I have to tell them there
is a victim who has complained of a crime, it needs to be recorded.
The fact that the victims don’t want to tell you what’s happened, you
know, this doesn’t really matter, it’s a reported crime [sarcastically].
But there’s a couple of kids that have had a sort of a pushing game
in the playground, you know, and it’s now an assault.

The police service is criminalising people. A so-called crime’s been
reported so you have to crime it in accordance with the National
Crime Recording Standards. You can’t get rid of it. There’s an
offender so the way you resolve it is by cautioning him because the
senior management don’t want an undetected violent crime.

An example provided by a detective manager who, exceptionally, had resisted
pressure to caution a juvenile to gain a sanction detection illustrates the type of
offence repeatedly described in the groups.

I have cases where a crime has come to me from HQ suggesting I
review my decision. What was the last one? Oh, a complaint of
assault. This young lad was running in a school corridor, aiming for
his friend. He tripped over, missed his friend and bumped into a girl
who pushed another girl into the wall and she banged herself and
bruised her arm on the wall. There was no malice and it was not
intentional but it had been crimed up as an assault on her. After I
read it I wrote it off. I said, ‘we will not be cautioning this offence.
Please advise as to his behaviour in the future but I do not consider
myself in the business of criminalising children for basically messing
about’.
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Many officers placed in that situation would have felt obliged to caution the juvenile.

The high yield from ‘other violence against the person' offences

The Home Office Statistical Bulletin for 2006/07 reveals the contribution which
sanction detections for this type of violence against the person offence contributes to
the total of sanction detections for selected key crimes (Nicholas et al, 2007:
Appendix 3 Table A.05).

In 2006/7 sanction detections for ‘other violence against the person’ which includes
assault without injury, harassment, and less serious wounding, provided 34.2 per
cent of all sanction detections. Sanction detections for harassment alone provided
11.7 per cent of all sanction detections in that year. These statistics also support
what the groups stated about the use of the alternatives to charge as a quick-win
outcome. In only 47 per cent of ‘other violence against the person’ cases was the
sanction detection achieved by charge or summons. It was even lower in the
harassment cases (39 per cent). Forty-four per cent of these cases of harassment
were dealt with by way of a penalty notice for disorder (Nicholas, op cit).

When the focus groups were reminded that such offences would probably not be
regarded as trivial by the victims they insisted that these incidents should not be
treated as priority offences, claiming that in many cases:

the victims often do not report the offence themselves, for
example, fights between pupils are typically reported by
schools;

often the victims and their parents do not want the police to
take formal action;
in the majority of cases the offender is not charged but

cautioned or issued with a penalty notice for disorder and
this was perceived to be a good indicator of the trivial nature
of the offence; and
these outcomes still criminalise people who are unlikely to

have been in trouble with the police before and will probably
not commit such offences in the future.

So we’re criminalising a lot of people and bringing them into the
justice system who perhaps 10 years ago wouldn’t have entered it.
You know, kids fighting in the playground, one of the children now
will come out with a criminal caution. Ten years ago we probably
wouldn’t have heard anything about an incident like that. If we had
dealt with it there would have been no formal action.

High-yield robberies

Many of the robberies detected in 2006/7 did result in a charge or summons
(89 per cent) but again the groups repeatedly emphasised that these were typically
cases where the offender was identified from the outset because the offender was
known to the victim or witnesses to the incident. The majority were described as
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school-related offences where, for example, small amounts of money and mobile
phones had been taken.

Cannabis possession

The discussion of the contribution of detections for the possession of cannabis to the
overall sanction detection figures revealed another area where police resources are
being targeted inappropriately according to the groups. In one force highly-trained
drug squad detectives are now being used to improve the sanction detection rate by
concentrating on cannabis possession as opposed to targeting serious offenders
who are supplying drugs locally in large quantities.

Our use of cannabis detections is perverse. In this force I reckon we
are getting close to probably 8% of our total sanction detection rate
is cannabis detection. We have got officers working overtime to get
sanction detections for cannabis because all they have to do is
seize the cannabis, warn the person, put in a crime report and get
the detection. It takes them two minutes rather than the two weeks
an average pucker criminal investigation takes. And there’s a lot of
it around on the streets so you don’t have to look very far.

In our place they will bring four officers on before a night duty and
they can do twenty formal warnings for cannabis possession in a
couple of hours. Imagine what those twenty contribute to your
sanction detection rate before you start - just out of cannabis!

How are you going to achieve an over all sanction detection rate for
next year of 25 per cent? The easiest way to obtain that isn’t to go
out and investigate complicated offences and make arrests and
then go for charges and all that involves. You are going to go out
and get your cannabis possessions. They’re the easiest and you
don’t even have to arrest them. I am sure if you took away our
cannabis detections our overall sanction detection rate would be
worse than it was ten years ago. So performance wise - where it
matters - we are actually doing a lot worse but it’s disguised

Sanction detections for drug offences represented 13.1 per cent of the total sanction
detections in 2006/7. Formal warnings for cannabis possession produced 44 per
cent of the sanction detections for drug offences and cautions a further 22 per cent
(Nicholas, op cit)

One of the major sources of the disaffection of the detectives in this study arises
from the fact that their organisation is prepared to invest heavily to achieve quick
wins at the expense other areas of criminal investigation. Resources are being
diverted from crimes that are considered to be more serious and from offenders who
pose a greater threat to public safety: precisely the sort of crimes where a caution, a
penalty notice etc would be totally inappropriate as an outcome. Neyroud and Disley
comment:

'pressure to meet targets encourages managers to focus on volume
crime investigations which are less resource intensive, at the
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expense of proper investigations of more serious crimes.' (Neyroud
and Disley, 2007: 563).

'Housekeeping' and organisational integrity

The groups were highly critical of the perceived duplicity of higher police
management who were accused of issuing grand statements about the importance
of police integrity but of ignoring the threats to integrity presented by the pressure
they put on officers to achieve sanction detection targets.

Let’s also be honest about this, the Powers that Be know what’s
going on. OK their guidelines go out and we have data accuracy
teams that look at stuff to make sure that we don’t go over the cliff.
However, it’s random and that’s deliberate because we’re in a
performance culture and whenever you are in any performance
culture... as soon as you jump on board that train you can’t get
off it. It goes on year after year and it gets tougher and tougher.
What people do under the performance culture they ‘housekeep’
but you can only housekeep to a certain extent and then the
following year, particularly when you do well, you get even harder
targets. You can’t housekeep like that any more and that gets you
into a very difficult situation because you are on that train. You have
got to do something else then and that is when it starts getting
ethically and morally wrong. I think we’ve hit that stage now with the
politics behind it all. Certainly as far as I’m concerned we have got
to the stage now where it’s getting a bit dangerous because we’re
obsessed with it. Everybody is obsessed with it. It’s not just our
rank. We have to pass it down as well and when you get to the
stage where all the middle management teams are spending 50%
of their entire working life on, (I’ll keep calling it housekeeping
because I like housekeeping rather than what it really is),
housekeeping the statistics, I find that incredible.

Examples of ‘housekeeping’ provided by other groups included the ‘tidying up’ of the
crime queues of 24/7 response officers by picking out self-solver crimes they had not
had time to investigate.

We were told to go out and ‘get them in because it’s close to the
end of April and that’s when we’re going to be judged’. So suddenly
now payment for overtime is not a problem. Everybody can work as
much overtime as they want. Not that you could have kept it up. It
meant doing very long hours for about four weeks; doing double
shifts and things like that. It was just detecting the stuff that’s sat in
the queues of the response teams that they hadn’t had time to do. It
was common assaults, ABHs, stuff like that; straight forward easy
detections.

At a time when their resources are so stretched, members of GO CID are frustrated
when funds are released simply to enable the BCUs to achieve their targets on time.
Others objected to the amount of time they had to spend on housekeeping activities
when they had numerous enquiries to complete and case papers to prepare.
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Detective inspectors who carry responsibility for both GO CID and BCU specialist
units experience this frustration. As one detective inspector commented:

I was looking forward to getting promoted to Inspector because I
thought I would be managing some half serious investigations but I
soon realised I have become an accountant, everything else apart
from investigating crime.

Detectives find it incredible that the scarce resources of other units are also diverted
into activities aimed at improving the sanction detection rate.

The 24/7 response lot are pulled out with work yet our Local
Policing Unit head, who is held accountable for crimes and sanction
detections on his area, has dedicated a uniformed officer to look
through the crimes to see if any can be reclassified. Doing nothing
else than that...looking for burglary dwellings that can be classed
as damage. There are other people looking at robberies that can be
classed as theft persons because the stats are good for thefts.

There was evidence provided in other groups to show that, as the pressures have
increased to achieve ever harder targets, housekeeping has extended to activities
that are more ethically dubious.

Say I have my bosses saying ‘look we have got too many robberies
what can you do about it?’ So you start looking at these reports of
robbery and suddenly they become a theft with an assault, not a
robbery. There is pressure to reclassify crimes to fit statistics.

If you are a robbery squad DI and you have got everybody in the
world coming down on your back, especially when it’s a reactive
robbery squad because you don’t have the resources to go out and
proactively target these people, what do you do? It’s tough in a
performance culture when you are underperforming, what do you
do: you can’t see any way out of it apart from housekeeping. So
that’s what happens and that happens across the board, in every
BCU in the force.

It’s the push isn’t it. You look at it from the boss’s position. You can
change crime figures because you can reallocate crimes to
something that’s not measured. If it’s not measured then fantastic,
you can rub your hands. That’s great as long as you do it within the
rules but how close do you sail to the wind?

Many of the longer serving detectives would be familiar with such tactics as ‘cuffing’
and reclassifying crime which were widely practised in the past (Burrows and Tarling,
1987. Maguire, 2003). The difference now is that a much greater emphasis is placed
in the organisation and on training courses on police integrity.

The groups were concerned that despite the alleged concerns about ethics in
policing, current pressure from the management system is inducing more
competitiveness and compelling people to engage in even more dubious practices:
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We can’t be truly ethical about this because the rest of the BCUs
aren’t and we’re not going to be the worse performing BCU. So as
soon as you get a good performing BCU people from other BCUs
go there to find out what they are doing that is going to benefit
victims of crime on their area [sarcastic]. And nine times out of ten
it’s not to do with best practice, it’s to do with how their
housekeeping is better than our housekeeping. That’s the way of
life.

Concern was expressed about the way the organisation is pressurising the more
junior, less experienced officers lower down the rank structure and over how they
may react to the constant pressure to achieve results.

The point is the further you go down to the floor level where the
officers aren’t quite as polished maybe or don’t have the fine
judgement for when it’s going beyond integrity for recording or for
detection purposes and that’s where I think the danger is because
all this pressure is going all the way down you know.

They produce bad jobs just to feed the sanction detection machine.
Polish squatters are regularly nicked and arrested for burglary.
They call them burglars, but they're not a burglar in any sense that
my mum or your wife would recognise as a burglar. They break into
empty premises to squat, uniform arrest them to get a tick in the
box and the CID end up processing them and cautioning them for
burglary.

Invariably when discussing the pressure on 24/7 response officers the groups
referred to Penalty Notices for Disorder corroborating what was reported in the
earlier study of 24/7 response resilience (Chatterton and Bingham: 2006).

Easy ways of getting sanction detections? Get them to produce
penalty notices for disorder. Currently disorderly people are being
done for a Section 5 Public Order Act, oh and for harassment.

The use of cautions in cases, where this is not strictly permitted, illustrate how close
to the wire some officers are operating:

Take the use of cautions, for instance. If we can’t get a charge we
will get a caution for that person so we don’t lose the sanction
detection. That applies even if they have already been cautioned
and are strictly not eligible for another caution because that gives
us the sanction detection. So we’re helping the figures along even
though, in my view, it’s morally wrong.

The use of TICs to produce sanction detections proved to be a sensitive area but
one which is highly productive if the offender can be contacted quickly prior to being
sentenced or if there has been a DNA hit incriminating someone serving a prison
sentence. Forty-three per cent of sanction detections for burglary in a dwelling
resulted from TICs (Nicholas, op cit).
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The range of housekeeping activities in which members of the forces represented in
the study were said to engage, tended to vary across the forces. ‘Cold prison’ visits
to convicted offenders for prison write-offs are a thing of the past but taking a
prisoner out of jail, after a DNA hit, to identify other premises where they have
committed burglaries is still practised. Detectives in some forces appeared to be
much more cautious than those in others when engaging in this practice and claimed
they would not be able to persuade their Crime Registrar to accept as detections
cases which apparently others experienced no problem in getting through.

Our docket squad produce somewhere between 25 and 30%
detection rate per burglary. They will respond to fingerprint and
DNA hits but also trawl through the force system to look for
offenders on bordering BCUs who have admitted offences and cold
call them in prison before they are sentenced. [They] bring them
out and see if they will admit any on us because they are obviously
talking to police about admitting further offences.

We brought someone out [of prison] but he could not identify any
premises because he always went in at the back, during the hours
of darkness. So we got nothing.

We had a detection but it was two days over the time limit and the
Crime Registrar would not let us have it.

Comment

The discussions of sanction detection targets provided some of the best and most
worrying examples of the negative effects of WFM. In addition to diverting effort and
resources from the investigation and detection of more serious crime, the pressure to
achieve sanction detections is threatening the integrity of officers. On some BCUs
officers are tempted to adopt practices which could have serious consequences for
them if they were to come to light. The senior officers who exert these production
pressures were accused of duplicity by turning a blind eye to such infractions whilst
making grand statements in public about the importance of police integrity.

In the report on the findings of the 24/7 response policing study (Chatterton and
Bingham: 2006 140) it was strongly recommended, contrary to what had been
proposed in Building Communities, Beating Crime (CM 6360), that forces (and
BCUs) which have achieved an excellent performance grading should be the subject
of the most rigorous inspection to establish how this has been achieved. The
findings of this study with regard to sanction detections suggest that such rigorous
inspection has now become an imperative if police integrity is to be assured and if
the lessons of good practice are to be learnt.
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CHAPTER 7

The undervalued criminal investi gations of GO CID and senior
management’s reported lack of CID experience

Introduction

Every group referred to the fact that the contribution of GO CID to the organisation is
no longer valued and to the associated loss of status. GO CID detectives feel
marginalised which, coupled with their cynicism about how the sanction detection
targets are achieved and the quality of the investigations that produce them, helps to
explain their increasing alienation from their organisation. The marginalisation of
their work is obviously signified by the redistribution of resources described earlier in
order to achieve sanction detections through quick wins. The redeployments signal
to the detectives in GO CID that the work of the quick-win squads is valued more
highly than theirs. Yet the work that is devalued and which they struggle to find time
to do, is crucial if the evidence required to prosecute offenders and obtain
convictions is to be obtained. This work is not treated as a priority by senior
management because, under the current performance assessment regime, unlike
sanction detections, convictions are not counted as a measure of police
effectiveness.

GO CID work compared with quick wins

Explaining why she described the status of GO CID as ‘the pits’ a detective stated:

We have become the dumping ground for everything else that isn’t
sexy and is too difficult. By sexy I mean it doesn’t count for the
performance stats. It doesn’t contribute didlly squat to senior
management’s sanction detections figures.

Another detective commented:

The performance side of life unfortunately is managed by the
uniform side of the service and as long as they reach their targets
they don’t give a toss how they do it. So the art of investigation and
the role of the detective are no longer valued. What is valued is
what contributes to the drive for performance. Now detectives take
jobs that don’t impact much upon performance: your serious
robberies, an armed robbery or a series of robberies with a
particular link to offenders or an offender, your serious assaults,
your rapes, which are stand-alone offences so your senior
management turn around and say “Well hang on a minute what do
reactive CID do for the performance of this division?”

GO CID cannot compete with the quick-win squads in the race to produce sanction
detections because the types of crimes they are allocated require lengthier and more
complex investigations. They are also likely to be cases where the most appropriate
outcome is a charge which then results in additional work to prepare cases for trial.
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At best many investigations will normally produce only one sanction detection, so
despite the knowledge, skill and expertise employed and the overall quality of the
work expended on producing these outcomes, their contribution to the achievement
of sanction detection targets counts for relatively little.

At worst their work will produced nothing in the shape of a sanction detection
because:

after a good deal of investigative effort the offender is not
detected; or
if detected, there is insufficient evidence to charge and none

of the other sanction detection options is appropriate or
feasible; or

the investigation proves the original complaint to be
unfounded; or
the incident proves not to be a crime, as we observed earlier

in the case of the investigation of a suspicious death which
turned out to be a suicide.

GO CID work and the current performance assessment regime

A large proportion of GO CID work does not get measured by the current
performance assessment regime. The investigation of a sudden death which proves
to have been a suicide, for example, can necessitate a heavy resource investment
yet the groups told us it is exceptional for the SMT to attach any credit to the
subsequent investigation unless, of course, it has been a high profile case attracting
media attention. The satisfaction detectives derive from such investigations is
personal pride in having done a professional job. There were some exceptions in the
SMTs, as the following quotations illustrate, but they were a small minority and,
invariably, it was perhaps no coincidence that the chief officers were said to come
from a CID background:

I don’t ever get beaten up. They know what I do. For example, this
week, the suicide, all of my CID were tied up with that. What
performance is that? Nothing. But to me we’ve done such a good
job on that, because the family of the poor lad know he killed
himself and wasn’t murdered. We’ve got a coroner’s file together
which is professionally done. It helps to give them closure.

My boss was in CID not so long ago, so he understands the
pressures on the CID and the fact that we’ve investigated a rape
allegation for two or three days, and then it turns out to be false or
we can’t prove it, and that doesn’t do anything for his performance.

Post-charge work by GO CID undervalued

Once a suspect has been identified and charged this does not necessarily mean that
the case against them can be easily proved in court. As Maguire notes, citing the
example of date rape: ‘the production of evidence in such cases may be very difficult’
(Maguire, 2003: 373). These are exactly the type of cases that GO CID are required
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to investigate and prepare for trial and Maguire argues they require the exercise of
some of the most important skills of a detective. Our groups claimed detectives
struggle to find the time to exercise these skills.

Stelfox’s observations on the work involved in case building, and particularly his
reference to the amount of material that has to be gathered in the course of the
investigation, are apposite:

'The rules of evidence are complex, are often contested and subject
to a great deal of variation and specific exception. The important
point is that not all information can attain the status of evidence.
During the course of an investigation the police gather a wide range
of information, some is useful in furthering the enquiry but incapable
of becoming evidence and some turns out to be entirely redundant.
The difficulty for the police is that in the first instance it may be
difficult to distinguish between these categories. As a consequence,
all information has to be processed, which includes making
decisions on its status and relevance to the investigation. In this
way the police build up a knowledge of the incident from which they
later construct a case against the suspect (assuming one has been
identified).' (Stelfox, op cit: 34).

The amount of work that goes into the preparation of a case, after the suspect has
been charged, is impressive. Detectives explained to us how they are constantly
looking ahead to the trial when they are working on their cases, anticipating the
questions the defence might put to them, and collecting the evidence to address
them. Even then they find they may not have covered every angle. In Crown Court
cases prosecuting barristers and judges, even at these latest stages in the process,
will make additional requests for information and evidence.

Barristers ask for more material all the time even when you get to
court. But before that we end up having quite a lot of meetings
between CPS, the barristers and ourselves checking up on whether
we have done this and done that and so on.

In some of the groups detectives admitted to having been criticised by judges for
failing to provide certain items of evidence or neglecting, through pressure of time, to
follow up certain lines of enquiry. In one force area we were told this is becoming a
more frequent occurrence and CPS are advising detectives on courses to ‘come
clean’ and admit to not having had time to complete such enquiries. Their colleagues
agreed this was preferable to trying to cover up the omissions but they were doubtful
that the judge would accept lack of time as an excuse and anticipated they would
then question why the case was brought to trial.

GO CID teams are not provided with sufficient time to undertake the important post-
charge, pre-trial work and combine it with all the other work which comes through the
door of their offices e.g. servicing the ’golden hour’. The problem arises because
SMTs are claimed to have little interest in the outcome of court cases. Convictions
do not count because SMTs are not assessed according to the number of successful
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prosecutions brought and the convictions their officers achieve. If a prosecution fails,
responsibility for this cannot be laid at the door of the police, a point frequently made
in academic studies.

As Tilley et al observe, for example:

‘The window the police operate in is that between the report of an
offence and the identification of the offender - what occurs prior to
or after these stages the police have less responsibility over. Thus,
counting detections represents a choice to focus on the
performance of the police as opposed to other criminal justice
actors.' [emphasis added] (Tilley et al, 2007: 229).

The intention of this quotation is draw attention to the important point that the
conviction rate is not an indicator of police performance alone, but it also helps to
explain why the sanction detection rate has assumed such significance and why
police work in the post-detection window tends not to be recognised, even in
academic studies of the police. The time spent detecting a suspect and preparing the
case for a charge can be considerable but the groups repeatedly emphasised the
substantial amount of work remaining to be done post-charge. Scientific and
technological advances such as DNA, CCTV and mobile phones have opened up
new avenues of investigation resulting in most cases having ‘shed loads of
enquiries’. If these are not done and this is picked up by the defence teams it can
jeopardise a case.

In discussing how the practice of criminal investigation is becoming more
professional ised, and moving away from the craft model that existed when it was
lightly regulated and required low levels of technical and procedural competence,
Stelfox emphasises the amount of work that has to be done to bring a case to trial
and its importance.

‘These developments clearly envisage the role of criminal
investigation as one of gathering material about the crime in a non-
partisan, inquisitorial way and making it available to both the
prosecution and the defence who argue the case according to the
adversarial procedures of the criminal trial.' (Stelfox, 2007: 630).

The amount of work has increased dramatically as scientific advances have opened
up new avenues of enquiry.

'Developments in DNA and other forensic evidence, the availability
of material from CCTV cameras, telephone data, automatic number
plate recognition, Internet traffic, improved intelligence analysis and
more, provide investigators with the sources of material that their
predecessors could only dream of.' (op cit: 631).

Groups contrasted the amount of work they are expected to do by other actors in the
criminal justice system with the limited amount of time their SMTs allow them to do it.
We were told that the depletion of the number of detectives deployed in GO CID
results in the few remaining team members struggling to complete the ‘hard work
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that starts after some-one has been charged’. Even the active crimes which have
attracted so many resources under the golden hour principle, lose their high priority
status and the associated resources, once a suspect is charged.

Today’s headline crime is tomorrow’s chip-paper. The job that was
the most serious one day is overtaken by another the following day.
You do the initial enquiries and try to cover all the immediate leads
but then it is left for one detective to process it through when they
can, along with all the other cases they are working on.

Numerous examples were provided to illustrate that SMTs do not rate post-charge
work as important and consequently fail to resource it adequately. For instance:

We’re supposed to have 'spare' days when we can have our own
appointments and do our follow-up work but these are always
encroached upon by helping out other teams. Managers consider
us to be 'busy' when we’ve got a prisoner in the traps – they just
want a charge. Taking a statement is considered as ‘not busy’. I
stand up for myself but the youngsters don’t.

Although he stands up for himself this detective confessed to having to take work
home with him because he could not complete it in work time and still ‘took pride in
his job’. Another detective stated:

There’s a complete lack of understanding in management about the
CID role. We had a major fraud case involving credit cards. We
needed to send some computers away to be examined and there
was a seven-month backlog so people were bailed and rebailed
and all I got was 'when is this going to end?' from the management.
They just did not understand what was involved.

Other examples illustrated a more insensitive approach:

We are investigating the murder of two children at the moment. The
suspect was arrested and charged three weeks ago. The DI
showed the superintendent on the BCU the file that had been put
together. And his view was, 'Are you still dealing with that?' Two
children murdered 'Are you still dealing with that?' The prisoner was
only locked up three weeks ago and he asks, ‘why are you still
dealing with it?' That shows they’ve got absolutely no idea.

Expectations of the CPS

In some forces the pressure to obtain charges in order to achieve the sanction
detection targets within the time frame has resulted in the past in police officers
providing CPS with assurances that more evidence to support the prosecution will be
forthcoming. This has not always materialised and now CPS solicitors in those
forces insist on having all of this evidence and on being 'court-ready’ before they will
make a decision to charge.
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They won’t charge without a full file – they want every 't' crossed. It
can take us 6 months before they get into the system.

When detectives are required to produce court-ready files to achieve a charge, they
can be put under additional pressure by members of the SMTs who will impatiently
review progress because a timely sanction detection is at stake, pressing the
detectives to obtain the evidence to charge and often ignoring the time it takes for
forensic evidence etc to be processed.

This interest evaporates once the charge is accepted and the sanction detection has
been achieved.

Competing priorities

The following quotation provides a useful insight into the way detectives have to
juggle the demands of additional follow-up investigations with giving a priority
response to today’s crisis:

Let me explain how the priorities change: how a job that comes in
this morning and has to have all that attention eventually becomes
one more case in a detective’s tray. Someone sustains serious
injuries in a pub fight. All the stops are taken out and two people are
arrested and get charged with assault. They plead not guilty. Fifteen
people are shown as potential witnesses and now each one of
those has to be seen, otherwise questions will be asked at Court as
to why they weren’t. So the case is not as straightforward as it
appeared at the time of the arrest. There’s also CCTV which will
hopefully show the incident and that’s got to be kept and viewed. I
plan the investigative processes I have to go through but then the
next day there’s a stranger rape – that becomes the new priority. I
am deployed onto that. The day after that there's another serious
assault where the victim is in hospital on the critical list and I’m told
I've got to assist with that. Meanwhile time is ticking away on other
cases that were last week’s priorities and what about that pub
assault? When do I get chance to service that? I might service it,
but when do I get chance to investigate it thoroughly? I’m thinking, if
I’m lucky I might be able to get round to five of the fifteen witnesses
in order to obtain statements. What’s the CCTV telling us? Need to
get round to viewing that. Maybe I can get some analytical work but
I haven't got time to sort that out yet.

Resentment about the priority given to sanction detections

If the additional pressures placed on the detectives through the failure of SMTs
adequately to resource post-charge work (which the above quotation illustrates well)
are viewed in the context of what was said in the groups about the resources
committed to the production of the quick-win and the high-yield offences they detect,
it is understandable why GO CID detectives experience a sense of injustice and
express resentment.

We have a ‘response officer of the month’ competition on our BCU.
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Whether you win depends on the number of sanction detections
you have produced this month. When I see it I think have they
looked at the quality of work that went into producing those
detections? What types of jobs were they for? How far did that job
go through the system? Did it even go to court and what was the
end result of that? Compare that with the type of job we deal with.
I’ve just finished a conspiracy for robbery which took months and
months. We got three convictions – three sanction detections, six
months down the line.

The groups repeatedly contrasted the types of crimes that fell within their remit, and
the quality of the investigations that had to be invested in them, with the quick wins.

Can I give you an example? If you've got five different schoolboy
robberies outside schools then that's five crimes for the robbery
squad and performance data for your bosses. These are your
typical common or garden robbery arrest, schoolboys, theft of
mobile phone, theft of a pound dinner money. Compare this with the
robbery where you've got someone who’s been walking down the
street, your wife, my wife, and been savagely battered for their
handbag. They’re more interested in the five than they are in the
one because it’s five easy sanction detections. In our area I would
say that over 70% are in the category of the schoolboy robbery so
when they say 'Go and get 22% clear-up rate', they’re going out and
nicking a kid who’s taken the dinner money off another boy.

Management’s lack of knowledge of criminal investigation

It was repeatedly suggested that had members of senior management and ACPO
teams spent sufficient time working in the CID they would understand why they
needed to put more resources into the investigation process.

I would say the majority of senior management, certainly in our
BCU, are from a uniform background and have no appreciation of
CID work.

There seems to be a lack of appreciation by people at the higher
level of the amount of work that needs to be done subsequent to an
arrest. You need to look at the people who are at that high level.
What have they done in their careers?

Inexperience was believed to explain unrealistic expectations regarding the
achievement of targets.

What they don’t understand is exactly what it takes to investigate a
job and the actual work involved. For example take TICs. There’s a
massive drive on for TICs in our BCU and we have been told how
many we should get. The superintendent wants to put it up to 100 a
month. He seems to have no comprehension about how difficult it is
to obtain TICs from offenders. The people who are setting these
targets and pressing you to reach them must never actually have
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obtained a TIC in their lives. They’ve probably never sat in an
interview with a solicitor present.

Inexperience was linked with the unsympathetic attitude shown by senior
management to post-charge work.

How many times have they been in the witness box at Crown
Court? If you’ve given evidence at a trial, say for a murder or other
serious offence, that teaches you how watertight each case has to
be. Otherwise the defence teams will blow it out of the water and it
gets thrown out court. They seem not to realise how watertight a
case has to be and that’s down to their inexperience.

Senior officers haven’t got a CID background they’ve got no idea
what is going on. They see detectives in the office sitting on their
backsides and assume they are available for jobs. They’ve got no
idea that they’re there actually doing Section 51 files because
judges have ordered them to do particular enquiries or because
they are trying to catch up with their work.

An unfavourable comparison was frequently made with the position a decade or
more ago when, it was claimed, many more senior officers would have achieved
their rank via the CID route.

It seems to have gone totally the other way over the past few years.
Our ACPO team are mostly young in service. They’ve risen through
the ranks at an accelerated rate, so fast that they haven’t even got
a great deal of operational policing experience, let alone of CID
experience. They haven’t had the time to spend getting the
experience as a detective, coming up through the ranks from DC to
detective superintendent and all the rest of it. And I think in the
main, they don’t have an understanding of how a CID office works.

I think that they are criticised because they lack experience and
that’s because people are flying through the ranks, spending just
three or four months in one place, moving on, going to another post,
butterflying around. Ten years ago a lot of the old bosses had
probably done ten or 15 years in the CID. They would have spent
quite a few years as a DI and a DCI – taken their time to get up
there. Now people are just rushing through. I can’t believe the
speed and it means they lack of experience.

Careerists

Included in the criticisms were some current holders of management posts within GO
CID. Participants distinguished between those among their CID managers who have
spent years in the CID as DCs and DSs and others who are considered to be using
the CID as a stepping stone in their careers. The latter were accused of spending
just enough time to take the necessary courses and gain accreditation and staying
for a minimum period in the CID to acquire ‘the badge’ for their CVs.
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Most of them have been on a course to buy a detective badge.

I’m about to get my sixth detective chief inspector in two years and
the majority of them have come from outside of CID. . . They just
fly in and out of various departments and various areas of police
work. The old structure where you could have a career within CID,
where someone would be a DC and work towards being a DS, and
then work towards being a DI . . . it doesn’t happen like that
anymore. People work toward the next rank irrespective of where
that position sits in the organisation. I might want to try and get
promoted to inspector but the inspector vacancies will be in uniform.

Examples were given of projects and initiatives which had been introduced by some
detective inspectors and chief inspectors in order, it was believed, that these could
be written up on their appraisals, solely for their career advancement.

At our place we’ve got uniformed officers who have been given a
sideways move into the CID office. They haven’t got a clue. We’ve
got a DCI who wouldn’t be able to investigate his way out of a paper
bag. We’ve got a uniform inspector, who’s now a detective
inspector, never investigated anything serious and he gets these
crazy ideas. Just for a tick in a box for the next promotion. Yeah,
right. They just screw the job up.

Fitzgerald et al reported similarly that:

'At more senior levels, it was pointed out that to be eligible for
promotion could require “evidence" of ability to manage change and
this was perceived as creating perverse incentives for more senior
officers to generate change for its own sake.' (Fitzgerald et al: 122).

Comment

Although there was a consensus regarding the lack of CID experience at senior
management and ACPO team levels, it is impossible to state if this was actually
based upon the knowledge participants had of the careers of their senior officers. It
might alternatively have been the only credible explanation they could offer for the
decisions made by those officers on matters affecting GO CID. Whichever applies it
further evidences the difference in the orientations of these detectives and their
senior officers.

Current organisational priorities rate the achievement of sanction detections as the
primary objective of the criminal investigation process and resourcing decisions
attach relatively little importance to obtaining convictions. In contrast, the detectives
in the focus groups described a successful, quality investigation as one which not
only produces a charge and thereby, incidentally, a sanction detection but also
results in a conviction. To the detectives this is a qualitatively superior result than the
quick-win detection achieved through a caution or formal warning for cannabis
possession. The conviction will be worthwhile. It will be for the type of serious
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offence which merits the degree of investigative effort invested in it and it will have
required the exercise of a range of detective skills and knowledge.

In this respect, the GO CID teams are more in tune with members of the public, who
according to Tilley et al, regard the conviction as the most relevant outcome:

'Arguably, for many members of the public, what really matters is
the proportion of offences that lead to convictions in court. This
reflects the number of offenders who are held to account for their
offences, yet compared with detection rates these figures largely
remain out of the public view.' (Tilley et al, 2007: 229).

This chapter and preceding ones have discussed how GO CID teams attempt, as
best they can, to attain the professional ideal. They have described how the teams
are hampered because of the numbers of staff they have lost and the priorities of the
SMTs. The effect of this on their workloads has been noted as has the way that
management priorities shape the rhythm as well as the volume of their work.
Throughout attention has been drawn to the effect this is having on the attitudes of
GO CID detectives who feel marginalised and undervalued and to feelings of
disillusion and the sense of alienation that came across in the groups. These were
reinforced in those forces which did not award SPPs to GO CID detectives. This was
adjudged to be unequivocal evidence of the low standing of CID work in the eyes of
senior management.

The next two chapters of the report focus on these and other consequences of the
under-resourcing and the low resilience of GO CID.
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CHAPTER 8

Consequences of the under-resourcing of GO CID for individual detectives

The discussion of the consequences of the under-resourcing of GO CID has been
organised into two chapters: the harmful effects on individual detectives working in
GO CID are considered in this chapter and in one that follows the consequences for
crime detection and the criminal investigation process are explored.

Excessive hours worked

As a condition of staying in the department every member of GO CID must be
prepared to work overtime on a regular basis. Working extended hours has been the
norm in the CID and, historically, the opportunity it offered to work overtime was one
of the attractions of the department and a reason why competition for posts was so
high. However, the amount of overtime members of GO CID are now required to
work is perceived by many detectives to be excessive. This is partly a function of
officers’ views on the work-life balance but it is mainly due to the fact that detectives
are required to work overtime because it is impossible to conduct the normal
business of the department without them putting in many additional hours. On the
other hand the requirement to work overtime in order to resource the golden hour
response to a genuine critical incident is still generally accepted as an intrinsic part
of a GO CID detective’s role.

When a murder or a job like that breaks, you know, you’ve got to hit
it then. You don’t hardly see home, you know. You can be doing
two or three days, and working 14, 16 hour days. But you’ve got to
do it. It goes with the territory.

Delays in the Custody Suite

Overtime is now routinely incurred because of the amount of time it takes to process
a prisoner, from the initial interview through to a decision by the CPS. Group
members listed queues in the custody suites, time spent waiting for solicitors and
interpreters to arrive, and the length of time taken in liaising with CPS, especially out
of hours when CPS Direct is involved, as the principal reasons for this.

Overtime can’t be avoided because of the delays you get in
custody: interviewing, waiting for solicitors, interpreters, and then if
you’re outside of the 9 till 5 you’re on to CPS Direct so you’re sat at
the other end of the fax machine sending your MG3, the record of
your interview and that can take up to three hours. Then if it’s a
remand in custody after they’re charged, to get them before the
court the next day you’ve got to start preparing your file for court.
Yeah those can be particularly long shifts. You can guarantee you
will get a long shift twice over a 7-day tour. Weekends are the worst
because of the volume of work on Friday/Saturday nights.
Everything is busier. The custody suite’s a lot busier. They’re full so
you’re queuing for absolutely everything you want to do. It can drag
on for five or six hours just because you’re waiting around for



solicitors, you’re waiting around for a custody sergeant, waiting for
an interview room and it all adds up.

Abuse of overtime working

With the huge reductions in the complement of GO CID, the overtime commitment
now has to be borne by the small skeleton teams of detectives left behind.
Consequently, for each detective in those teams the requirement to work overtime
has become the norm. Go CID detectives are frustrated at the delays which extend
their working days and they are angry about those which are the result of
management policies, such as the closing of custody suites, but what incenses many
of them is the fact that senior management imposes extended working times on
them by under-resourcing their teams. They regard management’s insistence that
they should accept an extended working week as a matter of course, as dictatorial
and lacking in consideration for their personal lives.

Many of the examples provided in the groups suggest that management would have
been able to predict the volume of demand and the detectives believed they should
have made the necessary provision.

After the mayhem of New Years Eve there’s a DS and two DCs on
days - New Years Day of all days! When they came in there were
three prisoners to be dealt with for Section 18 assaults including a
serious domestic violence assault and an incident where firearms
were involved. So you’ve got three incidents there and each one
really required the three people on duty to work on it. But, as usual,
the figures don’t match the need. A request was made for additional
staff to be brought on duty and this was declined and subsequently
the DC’s were forced, and I say forced, to work in excess of 16
hours.

This detective claimed this was not an isolated case. Other group members argued
from their experience that overtime payment would not have been declined in the
circumstances he had described but as he correctly retorted, this still supported his
main contention that management use overtime as an alternative to providing a
sufficient number of detectives to meet demand. He continued:

Those officers had to work grossly extended and totally avoidable
tours of duty. The most disturbing element of this situation,
however, is that there is a routine expectation by the management
that detective officers are firstly willing, and secondly able, to work
these excessive extended periods of duty when the demand could
have been anticipated in the first place.

The consensus in the groups was that you either worked excessive overtime or were
disloyal to your colleagues and left them to cover the extra work. For most
participants, leaving your colleagues in the lurch, was not an option.

[Detective 1]: I've got young officers who feel obliged to come to
work on days off without getting paid.
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[Detective 2]: And they will stay at work after they've booked off
and do work. Now if I catch them I send them home or reroster a
rest day or whatever. But they feel obliged to do it because they are
under pressure. The management know that but turn a blind eye to
it.

Participants admitted they were aware of breaching Police Regulations and the
Working Time Regulations when it came to working extended tours of duty.

In all honestly if we worked to Police Regulations the job would
grind to a halt. We would need to be able to detain people for a
minimum of 96 hours minimum! Yet if I am on an 8-4 shift, it’s only
right I should be able to go home at 4 o’clock but if I decided to go
home I know the job wouldn’t get done. The bosses would probably
use the ‘catch-all’ exigencies to make me stay on duty and I’d
probably commit a disciplinary offence for not staying on. What’s
that all about? Everyday, by following Police Regulations and
finishing on time, you’d risk being sacked!

It’s become the expectation of management that you will be there
and Working Time Regulations and Police Regulations - everything
goes out the window.

First-line supervisors are aware of the deleterious effect working excessive hours
has on their detectives but have no room for manoeuvre.

Talking of delivering quality of service to the public, I can’t deal a
decent hand out there because I haven’t got the cards. I’m having
to turn round to people and saying 'I need you to do a longer tour of
duty'. Now I’m talking to people who are routinely working in excess
of 50 to 55 hours a week anyway. Quite frankly they don’t want to
work the overtime on top of that. They’re tired. I really don’t want
them working when they are exhausted neither, because then
quality goes and mistakes are made, but there’s no option.

Abuse of overtime working fuels disaffection

The lack of consideration for GO CID detectives and the effect of regular overtime
working on their health, family and social life are fuelling disaffection. This is evident
in comments such as:

There is no longer any ‘give and take’. At one time ‘the job’ would
make allowances but now it’s all take, take, take.

Constantly working overtime creates exhaustion. It is cumulative
and it’s a gradual wearing down process but they [management]
don’t seem to care.

The number of detectives in the GO CID teams refusing to work overtime, or
demanding payment on every occasion they work it, is increasing. They are still a
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minority and management can still depend on what was described as ‘the goodwill’
of the rest but increasingly detectives are demanding payment for overtime duty - ‘no
pay, no stay’. This could be a sign that the goodwill is beginning to evaporate.

The days are rapidly disappearing in our area and rightly so, when
the DI can walk in and say at 4.00 o'clock, official finishing time,
'You're not going home' and my first call is to my wife to say, 'I'm not
going to be home, and I know you've got to go to work, can you go
round and knock on the neighbours and see if someone can look
after the kids? I think I'll be home about 10.00 o’clock'. Some of my
people just turn round and say, 'No I'm not prepared to do that now.
I've arranged to pick the kids up at half past four. And my working
day finished at 4.00. I came in knowing I was going to finish at 4.00'.

It’s got to the stage now where if anyone came to me and said
we’re £900 overspent on the overtime budget and we’d like you to
work for goodwill, I would say ‘sod off’ and my team would say ‘sod
off'. In the past we would have done it.

The goodwill has been lost. People won’t work on rest days now.

Reassessing the work-life balance

It was evident in the group discussions that detectives are now taking their work-life
balance seriously and weighing the costs of spending too much time at work.

After a run of overtime I said to myself 'Hang on a minute. Yeah,
you’re a cop. You’re dedicated to this job and want to do your best
for it but hang on a minute, you also have a life. No wife because
you’re a cop but you’ve got children'.

The results of such assessments have led people to apply for a posting that offers
more regular shifts and more predictable hours, as evidenced by the exodus of
detectives from GO CID to specialist squads.

The reasons I had to come off [GO CID] is because I’ve got two
young children. I chose to go on Child Protection purely for that
reason. I would prefer to be doing reactive CID work but I cannot
afford to do the hours, particularly as a DS. The number of times
that you get put upon, it’s horrendous.

Stress and sickness rates

In every group reference was made to the levels of sickness in the GO CID teams
which compound the abstraction problem. Some groups did not want to dwell upon
the subject because they considered that what was reported was unlikely to make
any impression on management or politicians whose obsession with the ‘bottom line’
meant they had to be too hard-headed to care about ‘the welfare side of the job’. Yet
from the relatively little that was said on this subject it was clear that the long shifts,
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and the pressures they are subjected to whilst at work, are associated with what
participants themselves regard as high levels of sickness. The following is typical of
what we heard:

There should be seven of us. One DS, one DC and one TDC is all
we have. Two have left the team altogether. Others are on
restricted duties for mental health reasons - stress basically. I’m
the only one who hasn’t been off sick.

Some participants were willing to admit to being ill:

I’ve been ill for months but haven’t taken any time off because I
don’t want to dump my colleagues in it.

I kept going because I didn’t want to let the team down and I was
ordered to go off sick in the end.

Last November I was virtually at saturation point and I almost had a
panic attack because on my desk I had a couple of murders, a
couple of violent disorders, a paedophile job and I thought, where
the hell do we go with all this? I didn’t know where to start. You
work through it because you’ve got your team round you but you
are so close to breaking down.

It does grind you down. I was thinking of sending ‘threatening' e-
mails saying, you know,'if this carries on I’m off'. Everyone at [the
station] had been saying to us all, 'God you all look tired'. Then I
started my leave on 10th, and on 12t h I was told I’d got shingles. No
wonder I’d been feeling bad. It was stress. You don’t think you’re
getting stressed because you’re just working to that stress level all
the time.

Others told us about colleagues:

I think any one of us in here could point to a handful of people in
their office who are on the borderline of becoming ill, due to
workloads and stress.

I’ve got one guy off with stress at the moment, and another one of
the team just packed his job in. Just went. 'I’m not doing this
anymore'. He’s the second in the past 12 months.

They go off sick because of the pressure. Last year in H we had
four detectives off with stress at the same time.

Leaving rates

Detectives are not only leaving GO CID to take up posts elsewhere in the force, they
are leaving the police service, and in some cases, emigrating. Participants in every
group referred to colleagues from GO CID who had left the service because they had
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become disenchanted with the way the organisation is managed, the amount of
change and the long hours. A similar problem of attrition was raised in the focus
groups conducted with 24/7 Response officers (Chatterton and Bingham, 2006: 98).

Discussion
Police forces need to reconsider as a matter of urgency their current policy regarding
overtime working in GO CID. It is bad for the detectives to be working excessive
hours on a regular basis and bad for the organisation and the general public to have
detectives, exhausted by the cumulative effect of working these hours, making
important decisions in the criminal investigation process. Fatigue-induced errors of
judgement would have serious consequences for them, the organisation and the
members of the public involved.

Police forces may be obliged to review their resourcing of GO CID, in any event, as
there is strong evidence that the reservoir of goodwill on which the present system
depends is a diminishing resource. Whether it is through a reassessment of the
work-life balance or simple burn-out, in future more detectives will refuse to work the
long hours currently demanded and, unless their numbers are increased, this will
have dire consequences for the criminal investigation process

The danger is we are reaching a point now where there won’t be
the resources to do the job. Detectives of my level service, twenty-
odd plus, are now at the point of asking 'Why do I need this? I don’t
need this anymore. I’ve got my family to consider. I’ve got a life'.
I’m being called every rest day by the DI asking me either to report
for duty because something’s happened or to brief him on
something. But there are detectives coming through the system
now who have a different attitude again. You need them for an
important enquiry and the reply you get is 'I’ve actually got some
child care issues' or 'I’ve actually got somebody coming to fit my
carpet tomorrow so I can’t work tomorrow' or 'My car’s going in so I
can’t do that'.

It was beyond the scope of this project to attempt an analysis of sickness and
attrition rates in GO CID. Even if this had been attempted it is highly unlikely that
easily accessible data are available for GO CID teams. There is an additional
problem relating to the publicly available data on retention rates at force level as
there are strong indications they are inaccurate. This was revealed by a piece of
research conducted for the Futures Group (a working group of the JCC) into career
progression and retention (Elliott: 2007) following the publication of the report on
24/7 response policing.

Using data from the PNB annual Survey of Earnings, Hours and Length of Service,
Elliott attempted to track the progression of a cohort of constables who had less than
one year of service at the survey date in 1999. Unfortunately the data available
through the PNB surveys appear to be subject to recording errors. As the 1999
cohort gains more years service the number in the cohort changes each year. Elliott
suggests that forces have most probably provided the wrong years of service for



some of their officers. If the recommendations of The Booth Report (Booth: 2007)
are followed, however, the quality of recruitment and retention data should improve.
The report states:

'It should be a matter of routine for both Sides [of the Police
Negotiating Board] regularly to examine information on recruitment
and motivation and morale and other relevant factors and to set
benchmarks against which these can be monitored. Armed with this
information, both Sides can discuss what corrective action may be
needed to maintain the benchmark positions. A start should be
made with gathering this information, assessing it and setting broad
benchmarks in the 2007 negotiations, but developing a refined
system will take more time.'

The findings of this report strongly suggest that these data should be collated in a
way which would make it possible to drill down easily to explore recruitment,
retention, and sickness levels within departments such as GO CID.



CHAPTER 9

Consequences of the under-resourcin g of GO CID for criminal investigation
and crime detection

Introduction

This chapter explores the consequences for the criminal investigation process and
crime detection at BCU level of the lack of resilience of GO CID teams and their
heavy workloads.

It was expecting a great deal from the groups when they were asked to be open with
us about how they cope with the pressure, whether it adversely affects the way they
investigate crime, and if so how, and particularly when they were pushed to give
examples from their own experience. Their willingness to engage on this issue has
been of great value to this study revealing the depth of their frustration and we were
more than satisfied with the illustrations provided. However, there came a point in
each group when it was obvious that they had gone as far as they were prepared, or
could afford, to go with examples. The group usually moved the discussion on to a
different, related topic at this point. To have expected them to provide more would
have been to ignore that what they were being asked was tantamount to their
admitting neglect of duty and/or rule breaking in the presence of other officers, some
of whom they had met for the first time in the group.

Coping tactics

In the limited time they have available between:

providing the golden-hour response;
interviewing suspects arrested by uniformed colleagues

and responding to CPS advice regarding these and other
pre-charge cases;

attending to urgent matters arising from post-charge
cases; and

responding to other SMT priorities of the day,

detectives in GO CID are able to turn their attention to the other crimes they have
been allocated. These crimes will be at different stages of investigation. Some of the
jobs will only recently have been allocated and, in common with others that have
been on the ‘back-burner’ for some time, they will have received little, if any,
attention. Although work on others will already have commenced, they will require
further investigation and the following-up of leads resulting from forensic science
examination, mobile phone checks etc.

The problems GO CID detectives have in finding the time to undertake post-charge
work and the frustration and anxiety it generates have already been noted. To
manage these other crimes detectives have developed a number of coping
strategies. Without the adoption of these strategies survival within a GO CID team
would be impossible. We were repeatedly told the cautionary tale of the ‘over-
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conscientious’ detective who is unable, or refuses, to adopt these practices. We refer
again to these over-conscientious detectives later in this chapter.

The coping tactics drawn to our attention by the groups were:

first line supervisors do not allocate all crimes to GO CID
teams - not all crime reported to the police is allocated for
investigation. This is not a new phenomenon. In the
author’s personal experience of undertaking research on
policing, for over thirty years detective managers have
been screening out crimes which in their opinion had low
solvability. During that time crime screening has been put
on a more formal footing with specified solvability criteria
and more recently with the setting up of Crime
Management Units. The crimes allocated to the GO CID
teams will already have been through this sifting process
and those that come through it are, presumably, above the
solvability threshold. Yet first-line supervisors and
managers of GO CID will operate an even finer filtering
process by not allocating some of these crimes for
investigation by their teams.

In a 24-hour period the crime desk will screen in between six to 15
crimes to us and I feel literally I’m just fielding them. I don’t look to
investigate everything. I go through them to see what I can get rid
of, and then if there’s anything that needs investigating I give them
to people.

not investigating allocated crimes - members of GO CID
teams, with the exception of the over-conscientious
detectives, will not investigate every crime allocated to
them either because they operate with a higher threshold
of solvability or simply do not have time. In such cases
even basic enquiries may not be made but in order to get
the crime closed the ‘investigating’ officer has to ‘tick the
boxes’ reporting that those enquiries had been undertaken
but with a negative result. Although it is deviant the
practice of screening out crimes at detective constable
level is an informal extension of the official crime screening
process, the principle of which is already accepted within
the organisation.

House-to-house enquiries are a classic, you know. How often do
house-to-house enquiries get done properly, thoroughly, you know,
like we would do for a murder? My next door neighbour’s house
was burgled. I looked up the crime and it said I’d been interviewed.
Well I hadn’t. I’ve not making an issue of it because the officer has
had to report that he has done house-to-house when he hasn’t
because he’s not had time. They’ve got other pressures.
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not following up on leads - 'winging it’ was an expression
used in some groups to describe how they would close
down an investigation into a particular crime because it had
already demanded too much of their time and would require
a greater investment of time to get a result. If you believe,
as one officer put it, that you are resourced to deal with 5%
of the work you are given then it makes no sense to attempt
to complete more.

Whereas before, you’d only have four or five serious jobs on and you
could throw everything in those four or five now you’re spreading
yourself so thinly that you can’t fully investigate them. Sometimes, and
I know it’s wrong, but sometimes I get certain lines of enquiry but don’t
do them. So I say ‘I am not going anywhere with this’. In fact you don’t
know whether you could have got anywhere with it until you have done
those enquiries. Sorry, the public do not get a quality service.

If you have a lot of eyewitnesses on a list you will only be able to go
and see the first few witnesses which means you could miss some
vital evidence. We don’t have time to do it thoroughly. On a murder
you would go to the nth degree but for lesser offences, and some of
them to me are serious, you don’t

[Detective] Well it happens that you could have a list of like 20
witnesses to go and see and this may well be an investigation you’re
doing on your own. You might see what you consider to be the key
witnesses and the other people never get seen purely because you
haven’t got time to do it. You convince yourself you don’t need to
because you don't think they’re going to tell anything you don’t know.

[Facilitator] And does that matter?

[Detective] It does matter. It’s not professional. Because you never
know, witness No 20 might have seen something that nobody else did,
but because of time pressures you haven’t got the resources and you
have to draw a line under it.

delaying enquiries - in many groups participants identified
types of crimes which are invariably placed on the ‘back
burner’ or always ‘sink to the bottom of the in-tray’. Aptly
described as ‘historic crimes’ these are crimes where the
length of time between the offence and when it is reported
to the police can be considerable. The examples given
invariably fell within certain crime categories, usually rape
and other sexual offences. Because of the time that has
elapsed since the alleged offence they involve protracted
enquiries. Identifying and tracing witnesses who can recall
the incident is invariably a problem, for example:



‘Historic crimes’ are put at the bottom of a pile because we’re
constantly reacting to the current stuff coming in. Yes it’s a crime,
but it’s sat there. It could be six months on before we even get
round to picking it up because of the constant reactive stuff that’s
coming in. That can’t be right, that victim’s suffering.

Although the delays were exceptionally long in the instance of ‘historic crimes’, many
investigations are delayed for longer than they should be. In fact, the length of time it
takes to finalise cases was frequently offered as good evidence of under-resourcing
although we were advised that other factors contribute to the delays, such as waiting
for forensic results, telephone subscriber checks and decisions from the CPS.

CPS won’t charge without a full file – they want every 't' crossed. It
doesn’t help – it can take six months before they get into the
system. It does nothing for the victim – we just keep bailing them
[the offenders]. We just want charge, conviction, sentence. You can
easily lose impetus on a case.

The prudence of some force and BCU commanders adds to the delays regarding
forensic submissions because they refuse to send all relevant items at once for
forensic examination preferring to send a few first and, if there is a positive result,
then the remainder.

We send little bits off at a time to forensic so it doesn’t cost as
much. That then takes 6 months and the case gets forgotten about.
Then the CPS will drop it.

These factors contribute to the problem but the principal cause of delay is the GO
CID team’s restricted capacity to get on and do the investigations.

You’re investigating somebody for rape. You want to get him into
the system as quickly as you can. But it’s a case of bail him, and
then bail again, and again, and again, and all the time it’s
lengthening the agony for the victim. She’s going through it
because she wants this guy charged, convicted, sentenced not
rebailed month after month. You’ve got a girl who’s been raped and
we keep telling her, ‘Oh yeah, we’re getting there’, every 28 days
we’ll update her [sarcastic]. And very often whilst you’re doing all
this the actual impetus, the momentum of the enquiry can be lost.

I’ve had cases where juvenile offenders have been on bail for over
6 months before they’ve even been charged. They should be
charged and dealt with before that. They shouldn’t be hanging on
for that many months.

About six weeks ago, one of my colleagues had a nasty job, an
aggravated burglary. A nasty one – baseball bats, beating up of an
elderly woman and choking of her elderly partner. Well, years ago,
something like that would have had a team on it. But it has dragged
on so long that he’s got complaints about him. It’s not his fault at all.
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He’s done all he can physically do as a one-man band. It’s dragging
on. The family have complained that there’s no result.

Supervisors in the groups acknowledged the problem but had to accept it was
beyond them to do anything about it.

I know that a good investigation will be done on the cases they are
dealing with but it’s just dragging on far too long because they’ve got
so many other competing demands. As a victim of crime you want
someone working on that there and then for the next couple of days
but if something else happens the following day they can’t. I am
having to shuffle my resources all the time.

The 'over-conscientious' detective and the 'premium' investigation

The over-conscientious detectives are those who are unable, or refuse, to adopt the
coping strategies described above. The detectives we spoke to would have
preferred to be over-conscientious detectives but could not afford to be.

I know a DC - a trainee detective - who meticulously investigates
everything but it means he can't get rid of crimes quickly enough and
he can't keep up. He's doing too good a job. Now he's being kicked
off the team because he can't keep up. We'd all like to do a good job
but you can't do that and keep up with the workload. There's simply
no time to do any proper checking or searching.

She's got high professional standards that aren't expected [in GO
CID]. She would probably do well if she went to one of the squads
because you should get the time to do a proper job but in GO CID
we expect fire brigade policing. We expect you to do the minimum to
get a result.

Some younger detectives are keen but lack the experience. With
experience they learn when it's appropriate to write off a line of
enquiry.

At another level the organisational equivalent of the over-conscientious detective is a
premium investigation: a particular aspiration of all first-line supervisors and
managers we met but one which is only occasionally achieved.

A premium investigation will cost you money. I would love to do a
premium investigation on every single thing we do. But realistically I
don't have the resources or funding to do that. If you're dealing with
a prisoner in custody there's usually overtime available to deal with
them. There are exceptions to that. But for investigations there isn't
funding unless you are a specialist unit and then even they haven't
got direct funding. There's partnership funding where we can ask for
money from the local councils and things. But it's only given for
certain reasons. So there are certain crimes you will never get
funding for and those sorts of crimes mainly come in [to GO CID].
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Consequences of delays

Some group members argued that having to spread themselves thinly across a
dozen or more enquiries resulted in delays but ultimately the end goal was achieved.
‘It may take longer but we get there in the end’ was a frequent response. Others
argued that the delays are dysfunctional not only for the victims but because they
jeapordise the investigation and undermine the strength of the prosecution case.
Pressure of work and lack of resources have meant that particular lines of enquiry
have not been pursued at the relevant time. This has resulted in information being
lost which, had it been available at the time, would have offered other directions for
an enquiry to take.

[In GO CID] we did not have the staff available in the team at the time
to do all the lines of enquiry on a job. These actions were delayed for
a long time. Later we learnt that had the mobile phone of someone
who had already been charged been checked out this would have
produced intelligence and other leads at an earlier stage in the
enquiry.

Because of the length of time it takes to bring a case to court victims will withdraw
their complaints, witnesses lose interest, the police and prosecution lose credibility in
the eyes of the jury, and statutory time periods are exceeded. One group member
claimed that in just under half of the assault cases dealt with recently by his team the
victim had withdrawn the complaint. Others described how barristers acting for the
defence had produced copies of internal reports submitted by officers to explain why
they had not been able to do required taskings and this had made them appear
incompetent before the court.

Thirty-four pages of discussion that you sometimes have with crime
evaluators about why things haven’t got done are discloseable in
court if it goes to the nth degree and they can produce it and that
just makes you look incompetent.

Some of our groups recommended carrying out a piece of research to identify the
number of cases that have been discontinued by the CPS and cases that are
dismissed at court resulting from delays in processing the cases through to court.

The CPS Casework Statistics on trial outcomes reveal that the numbers which are
discontinued, discharged or dismissed in the magistrates' courts and judge ordered
or judge directed acquittals in the Crown Courts warrant further investigation, as
participants in the focus groups claimed (Crown Prosecution Service, 2007). The
proportion of such cases is small by comparison with those where the defendants
plead guilty, around two thirds of cases, which speaks well of the quality of
preparation by both the police and the CPS in the majority of cases. Numerically they
nonetheless represent a significant number of cases.

In the magistrates’ courts in the 2006-07 reporting period there were 112,257 cases
which resulted in a discontinuance, discharge or dismissal no case to answer.
Excluding cases where the defendant did not appear and ‘proofs in absence’ relating
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to minor offences which detectives would not have been involved in processing,
these represent 13.65 per cent of all outcomes. During the same period, 13,418
outcomes in the Crown Courts were judge ordered or judge directed aquittals.
Excluding cases where the defendant did not appear these represent 14.72 per cent
of cases.

There is no further breakdown of these cases to show how many resulted from
evidential deficiencies and given participants' claims that a significant number of
prosecutions fail because of inadequate case preparation through the poor
resourcing of post charge work, it would be helpful to have these data available. The
number of unsuccessful cases is falling year by year but, given the way the data are
configured at the present time, it is not possible to say whether this can be explained
by better case preparation.

Mistakes and repercussions

In the previous chapter, we noted that many members of GO CID teams admitted
they were suffering from exhaustion and stress resulting from heavy workloads and
the amount of overtime they were compelled to work. These in turn led to poor
decision making, the most common type of error in crime investigation (Irvine and
Dunningham, 1993:37). Mistakes group members admitted to making fell into two
broad categories: errors in the criminal investigation process and in using coping
tactics on crimes that required, if not premium treatment, then something
approaching it. As noted earlier, group members referred to cases as having the
potential to ‘bounce back’ and ‘bite them in the bum’. Stress, brought on by
tiredness and pressure of work can adversely affect the quality of decisions of both
types as the following ‘close shave’ illustrates:

I think we should be big enough and honest and say we probably
don’t get there. No to admit we’re not getting there. The
investigations are going to be lacking and they’re lacking because
officers are tired. I think we should big enough to say 'I didn’t do that
because I was tired, I was too tired. I knew I should do it but I didn’t
do it because I just wanted to go home. I’ve been here for 12 hours,
I’m sick of it now, I’m genuinely tired'. I’ll give you an example.
About six months ago we did a job and recovered a sawn-off
shotgun, no prisoner just a sawn-off shotgun. The premises we
targeted were linked to quite a prominent villain. Later somebody
came in to the police station and claimed the sawn-off shotgun was
his. We thought the probability was that it wasn’t his and that he’d
been put up to come in and say it was. The officers who dealt with
that had been on duty for over 12 hours by the time they got round
to interviewing this individual. Because he’d been arrested for a
serious offence, that of possessing a sawn-off shotgun, there had to
be a house-search even though we all thought there would be
nothing in the house. We genuinely believed the gun wasn’t his
and if it was he would have known we were going to search his
house anyway because he’s handed himself in so it’s unlikely
there’ll be anything in his house. The two DCs were dead against
doing the search. They were exhausted. I told them they were going
to have to do it, not least because it would be me who had to
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explain to the boss the next morning why it had not been done.

They found an arsenal of weapons in there. It was absolutely full of
stuff.

This participant deliberately chose an extreme case because it could have had
serious repercussions and to emphasise the point that if mistakes can happen in a
case like that, through tiredness, then it is far more likely to happen in lower profile
investigations where there is unlikely to be the same first-line supervisory
involvement. He continued:

Now all right it’s an extreme case but the point I’m making is you’ve
got two very good officers who shouldn’t have been dealing with
that offence anyway because they’d already been on duty for over
12 hours and they didn’t want to go and do something because they
just wanted to cut that particular corner. Now it is extreme but you’ll
get that in lower level investigations where people will think 'I’m not
going to do that, I’m knackered'.

Mistakes and complaints

Group members admitted that fatigue and work overload led to mistakes and some
were prepared to provide examples from their own experience. Many of the errors
and oversights in the investigation process were revealed in the discussions of the
experiences of group members at court. These corroborated what had been learnt
about the importance of having time to prepare for court cases and the hard time
detectives knew they would be given later in the witness box if they were ill-
prepared.

Contrast the systems: we [GO CID] with a minimum of staff, with
tired officers working long hours, with too much work to do versus
the defence barristers who have ages to look over the papers and
isolate one sentence in a statement which might be 16 pages long.

Examples of mistakes in the investigative process included the following:

You listen to a tape of one of your own interviews and even though
you had an interview plan prepared you find you haven’t covered
something. You listen and find yourself saying 'Come on! Ask him
about this'. Yet you’re convinced you must’ve asked him that but it’s
not there. It might only be a little something but later on the defence
barrister picks up on it. 'Oops, an avenue, let’s take you down that
avenue. Officer why did this happen or not happen blah de blah de
blah?' You’re stood there in the crown court 18 months later
thinking 'I can’t remember' but later you look back and the night
before you were on 3-11 but on till 2am and were back in at 7
o’clock, four hours sleep and I was still on it at 9 o’clock that night
and I had worked the weekend. But of course the judge is not
interested in the fact that I couldn’t think straight 18 months ago
because I was tired out. It happens all the time. There’s only one
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standard in Crown Court and its exemplary: anything less is not
acceptable.

A lad was brought in for an armed robbery. The [GO CID]
detectives had been working on this job for 20 hours continuous
and they’d been told he was DNA confirmed so they’d left it at that
and didn’t check the number. He was DNA confirmed. This became
an issue and it turned out that he needed his DNA taking ‘cos it was
an outdated sample. He walked out of the nick on bail without it
being taken and then we had a right palaver getting him back in to
get a sample because he refused to let us go and take one
voluntarily. And it’s just tiny little things like that foul up an
investigation.

Before going to court you look through the file and find you missed
something. You hope it may never get mentioned at court but it’s
that worry the two days before, you think 'Oh my, I can’t believe I’ve
missed that'.

A typical example of the oversights we were told about was a case where the
investigating officer had read the arresting officer’s statement in the handover
package but had missed the reference to the availability of CCTV coverage of the
area where the incident had occurred. The tape had been wiped by the time the
oversight was discovered.

Other mistakes arose from the use of coping tactics where the resulting delays had
generated complaints.

We make honest decisions. We're not getting rid of stuff because
we're corrupt or lazy. We have to make an honest assessment
because we can't run with the bulk of the work that we've got. But it
can go wrong. You can guarantee that as long as nothing happens
after, nobody complains, no letter is sent off to the MP then it's
done, finished. As soon as a letter comes in from the MP saying
Mrs M has complained because the police have done nothing about
this crime that's happened to her, then all hell breaks loose. And
you get every single member of the SMT ringing up saying, 'What
have you done about this one, why haven't you done that. Why
haven't you done this, that and the other'? And then it's real quite
close scrutiny.

If you get a high profile one then there are so many people picking
at it. Lawyers, people who've got months to look at something that
DC, DS, TDC had minutes, or hours at most, to deal with or make a
decision on.

If the complaint falls into a category of what were described as the more frequent
‘lack of investigation complaints’ or ‘lack of supervision complaints’ then the standard
applied to the investigation is the ‘premium standard’ - the very standard which, we
were told, is unachievable given the resources available.
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The premium standard is applied to the investigation, with the benefit
of hindsight, picking over an investigation a year, two years later.
The complainant wants a full investigation, 'Why didn't you do this,
why didn’t you do that'?

Officers who are junior in service are advised to refer at the disciplinary hearing to
their length of service and the number of crimes they were investigating at the time.
However, group members could not say, unequivocally, that workload and lack of
resources would always be taken into account as mitigating factors in such discipline
cases. They are more likely to be if the officer was a TDC and relatively
inexperienced.

As both genuine errors and the use of coping tactics result ultimately from lack of
resilience and workload pressures, group members expressed their sense of
injustice at being held responsible and at having to put themselves at risk by
employing these tactics.

[Detective 1] The DI’s or the DCI tell us we’ve got to drop
everything because there’s a job on. So you’re like, 'Right, okay
then I’ll make a note of what I was going to do to remind me to do it
tomorrow'. Tomorrow comes and there’s another job and before you
know it three weeks or longer have gone by. I should have updated
a victim of crime regarding something or other and I’ve forgotten.
Next thing they’re on the phone complaining or they’ve written a
letter of complaint and it’s been brought to the senior management
meeting. The next thing you know the DI’s going on at you 'Right,
bang, bang, bang what’s this?' and you’re thinking 'Oh shit I meant
to do that but forgot all about it'. You’re not going to turn round to
the DI and say “Well actually boss it’s your fault because you’ve
instructed me to do this on that day and this on that day and I was
going to do it on that day but... ' It’s my responsibility at the end of
the day, so I get the bollocking.

[Detective 2] We understand why, a lot of the time, we have to deal
with serious stuff straight away and that we have to put a lot of stuff
on the back burner but there’s no appreciation of that from upstairs
. . .the bosses... they don’t want to know.

[Detective 3] What’s the chances our boss would say 'I’ll have it. It
was my fault, like, I know you’ve been under a lot pressure or
you’ve had all these jobs, I’m really sorry, I’ll bat that off' but that’s
not how it is, is it? It’s 'Come on you had a complaint. Sort it out'.
Thanks boss!

Crimes that do not get investigated

During the discussions detectives admitted they knew of offenders who regularly
commit offences on their BCU and neighbouring ones.

The best criminals are getting away with it [general agreement].
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They’re the ones who need to be targeted and put away. Every BCU
has a hard core of such offenders.

The groups admitted neither they nor force-level specialist teams have the resources
to investigate many of these offenders and bring them to justice. Although their
forces have specialist teams to tackle Level 2 crime they are swamped with work,
such is the volume of demand for their services. Some members of the groups
acknowledged this was sensitive information but they were prepared to give us
examples of where it had been impossible to conduct a professional investigation
into such cases.

Robberies

Earlier we noted the difference in the background characteristics of robberies that
typically produce the sanction detections - the quick-win robberies, and those that
come to GO CID to investigate. One of the consequences of the understaffing is that
investigations into these more complex robberies are under-resourced and therefore
are likely to be put on the ‘back burner’.

Ian could have been allocated a cash-in-transit robbery, people
using firearms, whatever, car stolen from anywhere, a robbery
that’s had some planning by a better quality criminal so to speak.
Ian will be expected to carry that investigation on his own or if he’s
lucky with the assistance of one A N Other if A N Other is not on a
course, not at court, not doing night covers, this that and the other
and they will only be able to give attention to that job until tonight’s
rape comes in or a Section 18 comes in whereby Simon’s bottled
James outside the Dog and Duck.

We have four armed robberies on the go at the minute. It’s a team
that’s been active on us since the start of the year [11 months
earlier]. It’s only just in the last two weeks that they’ve decided that
they’re going to do a proactive response to it and put some
surveillance on the suspects. Now, it’s taken four armed robberies
with guns for them to do that now. The DI’s been pulling his hair out
to try and get the response from Level 2. This is an active team who
have pulled jobs. There’s two or three suspects involved. Detaining
staff from pubs and clubs in the area, frog marching them to cash-
points. Instead of doing a good job on it from the start, they got one
lad in our office who’s got to do it with everything else. It’s a bloody
joke really.

In another group we were told about very recent enquiries by a GO CID team which
had identified a cluster of robberies that they attributed to one particular group of
individuals. The MO was to attack people in the street without using particularly high
levels of violence, between midnight and 5.00am, strip them naked and demand the
PIN numbers for their cash cards. Further research had revealed similar offences
were taking place across a wider area crossing BCU boundaries. Neither the BCU
that had first identified the group nor the other BCUs where the offenders were
operating were willing at that stage to resource an operation because the potential

77



pay-off in terms of sanction detections did not justify the expense involved. One of
the detectives commented:

Now that is an example of a good job because they're proper
robbers. It's early hours of the morning, they're kidnapping people,
humiliating them and threatening to rape the woman if the husband
doesn't tell them what the PIN number is.

When we commented that these were clearly perpetrators of serious Level 2 crimes
and, therefore, were candidates for an investigation supported by a force-level
support team, we were told the Level 2 resources were overstretched and were
having to turn down far more bids for their assistance than they could support. In
other groups respondents made the additional point that the GO CID teams were not
always able to put a bid together for central support because they were not given the
resources to evidence the fact the offenders were Level 2.

You need to do loads of investment to prove they are level 2 to try
and get a surveillance team. We just don’t have time to do it.

The team in the above case considered the fact there was a sexual dimension to the
robberies might just swing things in favour of a gold response but that a bronze
response was more likely whereby the dwellings of the suspects would be 'turned
over’ as a disruption tactic. As matters stood at the time none of the SMTs was
prepared to put resources into a combined operation because there was no
guaranteed worthwhile pay-off in sanction detection terms for them. The corporacy
needed to investigate this type of serious crime is absent because BCUs are
exclusively concerned with their own sanction detection rates.

Source units and use of intelligence

The use made of Dedicated Source Units and the packages they produce was
offered as further evidence that BCUs do not have the resources to investigate more
serious types of crime without jeapordising their performance on targets.

Our source unit is still in existence. It’s still producing stuff but the
information goes into a ‘black hole’. Nine times out of ten it’s not
actioned or it’s actioned in about five months time when the
information is old and dead. The staff in there are like sales reps.
They will ring around asking if you want a particular job. ‘This is a
good source, blah, blah, blah. Do you want it? And nine times out of
ten it’s a case of, ‘No, we can’t deal with it’.

We had intel about a burglary at the local golf club where £3000
had gone. But we just couldn’t get the staff to act on it.

It was argued that information from Covert Human Intelligence Sources (CHISs) who
are tasked by the Dedicated Source Units is under threat because of the number of
instances where no action is taken on the intelligence they provide. If the intelligence
is not actioned the CHIS does not get paid.
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We are losing sources because they’re giving all this information up
and nothing is getting done. They decide there is no point in giving
us anything because if nothing gets done, they don’t get their
reward.

Instances were also given where CHISs have been advised not to bother supplying
information relating to certain types of offences if a BCU is on course to achieve its
target for those offences.

What I’m more concerned about is, we’re getting information about
criminal activity and we’re deliberately not acting upon it because it
doesn’t fit in with targets. Class A controlled drugs was removed,
because we were successful. The informants were told we didn’t
want to know about people dealing in Class A drugs because we
couldn’t do anything with it, we were doing too well. And now it’s
gone back because we are going to miss target. We’re now in the
shit because I think we need to lock up 51 Class A drug dealers [in
the next three months]. So now we’re going back to the informants,
saying “I know we didn’t give you any money for six months
because all you know about is Class A drug suppliers. But can you
tell us now and we’ll pay you”. It’s target driven. So whatever is the
flavour of the month, that’s what you want information on. And then
when it’s not flavour of the month, you don’t want information on it.

Limits on investigations

It is frustrating for the GO CID teams when they have to investigate a crime as a
one-off offence when they strongly suspect more than one offender is involved and
the crime is part of a linked series of crimes. If they had time and resources to
conduct a premium investigation, their professional ideal, they would thoroughly
research the series, set up an operation to apprehend the team and try to obtain a
conviction for the more serious offence of conspiracy. The small number of charges
of conspiracy obtained by members of GO CID teams was suggested to be a good
indicator of the pressures that prevent them from carrying out premium
investigations.

You need to look at the number of people charged with conspiracy
crimes such as conspiracy to commit robberies. They are far and
few between but really worthwhile. The last job I did we put four
away for a total of 32 years. It involved talking to analysts about
similar crimes that you think are linked to those people. It takes
days and far more time than you’ve normally got. So what you
normally do is you go for getting the suspect charged with one
offence and he probably won’t even get a custodial sentence for it,
whereas if you could put a little bit more work and effort into it and
get the right people involved you’ve then got a conspiracy offence.
If you can charge them with that and they get put away for 15 years
you know you’ve done a good job.

The police are getting better at detecting low level crime but a large
number of criminals are not being investigated eg. credit card fraud
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and drugs. Drugs is behind everything but it’s not a core crime for
us now. Senior officers are setting targets but they’ve got no
experience of CID. I have no respect for them. I don’t care about
targets/figures– I’ll take the bollocking as I feel I’ve done a good job

Quality of work won’t pay. That's why people want to get off GO
CID. They want to go somewhere where they can actually do some
real detective work and be left alone to deal with it. We’ve not got
the resources to properly deal with complex deceptions and frauds.
Because there’s not enough of us in the team nobody's interested in
them. The only people that are interested in them are the victims
but we have to keep calling them and putting them off, 'Sorry... '.

Another detective explained how members of his GO CID team during their
investigations into a number of crimes had been able to connect them to suspects
who were on licence from prison. Because they were blatantly breaching the
conditions of their release the team had put forward a proposal to the SMT to obtain
a RIPA authority for a surveillance operation to gather the evidence that could be
used to have them recalled to prison. The request was turned down. The detective
explained his team were told ‘unofficially’ that, despite having the evidence to justify
the application for a RIPA authority, there was no point in obtaining one as there was
no one to task with the investigation.

A similar case was reported in another area where there were no resources to target
a prolific burglar on his release from prison.

We have just had a spate of burglaries. We have a damn good idea who it is
because the jobs all match his MO. He's just been released from prison. We
need surveillance capability: a team trained in covert observations, vehicles,
and so on. You have to apply to get those resources and everybody wants
them. Bids for them go in but very few people get them, so you don't get the
support but they still want a result– a quick win. They’ll want us to go and nick
him. But what's the point if we bring him in and he’s got nothing to say on
interview?

Other crimes

Examples were provided in several forces of protection rackets which were
responsible for crimes such as arsons, where public houses and business premises
had been torched, and serious assaults and which were allocated to GO CID initially
as separate offences. In one BCU an operation to investigate the organisers of these
offences was abandoned because there were insufficient resources to continue with
it. The members of the GO CID team involved were put onto a quick-win squad to
ensure the targets were met. In other forces participants admitted they were also
aware of such rackets but did not have the capacity to mount an operation.

Discussion

The frankness of members of the focus groups and their willingness to discuss such
sensitive topics as coping tactics and the serious crimes that are not investigated,
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identified the gap that exists between the reality of working in the pressured and
under-resourced environment of GO CID and the professional aspirations of its

members. This chapter has provided further evidence of the frustration noted earlier
over the way current organisational priorities are skewing criminal investigation and
of the concern of the detectives about the consequences. The experiences
described in the groups provide further evidence of their alienation and help to
explain why they are so critical of their SMTs whose policies are held to be
responsible for the risky compromises they are forced to make with their
professional standards. It was argued that there is a clear overlap between the
unofficial, deviant coping tactics they resort to using and the formal crime screening
policies and the official prioritising of crime which result in crimes being put on ‘the
back burner’ or not investigated at all. Examples were given where the priorities of
the SMTs result in GO CID teams spending time investigating the crimes of the ‘foot
soldiers’ when these crimes could be prevented by investigating people higher on
the criminal hierarchy who are known to be directing them.

81



CHAPTER 10

Discussion

The focus groups provided convincing evidence of the lack of resilience of the GO
CID teams and the experiences related by the detectives in the discussions identified
the causes of the serious skill and experience deficit that now exists in those teams
and its consequences. The groups held senior police management directly
responsible for the cuts in the strength of GO CID teams and also for the under-
resourcing of the uniformed 24/7 response policing groups which has had a knock -
on effect on their workload. Transfers and secondments of experienced detectives to
dedicated squads at force and BCU level have left skeleton crews of detectives,
trainee detectives and uniformed officers on attachment to investigate a wide range
of serious offences and to build prosecution cases with the CPS against those
detected of these offences.

Marginalisation

The depletion of the GO CID teams confirms what other experiences have taught
their members about the SMTs and their priorities; namely that they:

do not value the contribution GO CID teams make to the
organisation and the work they do (although BCU
commanders rely on their expertise when there are
particularly sensitive and difficult issues to be investigated).
This is attributed to the fact that they are inevitably less
effective than the quick-win squads at achieving sanction
detections, owing to the length and complexity of their
investigations;
do not understand fully the demands of the criminal

investigation process and hence seriously underestimate the
resources that are required to support it;

disregard and under-resource the work that is done post-
charge to bring a defendant to court; and

do not treat the achievement of convictions as a priority
objective.

The GO CID teams are marginalised as a consequence of their loss of status within
the organisation and the lack of recognition that is given to their work. Complex
investigations are believed to be devalued because they are resource intensive.
When they do produce detections these are bought at a high price. GO CID
detectives are rarely complimented for the know-how and the skills they exercise to
produce evidence which has to meet the highest standards and strict rules of
procedure demanded by the judiciary. It was repeatedly asserted in the focus
groups that court outcomes are largely ignored by the SMTs.

It will be argued below that these perceptions of being undervalued and marginalised
contribute to the alienation of detectives and that this represents as serious a threat
to the resilience of their teams as the depletion of numbers.
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New Public Management and the police

The groups claimed that many members of the ACPO and senior management
teams have spent little or no time working as detectives during their careers. Had
they done so, it was argued, they would have developed a deeper knowledge and
understanding of the process of criminal investigation which would have resulted in
greater respect for the professionalism of their detectives and the support for them
which is currently lacking. Senior managers who have come from a CID background
were claimed to be more empathetic.

Whereas the groups held ACPO officers and the SMTs responsible it is the adoption
of New Public Management (NPM) principles in the police service and their
dysfunctional effects that lie at the root of the problem.

The elements of NPM which have been shown above to impact detrimentally on the
work of GO CID, namely, targets, deadlines and cost cutting are intended to drive
senior managers to produce more from their BCUs with less resources:

‘the hallmark of success for BCU commanders is to achieve the
increasingly challenging performance targets set for their areas’
(HMIC, 2001:8).

BCU commanders are expected to achieve these targets whilst sustaining a two per
cent year-on-year efficiency saving. However sympathetic they may be to the
position of GO CID, it is extremely difficult for them to resist the pressures imposed
by this NPM-inspired performance culture, particularly where it is also supported by
an aggressive Compstat system. Their effectiveness is measured by a narrow range
of performance indicators and in the last resort failure at BCU level could result in
their removal and the replacement of the underperforming command team. The
sanctions for senior police officers who are unable to manage their organisation’s
performance are therefore severe and this has been recognised as a problem for
those SMT members who want to act as leaders and motivate and inspire their staff
(Long, 2007: 641).

Management and leadership requirements conflict and NPM dictates that SMTs
operate with a predominantly bureaucratic management style. According to Long,
who has studied the philosophy and practice of higher police training, this can defeat
the attempt to develop professional leadership styles. It could also undermine the
attempts currently being made to professionalise criminal investigation practice and
specifically the Professional ising Criminal Investigation Programme (PIP).

Professional ising criminal investigation practice

The plan to professionalise the practice of criminal investigation will involve granting
investigators a higher level of autonomy at the point of service delivery than they
have now. Proponents of the programme recognise the difficulties of introducing this
in a hierarchical, bureaucratic organisation where managers are presently more
concerned with achieving organisational outcomes than with promoting professional
practice (Stelfox, 2007: 644). The findings of this study confirm that while SMTs
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continue to be driven by the current, relatively narrow and bureaucratic model of
performance management, they are unlikely to be responsive to the requirements of
the criminal investigation process and to invest in its professional isation. The
treatment of TDCs on BCUs described earlier in the report is evidence of their
unwillingness or inability to make this investment

Despite PIP being a key feature of the Government’s police reform agenda and an
important milestone in the National Policing Plan 2004-2007, the reality on the
ground suggests that it is in danger of becoming, as Stelfox fears it might, simply a
‘rhetorical device’. He states that without the support of police leaders:

‘the professional isation of criminal investigation is likely to emerge
as little more than a rhetorical device. It may be useful for
persuading government and the public that radical change is being
made by the service, but in reality it will fail to deliver the scale of
change required to make significant performance improvements in
criminal investigation’ (ibid: 647).

Sanction detection targets and the estrangement of GO CID

The focus groups provided much needed empirical data on the unintended,
dysfunctional consequences of NPM in policing specifically through an explanation of
the impact the imposition of sanction detection targets has had on police behaviour
on the ground. The evidence from the groups shows that to achieve sanction
detection targets:

squads have been set up to effect arrests for volume crime at
the expense of GO CID and the investigation of the types of
crime it deals with;
despite the pressure of their own workloads and the

importance of the cases they are working on, members of GO
CID are diverted from their normal duties to assist these
teams when it appears targets are not going to be met;
police resources are being directed at the detection of high-

yielding crimes and self-solver offences which guarantee
quick wins because there is a known suspect ‘in the frame’
when the offence is reported;

alternative outcomes to a charge, such as warnings and
cautions, are preferred because they are less expensive;
the detection rates for the key crimes for which targets are

set, are being manipulated through the informal
reclassification of crimes and other ‘housekeeping’ dodges;
and

police officers are being tempted to engage in more ethically
dubious practices as the targets are further stretched.

Members of GO CID teams cannot understand, identify with, and justify these
management priorities and the practices they encourage and resource. There was a
strong sense in the groups that participants believe the police service has lost its
way and is set on the wrong course. Their sense of belonging to the organisation is
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consequently attenuated. This estrangement is reinforced by the perceived failure of
SMTs to recognise and value their work.

Concerns were repeatedly expressed about the lack of organisational integrity
evidenced by the practices listed above and about the gap that is perceived to exist
between the rhetoric of the politicians and higher police management on the one
hand, and the reality that is policing on the ground, in the front line, on the other.
The use made of sanction detections epitomises these concerns.

The prevailing view in the focus groups was fatalistic. It was held that for as long as
citizens believe that increases in sanction detections rates indicate the police are
effectively tackling the crime problem then there will be no incentive for the
Government to change current priorities and put the necessary resources into
criminal investigation. The detectives know the Janus faces of the organisation.
They have inside knowledge of how most of the sanction detections are produced,
of the types of crimes and offenders they relate to and of the typical outcomes.
They also know about the crimes that do not get tackled and are aware of offenders
who repeatedly escape detection because the resources are not available to target
them. The knowledge that they are powerless to change the situation adds to their
sense of alienation.

During the groups people spoke disparagingly about the quality of service the public
are receiving from the police. Members of ACPO were criticised for not taking a
stronger line with the Home Office over this and over the dysfunctional
consequences of the current performance assessment regime. They are believed to
be letting down the victims of crime despite their public pronouncements about the
police service being a victim - caring organisation. Similarly the SMTs are perceived
to be unconcerned about the welfare of the officers in GO CID.

The groups invariably apologised for ‘whinging’ but then provided numerous
examples where the organisation has abused their goodwill, loyalty to colleagues
and professional pride, making up for resourcing deficiencies by routinely requiring
them to work excessive hours. These feelings of exploitation are linked with a sense
of injustice. While they are struggling to cope with the work that daily comes ‘through
the door’, to complete post- charge enquiries and build cases for court, they observe
the number of resources that are deployed to ensure the sanction detection targets
are achieved.

Members of GO CID admitted they have to adopt unprofessional tactics to cope with
this volume of work and examples were discussed earlier in the report. They are
angry at the risks these practices expose them to (even though, in many instances,
they are an extension of formal practices the organisation itself utilises). Frequently
denied the opportunity to investigate crime to what they consider to be an
appropriate standard, they resent the loss of job satisfaction and the limited
opportunities they are afforded to conduct a professional ‘premium investigation’.

Alienation

The prevailing mood of being: marginalised by, and detached from, the organisation;
devalued and exploited; more often than not, denied the opportunity to investigate
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crime professionally; and helpless to bring about any change in organisational
priorities is one of classic alienation. Ultimately, this can be expected to have an
adverse effect on the commitment of GO CID detectives and there was some
evidence in the groups that it is already beginning to do so. In some areas
detectives in GO CID are refusing to work excessive hours of overtime. This is also
the result of assessments of work-life balance but it indicates that they are no longer
prepared to stay on duty out of a sense of loyalty to the organisation. Forces are
running the risk of ‘losing’ their detectives. Not only because they are leaving GO
CID, some quitting the police altogether, but because they are being alienated.

Commitment

One of the defining characteristics of police work is that much of it is performed in a
context of low visibility, away from the scrutiny of supervisors and management.
Although the reporting and monitoring systems that have been put in place in recent
years have made police officers more accountable for their actions, it is still the case
that the actual processes of policing are largely unscrutinised. In other words it is far
easier now for the organisation to find out what officers have done than how they
have done it. For example, requiring investigators to tick a box signifying that a
witness statement has been taken is one thing, guaranteeing that everything of
relevance the witness knew about an incident has been elicited, is quite another.
That is why inspired leadership and the sustaining of motivation and commitment
are of such importance. In this connection it is worth referring briefly to two models
for organising criminal investigation which were identified by Burrows et al in their
study of eight BCUs (Burrows e t al, 2005:132). One or other of these ideal models
was adopted, in varying degrees, in the BCUs with the highest detection rates.

The reliance on individual professional commitment is most immediately apparent in
the ideal type ‘discretionary’ model where there is ‘maximum officer ownership of
cases’ and ‘maximum professional discretion at all stages’. Although it is not listed
as one of the prerequisites of this model it is subsumed under other requirements
including ‘Knowledgeable, professional officers capable of exercising good individual
judgement’ and operating with ‘strong individual professional ethics’.

The ideal type ‘procedural’ model reduces the element of individual discretion by
carefully delineating each stage in the investigative process and by specifying,
based on best practice, what needs to be done at each stage. The inherent dangers
of this model are that ‘operatives nominally do their jobs ‘by the book’ in a blinkered
way that overlooks useful information for the investigation of crime . . . The
individuals involved may focus on the details of the prescribed activity at the expense
of attempting to achieve its purpose.' (op cit: 133).

To avoid these problems operatives need to be trained to know what is ethical and
effective best practice and how to do it.

In both models the quality of performance depends on skill, motivation and
professional pride: if forces are not to lose their detectives steps need to be taken
urgently to address the issues raised in this report that threaten to undermine all
three.
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The challenge for senior police management

The research reported here reveals that addressing the low resilience of GO CID will
involve more than restoring resourcing levels to an acceptable standard. The loss of
trained detectives is a desperately important matter which needs to be addressed
urgently but it is doubtful that this will be sufficient to address the alienating factors
that threaten to undermine the commitment and motivation of detectives. Boosting
motivation and sustaining commitment will challenge the leadership skills of senior
police management. The experiences captured in this report of the detectives they
are in danger of losing, provide some good clues to how this can be prosecuted.
However, until the dysfunctional consequences of NPM are acknowledged by the
Government and steps are taken to remove those elements that are antithetical to
policing, police leaders are unlikely to be able to rise to the challenge.
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Appendix

Workforce Modernisation
The Mixed Economy Policing Project in Surrey Police

In November 2004 Surrey Police set up a pilot project in Waverley GO CID which
involved the use of teams of police officers and police staff to investigate Volume
Crime. This was one of three projects on Mixed Economy Policing (MEP) trialled
within the force and supported by the Home Office Workforce Modernisation Fund,
as part of the 'Staying Ahead 3' programme. The other projects covered
Neighbourhood Policing and Major Crime Investigation. All three projects have been
evaluated by the Institute of Employment Studies (IES) and an interim report
(Hayday et al: 2006) covering the first sixteen months of project has been used to
supplement data obtained from interviews and observations, carried out as part of
this GO CID study, in the Volume Crime Investigation pilot site in July 2007.

The MEP teams

The GO CID at Waverley had previously comprised of 26 (six detectives and 20
police constables) supervised by three detective sergeants and a detective
inspector. Under MEP they were replaced by five teams each consisting of a
detective constable, a police constable, a police staff team coordinator and two
police staff investigating officers, supervised by two detective sergeants and a
detective inspector. One team had an additional investigating officer (IO). No reason
is offered for this extra post and curiously no further reference is made to it when, for
example, the workloads of the teams are subsequently compared but it is assumed
that it was added so there would continue to be the same number of non-
supervisory positions i.e. 26 in the reorganised office.

1.	 CID structure before the MEP pilot

Detective Inspector

Detective Sergeant	 Detective Sergeant	 Detective Sergeant

D̂C [DC [DC [DC [DC P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C P̂C
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2. CID Structure Under the MEP pilot

Detective Inspector

	

Detective Sergeant
	

Detective Sergeant

DC Team	 DC Team	 DC Team	 DC Team	 DC Team	 DC Team	 DC Support
Leader	 Leader	 Leader	 Leader	 Leader	 Leader	 Team Leader

Team I I	 I	 Team I I	 I	 Team	 I I	 I	 Team I I	 I	 Team I I	 I	 Team H	
Team

 I	 Support
ICoordinator fl

	
Coordinator Li
	

Coordinator 	 Coordinator	 Coordinator	 Coordinator 
	 i Coordinator

Part time

	

PC HPC HPC H	 PC H	 PC HPC H	 IO

Part time
IOIO	 HIOIOIO	 H	 IO	 H	 IO

IO IO IO IO IO IO
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The rationale for the study was that ‘optimal capabilities’ and ‘increased capacity’
could be achieved by re-engineering the staff mix and moving away from the
traditional concept of a police officer as a generalist, performing tasks which do not
require specialist professional skills. According to the IES report, research in the
Surrey force had revealed that only seven per cent of the tasks performed by sworn
police officers required full police powers, knowledge or experience. Of the
remainder 57 per cent could be undertaken by a police staff investigating officer with
designated powers drawn from the Police Reform Act 2002 and a team coordinator
could perform the remaining administrative functions.

Traditionally officers had taken responsibility for each of the crimes they were
allocated and their workloads and such abstractions as rest days, annual leave,
sickness, court appearances, and training had extended the length of time taken to
investigate and close their crimes. In contrast, under MEP crimes would ‘belong’ to a
team although a system of team cross-tasking meant that tasks could be allocated to
members of other teams when required. The roles within the teams are described in
the report as ‘DC Team Leaders concentrate on managing the crimes and defining
the strategy for the investigation, quality-assuring work and only personally perform
tasks where their skills, powers and expertise are best applied. IOs perform
appropriate tasks such as taking statements and conducting interviews while the
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TCs manage their workloads. Each team is assigned a fully warranted PC to perform
an IO role and to make arrests and to provide additional police powers and
knowledge to the team’. (op cit:17)

Results from the MEP pilot – November 2004 to February 2006

According to the IES report:

‘The Volume Crime project has demonstrated that a mixed economy approach is
effective in this area. The integration of police staff into the CID teams has been
successful and has shown that all solvable crimes can be investigated. This is the
result of cases being handled more speedily and efficiently so a greater number of
investigations can be undertaken’ (op cit: 9).

It is important to note that the evaluators do not claim specifically that the MEP is
more effective or efficient than the traditional model that preceded it. In the absence
of any financial data they are unable, in fact, to cast any light on the comparative
cost of the two models. The more cautious tone of the report stands in marked
contrast with the hyperbole about the initiative in announcements from ACPO ranks
within the force; some of it made at a time when the project seemed to be failing to
fulfil its earlier promise and additional staff resources were being injected.

It is significant to note that the Accenture report on all the pilot Workforce
Modernisation pilots across England and Wales could only write about the ‘potential’
of workforce modernisation as their review of those schemes and the evaluations of
them, found that the ability to draw ‘clear, firm and comparable conclusions’ was
limited (Accenture: 2007 4).

In Surrey’s case this can be attributed to the failure to ensure that the conditions for
a robust evaluation of the Volume Crime project were satisfied and to the
performance of the Waverley pilot which appears to have failed to sustain the level of
performance achieved in the first few months of its operation.

Overview of the limitations of the evaluation

No pre-implementation data are provided on the performance
of Waverley GO CID prior to the introduction of the MEPs. Yet
the same head count was maintained when staffing the pilot
initially, giving the impression that such a comparison was
intended.
In the absence of these historic comparative data, Guildford

borough was used as the comparison site. The use of this site
is problematic as Guildford had been chosen for another force
MEP project on neighbourhood policing which was to be
conducted at the same time. There is no recognition in the
report of the fact that this initiative could have affected the
performance of Guildford on the dimensions used for the
comparison with Waverley. There is no discussion of why
Guildford was considered to be sufficiently similar to
Waverley, or of other factors relevant to its performance, to
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justify its selection. Detection rates are used as PIs and,
therefore, a comparison of the ‘crime mix’ in the two areas
should have been undertaken. Crime mix is known to be a
crucial determinant of detection rates: ‘Overall, detection rates
by areas reflect in large part variations in the mix of crimes
with which forces have to deal’ (Tilley et al, 2007: 230). No
reference is made to crime mix in the evaluation report.
Although Guildford CID had more staff than Waverley, a point

that is frequently made in the report, unlike Waverley it was
not protected from abstractions during the period of the pilot.
There may have been times when the level of staff was not
only lower, but much lower, than the establishment figure
indicates. As the findings of this report confirm, this is a
reasonable assumption to make.
There were only six detectives in the Guildford office. A very

high proportion of the other twenty staff were inexperienced
probationer constables. This workforce mix needs to be kept
in mind when the comparison is made with the Waverley
office and the workforce mix there.
Performance against PIs selected for the evaluation can be

influenced by force interventions. The number of crimes
allocated is used as a PI yet the adjustable force crime
allocation matrix determined how many crimes were allocated
to the Waverley teams and the Guildford CID.
The speed with which crimes are closed is adopted as

another PI. Yet the decision to close a crime as undetectable
is a matter of interpretation, as is the judgement as to the
reasonableness of such a recommendation. It is important
that staff making those decisions on both sites interpreted the
criteria in a similar fashion, that they were not subject to
pressure because of the high profile pilot and that their
decisions were regularly audited; preferably by an
independent body which could not be influenced.
As noted above, detection rates are used as a performance

indicator but there are no data on how detections were
achieved and whether there was a marked difference between
typical outcomes in the two sites. The charge option is more
expensive to achieve than other sanction detection outcomes
and because of this fact, a rigorous evaluation would require
data on the proportion of detections falling in each category
for both sites. A request for this information revealed that
Surrey police only capture these data for the force as a whole
and not at the level required for this evaluation. Yet its
relevance is already suggested by the findings from the IES
evaluation. IES found that it took longer in Waverley to close
detected crimes than it did in Guildford. Such a finding is
calling out for further data on the proportion of those
detections that resulted from a charge as opposed to the other
types of sanction detections/offenders brought to justice
outcomes. The question remains unanswered as to whether a
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higher proportion of detections in Waverley was achieved
through the charge option which could help to explain why it
took longer there to close detected crimes.
The pilot was designed to use the same head count but with a

more cost effective staff mix to achieve at least the same
performance as before, but with improved customer service
and efficiency. In fact the head count was increased in May
2006 when the extra team and other staff were added.
The comparative performance data do not show Waverley to

be the consistently better site on all the indicators chosen by
the evaluators. Data on the performance of the MEP teams
indicates that they had not sustained the level of achievement
on the chosen performance indicators in the months
immediately preceding the evaluation.
Variation in the performance of the MEP teams is not

investigated in sufficient depth to develop an adequate
explanation for it. Given that tasking across teams is one of
the operating principles of the new office regime it is strange
that the separate outputs of the respective teams are
considered at all, as some of those outputs should have been
the result of cooperative, cross-tasking effort.

Allocation of crimes

The report claims that more cases have been handled more speedily and efficiently
allowing a greater number of investigations can be undertaken.

'in comparison with the control borough of Guildford, the CID pilot in
Waverley, with one third fewer staff, has on average managed to
investigate as many crimes. Each person in the pilot is handling 6.0
investigations compared with 3.9 in Guildford’ (op cit: 68).

In fact the data on workloads, as measured by the number of crimes allocated in
both areas, show the pilot area in a less favourable light than in the above quotation.
The interpretation of those workload data is more complex than the more simplistic
overall averages suggest. They represent the average for the whole 16-month
period. Yet during the months from March 2005 until September 2005, the month
‘when the crime allocation returned to normal’, the number of crimes allocated to the
teams built up to such a high level that ‘team leaders were under considerable
pressure and crimes were taking longer to investigate which led to a rapidly
deteriorating situation’ (op cit:17).

To bring workloads under control the force crime allocation matrix, which assesses
crimes by type and likelihood of solving, was raised and this reduced the volume of
crimes coming into the unit to a more manageable level.

The average figure of investigations used to conclude that Waverley was the more
effective site therefore includes the months when the allocation of crimes was
acknowledged to be unrealistically high and when, it is admitted, the teams could not
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carry out investigations effectively. It would appear that the only purpose served by
hiking up the allocation was the production of an inflated average of investigations.

In addition it should be noted that the adjustment made to the crime allocation matrix
in order to bring down allocations in Waverley, indicates how the use of the number
of crimes allocated as a performance indicator has to be treated with some
considerable caution. It is not a robust and independent indicator as a management
intervention in the manner just described can determine, by fiat, the level of
performance which is then used as an indicator of effectiveness. Hypothetically,
Guildford may have been able to cope with more crime than it was allocated under
the crime allocation matrix, resulting in its performance being kept artificially lower
than its potential.

The data also show that Waverley had not been able to sustain even the more
modest level of performance it achieved after the adjustment in September 2005 and
in later months had fallen well below the levels it attained in the early months of the
initiative.

‘[In Waverley] allocation of both Home Office and all crimes in the
most recent month of February 2006 found them at their lowest
levels since the pilot began, down from a starting point of 140 and
146 respectively to 111 and 125’ (op cit:48).

Interestingly in the light of our earlier hypothetical observation regarding the potential
for Guildford to have investigated more crimes than it was allocated the report
continues:

‘By comparison, over the same period, the proportion of all crimes
allocated in Guildford rose by 62 per cent, whilst that of HO crimes
rose by 70 per cent’ (op cit: 48).

Despite the fact that the Waverley teams had proved themselves capable of
achieving a much higher level of performance in the early months of the pilot, the
force were obviously not convinced they could return to this level of performance
because they proposed to add an extra team and additional personnel to the office in
two months' time (May 2006). This addition of seven full-time equivalent staff
represents a 26 per cent increase in head count. Presumably to maintain the basis
for the comparison Guildford was to receive a similar injection of staff resources!

This additional force intervention further compounds the problem of evaluation, as
the original intention had been to keep the head count at the level it had been prior to
the introduction of the initiative

Crimes closed

According to the report one of the major targets of the project was to increase the
speed of investigation and to ensure that more crimes were closed quickly. With the
fall in the number of allocated crimes in Waverley in September 2005 there was a
predictable corresponding decrease in the number of closed crimes. More worryingly
for the pilot project, whereas it had closed 25.2 per cent of Home Office crimes and
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28.0 per cent of all crimes allocated in February 2006, Guildford had closed 37.0 per
cent and 35.7 per cent.

3. Number of offences closed, by borough CID
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Source: Surrey Police MEP, 2006 (Quoted in Hayday 2006)

Average life of crime

The evaluation report concludes that the handling of cases more speedily and
efficiently is the key to the success of the Waverley pilot. The average life of all filed
crimes in Waverley since the start of the pilot was 53.9 days compared to 65.1 in
Guildford, which means that overall, on average, it took 83 per cent of the time taken
in Guildford to resolve cases. However, once again it has to be noted that this
general figure does not provide the complete picture. Waverley proves to take longer
to file detected crimes, with an average time of 87.1 days compared to 80.6 days in
Guildford although it is quicker at closing undetected/no-crimes, which have an
average life of 42.1 days compared to 55.3 days in Guildford.

The report does not attempt to explain these findings, which is curious.

It is worth bearing in mind, before it is claimed that the Waverley pilot is an
unqualified success, that these findings suggest that if Waverley were to improve on
the number of detections it achieves, and other things remained equal, this would
result in a poorer performance on the average life of crime PI.

Detections

The filed detection rates shown for each month of the project since November 2004
reveal that there has been a gradual decline in the detection rate in Waverley since
August 2005. The average number of filed detections per CID member over the
period is actually higher in Waverley than in Guildford, at 27.1 crimes compared to
23.0, but there is evidence once more of a recent change as in February 2006 the
filed detection rate dropped substantially, falling below the 17.3 per cent in Guildford
to 12.8 percent.
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Team differences

The team differences revealed in the following tables are not explained adequately in
the report but they are consistent with what was learnt from the observations and
interviews conducted at Waverley as part of the present study. The performance of
Team B is worth noting on two counts. First because its performance differs from the
other teams on each PI and secondly because its performance is the worst in terms
of the number of crimes it holds on to yet it also has the highest detection rate. The
possibility that these two aspects of its performance are connected and the question
this raises about the use of both indicators as measures of effectiveness, are not
considered in the report.

4. Average number of crimes under investigation, by team per month

Team Average number of crimes
under investigation

A 24.5

B 41.6
C 26.1

D 32.1

E 28.1

Source: Surrey Police MEP, 2006 (Quoted in Hayday 2006: 51)

5.	 Average life of crime in days, by team

Team Average life of crime
days across the months

A 47.8

B 58.1
C 45.1

D 44.4

E 41.3

Source: Surrey Police MEP, 2006 (Quoted in Hayday 2006: 56)

No attempt has been made here to compare detected with undetected within each
team although this proved to be significant when comparing Waverley with Guildford.

6. Detection rates for all crimes and HO recorded crimes, by team (average
monthly percentage)
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All recorded	 HO recorded
crimes	 crimes

A 24.3 27.7
B 35.5 44.4
C 19.8 25.1
D 27.4 33.2
E 32.2 38.8

Source: Surrey Police MEP, 2006 (Quoted in Hayday 2006: 60)

The present study of the Waverley MEP pilot

Having had the experience of conducting the focus groups with GO CID detectives it
was easy to identify the changes in the organisation of the Waverley CID Office
which are likely to have made the greatest impact on the processes there. It will be
argued that most of these changes cannot be described as Work Force
Modernisation and that disentangling their impact from that of the MEP teams further
restricts the conclusions that can be drawn from the evaluation.

From the start it is important to recall that prior to the implementation of MEP the
establishment of the CID office at Waverley, ignoring the inevitable abstractions,
comprised six detectives and 20 constables, mainly probationer constables,
supervised by three detective sergeants and a detective inspector. No data are
provided on the length of service and experience of the detectives but as retention of
detectives in GO CID once they had gained experience was reported to have been a
problem, it is reasonable to assume these detectives would also have been relatively
inexperienced.

The appointment of seven experienced detective constables as Team Leaders was
one of the most significant changes introduced by MEP. The others are discussed
below.

Key features of the reorganised Waverley office

 ‘team ownership’ of crimes replaced the allocation of crimes
to individual officers

Research by the force revealed that crime allocation under the
previous system had resulted in seriously delayed investigations.
The amount of lapsed time increased because officers were absent
through rest days, leave and other abstractions, eg, court
attendance, and workload pressures meant that the attention given
to those crimes was intermittent and for relatively short periods of
time only. One area of service that suffered in consequence was
the attention given to victims: they would reportedly telephone to
speak to the officer in the case only to be told they were not
available. Victims were also not updated regularly on progress on
their crimes.



To overcome these problems crimes are now allocated to teams
although, strictly speaking, the teams do not take ownership of
crimes. Crimes are still allocated to individual officers – the DC
Team Leaders who are the ‘officers in the case’. The difference is
that these detectives now have staff resources at their disposal and
can delegate tasks, through the Team Coordinator, to these team
members according to the level of skill and knowledge required by
the task. The detectives design the investigative strategy for each
crime and produce a set of taskings which are recorded on a data
base.

The Team Coordinator, who keeps the diaries of the team
members, then allocates the tasks. The Team Coordinators play a
vital role in the new system. They will undertake an impressive
number of the allocated tasks themselves, relieving colleagues in
the team of a substantial amount of both high and low level
administrative work: completing forms, arranging appointments with
witnesses and suspects (it is common practice in Waverley for
suspects to attend the police station following such requests),
liaising with victims and other agencies, answering the telephone
and dealing with enquiries. If a task needs to be done urgently and
no-one in their team is available at the time to do it, they will make a
request for assistance to the Coordinators of the other teams. This
cross-tasking is presented as another strength of the Waverley
system although, as will be noted below, not all the teams
cooperate. It had initially been thought that investigations could be
passed seamlessly from one team to another but only tasks, and
not cases, are shared out in this way.

a strict performance management system was introduced with
the MEP project.

One of the scheme members commented that the performance
management system introduced with the pilot scheme is more
robust than Team Leaders had experienced in the past. Previously
performance data tended to be aggregated to a BCU level whereas
now teams and units are assessed.

What teams did wasn’t measured in the past. That was another
eye-opener for us and for the force I think. That’s what’s spurred
them on to stick with this sort of model. They used to give the whole
division’s crime rates but didn’t really get down into who’s actually
delivering what.

in the first instance responsibility for the performance of the
team rests with the Team Leader.

With a ratio of one supervisor to four staff in each team, supervision
of the work can obviously be much closer than it was previously.
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Detective Team Leaders have hands-on knowledge of each
investigation the members of their team are involved in. They
demonstrated to the writer that they know which stage each
investigation had reached, the number of open crimes they were
handling at that time and the current detection rate of their teams.
They also knew how other teams were performing.

detective sergeants are able to take a more holistic view of
the work of the teams.

Monitoring of the performance of the teams is made easier because
there is greater transparency within the system. The taskings and
the actions are recorded and are hence reviewable. Performance
data are collected and reported on weekly.

Before, you couldn’t get to the crime because you only had three
DS’s and 26 staff carrying 300 crimes, and that’s if you had three
supervisors but if one was away working on a major incident and
another one was on leave, you’d actually only got one supervisor
and a lot of the staff were probationers. Here, you’ve got a ratio of
one supervisor to four staff and then there are two DS’s so we have
got eight supervisors altogether in this office and it’s actually
increased the quality of work.

In the past detective sergeants were expected to combine
supervising a team with investigative work. As skilled investigators
they picked up the more complex crimes and although that ensured
quality investigations were done they found that it reduced the level
of supervision they were able to provide.

What do your 20 people do while you’re at court for a fortnight or
while you’re in the cells all weekend doing interviews. Good for the
case but what are you doing for the people you are supposed to be
supervising when you’re stuck in custody?

A detective inspector has overall responsibility for both the
Waverley and Guildford CID offices and over 60 staff, so he has to
rely upon the detective sergeants adopting a more strategic role in
the teams and communicating with the teams on his behalf.

there is provision for a dedicated duty team each day to
interview prisoners arrested overnight and to deal with the work
that comes into the office that day.

One of the Waverley detectives explained how, under the previous
system, he would be working on his own cases and then be called
away to deal with prisoners arrested by 24/7 response officers; a
common feature of life in GO CID.

They would phone, for example, to say ‘three have just been nicked
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for a punch-up’ and you then had to ring up the witness you had an
appointment to interview and try to rearrange it. All the time you
were saying, ‘Sorry’ to people. Day after day after day we were
forever juggling and the person who suffered most was the victim at
the other end or the witness who’s been put off three times.

Now the duty team will service these requests leaving the other five
teams free to carry out their taskings and other work they have
planned in the knowledge that there would be no interruptions that
day. On the few occasions the volume of work has proved to be too
much for the duty team a DS has intervened to deploy staff from the
other teams.

predictable abstractions, eg, for leave, rest days of DC Team
leaders and Team Coordinators are covered by the provision
afforded by the Support Team Leader and Support Team
Coordinator.

Previously the Waverley office, in common with GO CID
offices across England and Wales, would have had to meet
such abstractions without additional resources.

the Detective Team Leaders are confident to close crimes
because they believe their experience is respected and their
decisions will be supported.

It was argued that in the past detectives have tended to hold on to
crimes for too long.

Police are crap sometimes at letting go of jobs that clearly aren’t
going anywhere, either from perceived pressure from the
organisation, which probably wasn’t there anyway, or victims’
expectation. It’s a case of looking someone in the eye and saying,
‘we’ve done a good job on this but this is as far as we’re going to go
with it’. If you don’t you just find jobs sticking around for months.
They’re still doing a little bit here, a little bit there, but they have
been given the authority to file crime.

Knowing the organisation will support them if they make an
incorrect decision and file a crime too early, makes a significant
difference to the detective Team Leaders. One cannot
overemphasise the important difference providing this re-assurance
has made and its effect on their risk assessments.

the Waverley CID teams are supported by other teams on the
borough.

The uniformed constables attached to the teams are available to
make arrests, execute warrants etc but the 24/7 response teams
are also used for this purpose. There is also prisoner interviewing



unit which will take over arrest cases from the 24/7 response teams
provided they only involve routine investigation. There is also a
proactive unit.

Evidence of the support that had been provided to the pilot is to be
found in a closing report produced by the project manager. It
discusses ways of reducing the dependence of the teams, and the
IO in particular, on colleagues in the custody suite and on the 24/7
response teams. There had been some confusion, for example,
over whether it was necessary under section 47.3 PACE to rearrest
an individual returning on bail. The decision that this was not the
intention of the Act meant that in future IOs would be able to
undertake an increased number of the custody functions as they
would be able to deal with bail returnees without requiring a police
officer to be present. The force was also exploring whether the role
of the IO could be enhanced by creating a designated power
allowing a police constable to authorise (in writing) an IO to arrest,
at a police station, a named person who had been invited to
surrender by appointment (Grondona-Kempson, 2006: 2).

the provision of sufficient vehicles, IT equipment and office
accommodation

The funding provided by the Home Office provided vehicles, IT equipment
and office equipment were recognised ‘to be a fundamental part of the
success of the WFM approach and key to achieving the efficiency and
capacity uplifts.' (op cit: 2).

Conditions for facilitating detection and the effects of MEP

When so little is known about the factors that determine police effectiveness in the
detection of crime, the evaluation of the Waverley initiative and any other MEP
projects that succeed it will be extremely difficult. The changes described above
illustrate the problems that will be encountered in determining how much of any
performance improvement associated with these schemes can be attributed to WFM
and MEP and how much can be explained by other characteristics which may be
linked with, but could be introduced independently of, them.

Two of the key elements of the Waverley system:

the tighter performance management system introduced
through greater transparency, increased amount of
supervision, and closer scrutiny of team outputs; and
the generous provision of resources by protecting the teams

from abstractions, the formation of an additional team, the
covering for routine abstractions through the provision of an
additional Support Team Leader and Coordinator and support
from the 24/7 response offices and other specialist units

can hardly be described as the results of the process re-engineering which is hailed
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as its innovatory feature.

The eight-BCU study identified several of the factors which changed with the
introduction of MEP at Waverley as conditions facilitating detection (Burrows, 2005:
11 7).The findings of that study suggest one would have expected the performance of
the teams to be high, independently of the work force mix. Among the factors
highlighted are:

an active, credible and informed leadership stressing
detection and showing understanding of how it can be
achieved;

an appropriate outcome-focused performance management
regime;
regular and frequent face-to-face as well as paper-based

supervision of officers involved in the conduct of
investigations, with feedback on activity; and

allocation of sufficient staff.

To disentangle the effect of the MEP element, which is not possible with the
Waverley pilot, in any future study the evaluators will need to ensure that both the
experimental and control sites are as identical as possible on the detection
facilitating factors identified by Burrows et al and then compare teams using MEP
against those using sworn officers.

Crime types on the Waverley teams’ case loads

The open crimes on the crime loads of the Waverley teams were similar to those
which were described in the focus groups as those normally investigated in their
forces by the Volume Crime Units as opposed to GO CID. On initial inspection a
large proportion of the cases under investigation were cases where the victim and
suspect were known to each other. A substantial number involved juvenile offenders.
Typical cases were assaults involving threats, harassment and minor injuries, thefts
including shop lifting and criminal damage. If data had been provided on the crime
mix of the area in the IES evaluation report this could have been used to
contextualise these impressions. The crimes which comprise the core of GO CID
detective case loads, eg, rapes, robberies, serious assaults, sudden deaths, serial
burglaries etc did not appear to characterise the crime loads of the Waverley teams.
As one of the teams commented:

When I first joined the CID we used to spend our life on transit robberies and
shotgun robberies but generally it is not a problem for this area.

A similar comment was made about burglary.

Segmentation

Beneath the interest in the crime mix at Waverley lies the notion that the type of
organisational structure best suited to the investigation of one type of crime may not
be the one that is most suited to the investigation of another type. Hence critics of
the Waverley scheme may argue that even though mixed teams may perform well
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there, they would not enjoy the same amount of success elsewhere because the
prevailing type of crime in these other areas demands a different type of
organisational structure.

Approaching this issue from a different direction would lead us to ask how much
specialisation and task differentiation works to the benefit of the investigation
process and at which point does it become dysfunctional? Writers on organisational
theory provide timely reminders of how the benefits of pluralistic structures can be
outweighed by the inherent tendency of these structures to change into an aberrant
form – that of segmentation. One of the most serious of these dysfunctions as far as
criminal investigation is concerned is the breakdown in communication and loss of
information (see for example Kanter, 1983: 76) Burrows et al (op cit: 112) suggest
that spirals of increasing specialisation and fragmentation can develop:

high demand, which leads to
selectivity in investigation
and division of labour in the conduct of tasks in the interests

of efficiency, which contributes to
loss of generalised skills, which suggests
the need for further specialisation, one result of which is

that
sight is lost of the overall investigative process and its

outcomes, which produces
loss of morale, which is associated with
high staff turnover, which leads to
further deterioration of the skills base, which underpins

arguments for
the need for specialisation...

Some writers on organisations would claim that this is not an argument against
specialisation, task differentiation and pluralism which can bring definite advantages
(eg, Bate, 1994). It is rather a case of deciding on the amount of specialisation that is
appropriate with reference to the processes involved and of guarding against the
dysfunctional tendencies. It is debatable at the present time whether there is
sufficient documented knowledge of the processes that constitute criminal
investigation to assess the merits or otherwise of the fragmentation of an enquiry
through task specialisation. Because not all information that is acquired at the early
stage of an investigation is documented, as its relevance is not apparent at the time,
is there an advantage in having the same person involved from start to finish
because those initial impressions and observations may be crucial in interpreting a
fact that comes to light at a later stage? In how many cases has this arisen and if the
number is significant is it necessarily an argument against task differentiation?

The WFM re-engineering of tasks in certain respects resembles the classic,
mechanistic approach to organisational design that was so popular at the beginning
of the last century (Taylor, 1910). Many research studies have since demonstrated
that such models break down in practice as people chisel out areas of autonomy and
control in their work situation to achieve greater job satisfaction and promote their
own interests and those of the groups they belong to.
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In Waverley elements of this ‘resistance’ are beginning to manifest themselves in
deviations from the Standard Operating Procedure which, although they are minor,
are indicative:

although investigations into crimes are supposed to be
allocated to the team, no one person having ownership, a
slow time job was allocated to one investigator – 'for the job
satisfaction of the personnel on the team';
there is some evidence that ex-detectives working as IOs

are resisting being tasked by the DC Team Leaders;
staff are becoming frustrated in their current role and asking

about job enlargement and career progression;
cross-tasking across the teams is meant to be one of the

strengths of the model but one team is routinely prevented
from cooperating. The diaries of members of this team are
filled up well in advance by their DC Team Leader, not the
Team Coordinator. This prevents them being put under
pressure by colleagues in other teams and ensures his
team continues to work on its own crimes; and
the higher rate of detections attained by one of the teams is

achieved largely by ‘cherry picking’ by the DC Team
Leader. Starting early in the morning he identifies reported
crimes that have high detection potential and contacts the
crime management unit to have them allocated to him.

It is to be hoped that the second round of pilots on WFM will be more carefully
studied than those in the first and that qualitative data collection methods, including
observation, will be included in the design of the evaluation.

The added bonus of any future evaluations of WFM and MEP in the area of criminal
investigation if they build upon the pioneering work of Burrows et al (op cit) is that
they will add to our understanding of the criminal investigation process: an area of
research interest that has been neglected for too many years.
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