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Question: - Critically evaluate the methods used by police in gathering information and intelligence, how information contributes to the ‘tasking and coordinating’ process and how information and intelligence is communicated. 

"The oxygen of effective policing is information, but it is useless if it cannot be found and used at the time and in the circumstances in which it is needed.”
State of Policing Report by HMIC 27/11/2014
[bookmark: _GoBack]
In this essay I will critically evaluate methods used by police in gathering information and intelligence. I will show how these work in a practical policing environment and discuss how information lends itself to the ‘tasking and coordinating’ process and explain how information and intelligence is communicated on a practical policing level. 
To answer the above question it is firstly important to understand what is meant by the term “Information and intelligence”. Following asking this question I will then have a clearer understanding of what these terms means and can explore and discuss the question posed above. However depending on where you research or who you ask, you may get some slightly different definitions of each, but the underlying principle is the same. In basic terms:- 
Information:- 
· Information is knowledge in its most basic and untouched form.
· Examples of this could be an observation or a person making a basic report to the police. 
Intelligence:-
· Information which has been reviewed and sanitized for a specific purpose. 
I believe the best way to understand the process of information to intelligence on a basic policing level would be to consider the following scenario:- 
An officer is approached by a member of the public, this person informs the officer of a suspected drug deal in a specific location, involving identified people, at this point this would be information. The officer then considers and assesses the information, if necessary at this point completing further investigative work and then submits the relevant intelligence reports. The reports are then reviewed and further assessed and at that point it becomes workable intelligence.  

The United Nations Office on Drugs Crime gave a simple formula to explain the difference in their Manual for Managers on Criminal Intelligence - INFORMATION + EVALUATION = INTELLIGENCE.  The most relevant definition of intelligence that we rely on as police officers is the formal definition given by the College Of Policing in their Introduction to intelligence pre read document, this definition is:-
“Information that has been subject to a defined evaluation and risk assessment process in order to assist with police decision making”.

The importance of information and intelligence in a policing context cannot be underestimated, these two subjects together are seen as the “life blood” of policing. Intelligence is seen as important as it is not just a tool that can be used to detect crime or to tell us where to deploy resources, it is a tool that can be used to proactively prevent crime and protect the most vulnerable people in society. It would be easy to take a step back out of a policing environment and look at the bigger picture and come to the conclusion that the vast majority of police work is a reactive process rather a proactive process but to come to that conclusion would be wrong. The importance of intelligence and the sharing of intelligence can be seen by the introduction of the National Intelligence Model and has been publicly highlighted in the Bichard Inquiry. 



National Intelligence Model 
NIM or the National Intelligence Model was created after a number of failings were identified in how intelligence was being managed and shared on all levels across the police. It was identified that a more professionalised approach was needed when it came to dealing with information and intelligence. The Audit Commission identified these failings as early as 1993 and in 1999 the National Criminal Intelligence Services or NCIS began to design the NIM and in 2000 forces across in England and Wales were restructured so NIM could be effected, thus turning to an Intelligence-led policing approach. 
Intelligence led policing which is sometimes shortened to ILP is theory that started putting intelligence at the heart of any policing decisions being made and is an attempt to move from a reactive style policing into a more proactive / preventative style of policing, as per Burcher and Whelan 2019. The idea of intelligence-led policing is not specifically British but is something that has been adopted in a number of countries, namely Australia, USA and Canada. 
The NIM is not strictly a model designed for policing, on a basic level it is a business model which can be used in a policing context. In a nutshell the NIM allows management within the police service to prioritise any issues and allocate resources to deal with any of those issues. The NIM can assist in both proactive and reactive situations and allows flexibility and guidance for managers. The NIM has been adopted by all 43 forces across England and Wales in an attempt to standardise the practices of all forces so we are all in sync and have the benefit of sharing information and intelligence across all forces. This is something highlighted by the Bichard Enquiry in terms of the positives that can come from sharing information and intelligence across borders which can in turn prevent crime. 
The NIM is based on 3 working levels – 
· Level 1 – Local level , so this would refer to the crimes and issues affecting our BCU, this isn’t to say this level is reflective of purely low level crimes but the area falls within the local BCU. 
· Level 2 – Force level and Cross border, so this would refer to crimes and issues that may be spread across a number of BCU’s which are local to one another and are neighbouring forces. 
· Level 3 – National or International, at this level we are looking at the more serious and organised crimes which as the heading suggests operate on a much larger geographical scale. 
In a nutshell the NIM is an instrument which allows and promotes police from all forces and on all levels to work together with a joint understanding and common platform to combat issues with a positive problem solving approach. It makes a cooperative policing approach easier to gain by removing obstacles previously in place. 
The Bichard Enquiry 
The Bichard enquiry was an enquiry into the murders of Holly Wells and Jessica Chapman. In August (2002) Holly and Jessica were notified to police as being missing, in December of (2003) Ian Huntley was convicted of both the girls murders. There were issues raised around the sharing of intelligence linked to Ian Huntley, this was due to Ian Huntley being investigated by Humberside Police in relation to a number of sexual offences in the 1990’s. None of this information had been passed to Cambridgeshire police. This in turn led to Ian Huntley, in November (2001) being appointed as a caretaker in Soham Village College near where Holly and Jessica lived, after successfully being vetted by Cambridgeshire police. The main point of the inquiry considered if the intelligence on Ian Huntley had been shared across forces/borders would Ian Huntley have been allowed to work in a school? The inquiry went further and put pressure on the police to put structures in place for easier and safer sharing of such intelligence, as a result of this the Police National Database was put in place which allows every force in England and Wales to share intelligence and search databases relating to that intelligence. The Bichard Inquiry publicly highlighted previous failings on the part of the police and the importance of intelligence, intelligence sharing and how it can be used to help fight crime. 

Following the issues and concerns highlighted in the Bichard Inquiry it was clear that a number of new procedures or initiatives were needed to stop further incidents like this from occurring. As a result of this the home secretary put in place a “Statutory Code of Practice on the Management of Police Information” also now known as “MoPI”.  The MoPI Code of Practice are a set of guidelines and a framework to ensure that information is managed correctly , safely and has a policing purpose, as well be touched upon below.

As mentioned briefly above another key outcome of the Bichard Enquiry was the requirement and introduction of the Police National Database or PND, the PND is a police database that is available to all of the relevant police forces England and Wales and is accessible by other relevant agencies, it allows the police to share any relevant information and intelligence they may have between forces on national level. In terms of the Bichard enquiry it’s clear to see that if the PND had been established and running at the time of the incident then the relevant officers / agencies would have been able to access any information or intelligence on Huntley and more than likely would been able to prevent the incident from occurring completely.  

Gathering and Collecting Information:- 
As mentioned above if we are going to turn information into intelligence it needs to undergo some sort of evaluation, following that evaluation it can then be used actionable intelligence. That evaluation process is usually known as The Intelligence Cycle or The Intelligence Process, this process has not been designed by police but has been adopted as a tool to assist in decision-making and guidance. There are five stages of the cycle that I will now discuss in turn, the most relevant to the police being the Collection part. 

Direction – This is the beginning and end of the cyclical process, direction gives the guidance as to where we need to look, what areas we need to be focussing on. If we are lacking in direction then we may not be relevant in our collection of information. 
On a practical level direction for officers will come from those above, ultimately it will start at the top and then trickle down through the ranks as the Chief Constable may give a general direction to BCU commanders, who will interpret it as they feel relevant in their BCUs, this may then change again as it trickles down to Inspectors and Local Policing Inspectors. Ultimately, it will depend on the issues and concerns within the force area but also more specifically within the local BCU / sector. An example of this would be a BCU commander advising his team to direct their attention towards “County Lines”, a local police inspector may understand that the bigger issue in his sector may be knife crime or dwelling burglaries and offer a different direction to his team. 
Whilst direction is considered to be the beginning and end of the process it may not always be the case, taking into consideration this scenario - Whilst attending a response call in relation to domestic violence, a member of the public approaches you with information regarding an ongoing drug dealing, this would then put you straight to the collection stage. 
Collection -When we consider gathering and collecting information we have to consider its value and merit in terms of a “policing purpose”. A “policing purpose” was given definitions as part of the “MoPI Code of Practice” and is broken down into the 5 following criteria:- 
· Protecting life and property;
· Preserving order
· Preventing the commission of offences;
· Bringing offenders to justice; 
· Any duty or responsibility arising from common or statute law 
The above five points give directions to officers that any collection of information must fall into one of these subsections for it to be deemed necessary and for it to have a relevant “policing purpose”, therefore if it does not hit one or more of the above criteria it does not have a “policing purpose” and shouldn’t be collected as information. 
Information and intelligence can be captured in a number of ways, in a policing setting there are three main ways in which this is done:- 
Routine collection – As the name suggests this is information that is collected as part of routine operational and policing activity. An example of this in a response policing role would be whilst arresting a subject for an assault, the subject is searched and found to have on his person a small quantity of drugs in individual small white clear bags and a large amount of cash, following the arrest this information would be submitted as intelligence. Whilst the information was collected through routine operational police activity the intelligence may end up having a more specific policing purpose. This information can be obtained from the following types of policing activity; Mobile patrol; Arrests; Stop search or people and vehicle; Everyday investigations. 
Tasked information – This is information which is targeted and being sought out for a specific policing purposes. This will most likely be as a result of the taking and co-ordination process and in relation to problem areas or specific subjects or issues. Whilst response policing doesn’t give much scope for this type of work an example of this could be to search CCTV or ANPR systems in relation to specific intelligence collection plans for subjects. This information can be accessed from the any of the following sources; CCTV; ANPR; Internal and external databases; Covert Human Intelligence Sources (CHIS). 
Volunteered information – This refers to information that is usually put forward by members of the public or by contacts within the community, this is any type of information that has not been gathered during routine operational activity or as part of tasked collection. A practical example of this would be a member of public speaking with an officers and informing the officer of drug dealing taking place in a specific place at a specific time, the member of the public is usually forthcoming with this information as they would like action taken to stop it from continuing. Examples of this could be members of the public calling the police following a crime stoppers campaign, or anonymous reports in respect of Covid 19 breaches. 
From the perspective of a response police officer I would say that the main two we encounter would be Routine Collection and Volunteered information, these are aspects of day to day response policing. 
Evaluation 
Once information has been collected it must be evaluated to ascertain its significance and quality. As mentioned above the information must have a relevant policing purpose. On evaluation the police information will be checked for accuracy, provenance, credibility and relevance. Following the evaluation of the information a decision can be made in regards to further police and when it should be taken. Once the information is submitted it is done so on a form known as 3x5x2. The first part of the evaluation refers to the 3 possible grading’s that can be given to the source of the information, those grading’s are 1. Reliable (source is known to be reliable), 2. Untested (not previously provided information) or 3. Not reliable (Known to have submitted unreliable information in the past). 
The second part of the evaluation refers to how the information was obtained by the source and the following grading’s are A. Known directly to the course (The course has witnessed it happening) B. Known indirectly to the source but corroborated (Source hasn’t seen it but someone known directly has done so). C. Known indirectly to the source (Information told to the source by someone else.) D. Not known (Anonymous source of information so unable to verify). E. Suspected to be false (Reasons to believe the information supplied is incorrect). 
The third part of the evaluation is known as the ‘handling code’ which works on one of the 2 following grades, P. Lawful Sharing permitted – this means that the information is able to be shared with the relevant people as long as it hits the relevant criteria. C. Lawful sharing permitted with conditions – this code is used when there is a concern over who may have access to the intelligence being submitted. 


Analysis 
In a broad sense the main reason for analysing anything is to try to understand it in more detail or to gain a clearer picture, the same principle applies here. Following the submission of an intelligence report it is reviewed and analysed to see how it can help us going forward. Following the analysis of the intelligence a number of tools can be used to create guidance to allow others to better understand the intelligence as per the National Intelligence Model. 
The four key intelligence products are:-  
· Subject Profile, this can be created to provide a better understanding of the subject or individual we are trying to gather more information on, it can be used to show links to other people or other ongoing investigations. This will also highlight what needs to be done to give a more detailed intelligence picture. This profile is usually a complete information package.  
· Problem Profile, this can be created to provide a better understanding of the area, crime type or group we are trying to identify, it can help to understand incident ‘hotspots’ and also allow us to identify offenders from within those ‘hotspots’. 	
· Tactical Assessment, This tool helps identify the short term issues at play in the local area or BCU, It helps to identify any new trends or fresh patterns that may be emerging and requiring action immediately or in the near future, it may also highlight areas that require further intelligence to be sought. This tool can also be used to indicate problem performance areas if used in the correct manner.  
· Strategic Assessment, This tool is more focussed on the long term issues at play within the local area of BCU, it usually happens once or twice a year and helps to provide the Tasking and Co-ordination group with an idea of what’s changing now at the present time and how things are likely to change at some point in the future.  


Dissemination 
There are a number of ways in which intelligence can be disseminated but in a practical policing world the reality is that it’s likely going to be in the way of an intelligence report or team briefing or via an intelligence package. There are wider forms of dissemination of intelligence which regularly happen across forces via bulletins or reports also. The most relevant example of this is something I see on a weekly basis, it is a detailed intelligence report compiled by the local intelligence officer within my sector, the report is circulated to staff within the local sector and highlights any subjects or areas of interests that may be relevant to response officers. 
Whilst the intelligence cycle does seem to have a clear start and end point it’s important to remember that it can start again at any point, much in the same way as the national decision making model does. It doesn’t need to go all the way through the cycle before beginning again, if there is new information or further information required then the cycle can start once again. 
Tasking and Co-ordination 
Tasking and co-ordination is a process that provides the senior management team within the local BCU or force with a device for operational decision making at both strategic and tactical levels, it is a means of allowing them to make decisions and take action which will have the greatest impact. In consideration of this those managers must be able to understand what the problems they face are. As discussed above the 4 intelligence products are put together by analysts after they have had chance to review and interpret the raw information collected, that information is then turned into one of the 4 products which in turn allows the police service gain a much clearer and accurate image of the issues at hand. The Tasking and Co-ordination groups then use these intelligence products to plan actions and make decisions, this in turn gives them the opportunity to take forward their control strategy , set an agenda for intelligence , prevention and enforcement priorities. The groups can then also tackle strategic and tactical issues which arise within the BCU. 
Intelligence is the energy source for tasking and coordination, without this intelligence there would be no fuel for the tasking and coordination to continue, it is also vital at every level of the NIM and crucial to ILP. 
Communication:- 
Communication of information and intelligence can come in many forms, some of which are discussed above, I will now try to explain these in more details.  
Intelligence unit meetings happen regularly and are meeting between all the relevant intelligence units from within a policing area, these meetings aim to progress the tactical assessment prior to any tactical tasking and coordination group. There are usually a variety of parties in these meetings which can vary from NPT officers, analysts, response officers, PCSOs and CID. These meetings are an opportunity to regain focus and review fresh matters that may be developing. Whilst in my role as a response officer I have not been able to attend or seen one of these meetings take place which is a disadvantage as it can sometimes lead to the “out of sight out of mind” mind set, where as I see daily managements meetings every time I am on a day shift. 
On a daily basis there is a daily management meeting also known as a DMM, this usually takes place in the morning and has links to the priorities and objectives set by the tactical tasking and coordination, this meeting is usually reflective activity completely over the last 24 hours and highlights what actions need to be completed over the coming 24 hours. This meeting is usually chaired by the Inspector of the BCU or the Local Policing Inspector, as part of the meeting a member of the intelligence unit is usually present and updates all parties on any relevant or important intelligence gathered, the intelligence officer can also highlight any further intelligence gaps which may need filling. There is usually a DMM information pack put together for these meetings which highlights the most recent intelligence which is then reviewed by management in these meetings.
Intelligence Bulletins are emails which are sent from intelligence officers which contain relevant intelligence relating to their sector and subjects within that sector, it can also relate to any ‘hotspots’ or local neighbourhood issues. The bulletins are usually sent on a weekly basis, this is not always the case as some intelligence bulletins are sent daily depending on the nature of the intelligence. A working example of this is, recently a male in my sector was arrested and whilst he was arrested he was searched found to be in possession of his own TASER, after he was searched his property was searched and a number of receipts relating to other TASERS were located which suggested that the male who had been arrested was either buying and selling TASERS or may have given the other TASERS to his friends or associates. Following his arrest an intelligence report was submitted to this effect, due to the nature and provenance of the intelligence it was pushed through the intelligence cycle as a high priority submission and disseminated quickly in an email to response officers who may have cause to interact with the male or his associates. The weekly bulletins sent out are detailed reports and give officers a better understanding of the current ongoing issues. 
To conclude, whilst researching and gaining an understanding of information and intelligence in terms intelligence led-policing and the NIM, I started to think is this system too complex,? Due to this I thought I would be good practice to speak with other police constables, some with numerous years of police experience and some new probationary officers, I also spoke with intelligence officers and local policing inspectors. After speaking with these officers it was clear to see that there was confusion and misunderstanding amongst all in respect of what the role of NIM and what intelligence led policing actually means. Beyond the intelligence officer no one really had a clear understanding of the NIM or what it did and how it worked, and similarly no one could really explain the intelligence process to me. There is an argument to say that only the intelligence officer should really have a detailed understanding of these subjects, however on the other hand I believe we should all have a greater understanding as we all have involvement and make up part of the bigger picture.
The one thing that was clear is that all of whom I spoke to, they could all give me a clear explanation of what they felt intelligence was, and almost all gave the same definition that is quoted at the beginning of this essay “Information that has been subject to a defined evaluation and risk assessment process in order to assist with police decision making”. 
If we as police officers, are expected to embrace the NIM and ILP, I personally believe there is a duty on the police service to educate police officers further on these subjects, I have the benefit of being a fairly new recruit who has undergone six months of classroom based training and have been fortunate enough to have presentations and lessons in relation to these subjects, however people in my position make up a very small majority of the police service. 
On researching the four intelligence products offered by the NIM, I found that the levels of complexity are too great and then in turn this becomes complicated. It is difficult to see how they would work, unless you were using the methods day in day out or if you were part of the tasking and coordination teams. 
The clearest and most informative information I came across whilst researching was on the National Crime Agency webpage, they give the following examples:- 
Strategic Intelligence – Intelligence relating to where they should be deploying resources against the greatest threats.
Tactical Intelligence – Intelligence relating to emerging threats and methodologies being used by serious organised crime groups. 
Operational intelligence – Intelligence relating specifically to the activities of OCGs which allow them to conduct or direct operational activity against them. 
As a response officer I can clearly understand these three areas, I understand what they mean and how they work. 
Gathering information and intelligence is not a complicated process, neither is the submission of that information or intelligence, this process is conveyed to officers extremely well. Whilst the communication of the intelligence is not done ineffectively, I do not believe it is completed to its highest potential. In this day and age we have a vast array of technology at our disposal in terms of hand held devices / laptops / flat screen televisions / screens in police vehicles / ANPR systems, however from all of that the chosen way to disperse the intelligence relevant to our sector is to send an email containing a power point. Sending an email in respect of intelligence requires an officers to open the email and then secondly open the attachment and make a conscious choice to read through the attachment. Personally I have no issues doing this and I take some enjoyment from researching the weekly updates, however I know from personal experience that some officers on my own team will not have looked at this email for months and it is evident when I ask the question, “That is subject X isn’t it, he was on the most recent Intelligence bulletin for carrying possession of an offensive weapon?” then I will usually get answered with “I haven’t seen the intel bulletin.”. Whilst this could be seen as a cultural issue within the police force, I believe it is also a communicative issue and one that could be resolved by simple IT solutions or by simply having a pin board in the parade room of a station which has the intelligence document pinned to it which is changed on a weekly basis. 
Overall, I think the process is complicated and officers are not trained in respect of what happens after an intelligence report is submitted, the vast majority of officers would be under the impression an intelligence report submission its purely to form part of the weekly intelligence bulletin and nothing further, which as we know is not the case. I do not think it is fair to sit back and criticise officers for this way of thinking, as it is the education around the further information and details of what processes go on beyond that are lacking. 
Whilst the NIM is already firmly in place I think that if police officer at all levels were educated and taught a greater understanding of what the NIM does, how it works and what in can do for officers, on a local level, national level and on an international level then it could be far better utilised. The intelligence-led policing approach is not specific to intelligence officers or analysts, it is aimed at all police officers and is something that should be as well understood as the necessity for arresting or someone or grounds for searching a person. 
Whilst I feel I am critical in my view, this is from a response policing perspective, and following researching this topic, I completely understand as is described throughout this essay the benefits of information and intelligence when looking at it from certain specific policing perspectives such as priority policing or serious organised crime or from the view of inspectors and chief inspectors. However, as part of this essay I decided to take note of the calls which I attended on one chosen day in December as a response officer, I attended six calls, four of those were grade 1 emergency response calls and the other two were grade 2 calls. Out of all those calls only one was a call relating to an actual crime, which was harassment, the other five were relating to missing persons/welfare checks/suicidal subjects and anonymous RSPCA referrals. So whilst we are an intelligence led police service, who use the NIM as a framework, the question must be asked is how relevant is it in modern day every day policing? 
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