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The National Intelligence Model (NIM)

The National Intelligence Model (NIM) is a ‘Model for Policing’ that ensures information is fully researched, developed and analysed to provide intelligence to senior managers to:- 
· Provide strategic direction.
· Make tactical resourcing decisions about operational policing, and
· Manage risk.
It aims to ensure that policing is delivered in a targeted manner through the development of information and intelligence. NIM is applicable to all aspects of operational policing because it enables managers to prioritise activities and resources. 

It is important to note that the NIM is NOT just about crime and NOT just about intelligence -               it is a model that can be used for most areas of policing.

NIM is: 
· concerned with using intelligence to determine priorities for policing. 
· It is a model for policing that senior managers can use to help them to determine the strategic direction and make tactical decisions about resourcing and operational policing to support local and national objectives 
· it also helps manage risk. 
Therefore, NIM is not just about intelligence gathering, it is also a business process model that can be used to guide all activities of a police force.

Advantages of NIM:
· allows operational strategies to focus on key priorities
· allows more officers to focus on solving priority problems and targeting the most prolific and active offenders  
· informs the management of risk    
· provides more informed business planning and a greater link to operational policing issues 
· improves the direction and briefing of patrols 
· improves integration with partner agencies
NIM is NOT just about crime or intelligence. It is used, for example, to:
· Direct patrols;
· Target prolific and priority offenders and resolve crime and disorder problems;
· Work effectively with partner agencies
· Drive problem solving;
· Improve road safety;
· Manage priority locations and high risk issues;
· Guide neighbourhood policing activity;
· Increase the understanding of criminality and anti-social behaviour issues.
NIM is based on proactive policing. Proactive policing is about identifying, understanding and addressing underlying problems and trends rather than responding to crime and non-crime problems in a reactive manner. This broader perspective allows for prioritisation of police activity which makes it easier to respond to the increasing demands placed on the Police Service
The National Intelligence Model has implications for all staff at all levels, whether they are Police Officers or Police Staff, uniformed or plain clothes. Every member of staff has a role to play in making NIM work. 

NIM enables staff to:
· Receive better tasking and direction (e.g. staff are deployed to a location or to deal with a problem where they can have most impact);
· Contribute to effective policing (by collecting and recording relevant information which is used to create greater understanding of crime and non-crime problems)
· Provide a better service to the public (As a result, an improved service is provided to the public, public confidence is increased and more offenders are brought to justice)
Positive Outcomes
· Improved prevention and detection of crime 
· More policing opportunities through the linking of person records across business areas to enable evaluation and action 
· Increased protection for the most vulnerable members of the community by sharing information with other forces and partner agencies 
· More effective briefings and tasking of officers. 
Negative Outcomes
· The potential for incorrect or misinformed decisions 
· Unnecessary risks to the public especially those who are vulnerable 
· Possible breaches of legislation 
· Improper or inappropriate access to police information 
· Increased risks to officer safety. 
You would look at the Police Systems eg. Briefing, but you can find out from other agencies and organisations who help people how they see the problems an example of this would be at PACT meetings or other similar local schemes.
Briefing system will bring up people who have been in custody, intelligence logs that have been submitted, what crimes have been committed and where, and any information that officers want to pass on.
The police gather information that is required for a policing purpose and that will include one, or a combination, of the following drivers: 

1. Protecting life and property 
2. Preserving order 
3. Preventing the commission of offences 
4. Bringing offenders to justice 
5. Any duty or responsibility arising from common or statute law. 
These five policing purposes provide the legal basis for collecting, recording, evaluating, sharing and retaining police information. 
Identifying these links enables decisions to be made about the priorities and resources needed to manage risk and provide an efficient and effective service. Accurate and timely intelligence gathered, collated and analysed in a professional manner must be at the centre of law enforcement activity - the basic reason for intelligence is that it is used to focus on the future to allow resources to be deployed to the best effect. For instance, in the above example the offenders, once identified, could be arrested using a raft of different resources like armed officers, helicopter and dog support, a Scenes of Crime team on standby in the vicinity and a growing team of investigators headed by a Senior Investigating Officer (SIO) and including a media team. It might also involve complex cross-border cooperation and possibly the National Crime Agency, each to coordinate a pre-planned arrest strategy. 
The way in which police information is managed is integral to the overall efficiency and effectiveness of your force. It can result in both positive and negative outcomes. When and how you collect, record, evaluate, share, review, retain and dispose of information, is critical.
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The model works at three levels:
Level 1 - deals with crime, incidents and neighbourhood priorities occurring at a local Basic Command Unit (BCU) level. Local Intelligence Units provide intelligence to operational officers within BCUs or areas and will vary in staffing levels. The intelligence you submit as an operational officer will be submitted via Local Intelligence Units.
Level 2 - deals with issues affecting a group of BCUs, neighbouring forces or a group of forces. FIB is the Force Intelligence Bureau, who deal with serious and inter-force intelligence.  Within this department are specialists such as interception of communication experts etc.
Level 3 - is dealt with by the National Crime Agency (NCA) and UK Border Agency which operate on a national or international scale. The National Crime Agency handles serious and organised crime as it affects the UK.  It is divided between seven regional offices.  As well as developing strategic pictures of the different areas in which organised crime operates, the UK Division also collates and analyses intelligence on the UK’s top criminal groups and their key players.  NCA is also a one-stop shop for UK law enforcement’s international enquiries.

First:
1. Certain key 'Assets' must be in place at each level to enable intelligence to be produced. Without them, the intelligence function will not operate efficiently. 
2. A sufficiently flexible 'Tactical Capability' must also be present at each level to deal with identified problems. Without it, too much intelligence will be produced with little or no capability to deal with it.
 
Second: Four key 'Intelligence Products' are produced to drive policing through the Tasking and Co-ordinating process: 
· The Strategic Assessment
· The Tactical Assessment
· The Problem Profile
· The Target Profile

Third: The Tasking and Co-ordinating Process takes place strategically and tactically at each level with information and intelligence flowing between levels and between neighbouring police forces and law enforcement agencies. 
At a strategic level, the NIM is strongly linked to all aspects of business planning, both in relation to the Policing Plans and the strategies of Crime and Disorder Reduction Partnerships.
The description of these levels should not suggest that criminals operate at only three levels. Many criminals operate within all of them, disrupting their local communities whilst operating across local borders. 

Why three levels?
Any crime, incident or neighbourhood priority that is evident at the local level (i.e. Level 1) could originate from, or hold implications for, other levels. A key component of the NIM is ensuring that communication and information flows between all three levels in order to maximise the effectiveness and efficiency of any formulated response, whatever the level.

There are a number of personnel who are involved in the management of information/intelligence.
These include:
· SPOC - Single Point Of Contact - e.g. specified person, usually in FIB, who liaises with the telecommunication industry for the purpose of gathering intelligence. Individual officers must not contact telephone companies direct. 
· FIO - Field Intelligence Officer - actively seeks intelligence from a variety of sources in support of the intelligence function
· LIO - Local Intelligence Officer - manages/processes/collates local intelligence.

The National Intelligence Model is a method of working based on the principles of problem-solving policing and the use of community and criminal intelligence.

Intelligence Led Policing
Collection, mapping and analysis of Intelligence to aid the efficient management and coordination of police resources. Basically it’s about using intelligence to direct patrols to target offending areas (HOTSPOTS).
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This cycle is a formal model that is a sequential process that allows information to be developed into intelligence, particularly during the analysis phase. By and large, your contributions will come in the collection phase even though they may not have been specifically “directed”. 

Processing of information is required to turn it into usable intelligence. This development ensures ethical, accountable and transparent practice is taking place. It is known as the Intelligence Cycle. The process can be compared with a potter’s wheel. It is a never- ending, circular process and the information is the clay in a very rough untreated form which, with patience and expertise, can be worked into something with shape and form which can be used.

At the very start of the intelligence cycle is Direction. It is essential to have a focused collection plan based on force and local intelligence requirements. These collection plans will be set by the Tasking and Co-ordination Group Meeting which is part of the NIM which will be explained later.

The collection of intelligence must be done with due regard to legislation such as ECHR i.e. legality, proportionality, necessity etc. Standard grounds must be established i.e. likely to be of value in the interests of Prevention or detection of crime and disorder or the maintenance of community safety.

The best person to evaluate a piece of information is the person submitting it - YOU! Evaluation is known as the 3 x 5 x 2 system. This system is National and in accordance with the National Intelligence Model. 

Analysis is carried out to make the best possible use of known information and to produce where possible a predictive element, capable of influencing strategies designed to combat operational problems. Skilled analysts will then be able to piece together the big picture and develop inferences that will influence operational action. It is at this stage that gaps in intelligence are identified and new targets are identified.

Dissemination - This part of the Intelligence Cycle can only be dealt with after all the other parts have been worked through. The Intelligence Specialist decides precisely what to do with the information/intelligence which has been processed. Dissemination is the passing on of intelligence to those that both should and need to know. Some dissemination requires certain authorities.
We can now see the circle is complete, but remember each cycle always must start with a clear direction so we are all pulling in the same direction. Circumstances will invariably change and the process will begin again hence it is a cycle.

 To be effective the NIM relies on information and/or intelligence which can be obtained from a variety of sources.

There are a number of both legislative, policy and procedures that govern the use of information and intelligence by the police.  

· The Criminal Procedure and Investigations Act 1996 provides legislation which lays down provisions for prosecution and defence disclosure to be conducted in stages within criminal proceedings. Duty to record, Retain, reveal (3Rs) and disclosure.

· Data Protection Act 1998: protection of information held on databases. Also makes provision for the regulation of the processing of information relating to individuals, including the obtaining, holding, use or disclosure of such information that should not be released to anyone not entitled to see it.  

· Human Rights Act 1998: protection of life & right to privacy

· Freedom of Information Act 2000 also makes provision for the disclosure of information held by public authorities or by persons providing services for them and to amend the Data Protection Act 1998 and the Public Records Act 1958

· Regulation of Investigatory Powers Act 2000 mainly deals with the interception of communications, acquiring and disclosing information, carrying out surveillance, the use of Covert Human Intelligence Sources (CHIS) and how electronic data protected by encryption or passwords may be decrypted or accessed; it establishes a tribunal with jurisdiction in relation to those matters.
 
· National Briefing Model, which we don’t deal with during the CKP and is generally more for supervisors although if you were to organise any sort of operation you would use the format outlined in the model. 

· Management of Police Information (MOPI) – 2006:  MOPI relates to the means by which the police collect, record, share and retain information and has been the subject of some controversy in recent years, most notably following an enquiry into the circumstances preceding the Soham murders and the subsequent police investigations (Bichard 2004). Guidance on the Management of Police Information (MOPI) was published in 2006 and sets out basic principles that police organisations should adopt for the collection, recording, sharing and retaining of information relevant to their usual work. At the level of the individual police officer, this information may take the form of intelligence and evidence gathering, completion of forms and pocket notebook entries. ACPO has published ‘Guidance on the Management of Police Information’  which is available online

CHIS National Policy
· This provides guidelines to Police forces in respect of the use of CHIS.
· A source is a person who has access to hidden criminal intentions or plans, and enters into arrangements to reveal this information.
· A CHIS will be allocated a ‘handler’ who will meet them to obtain the information provided as and when necessary.
· The operation/handling of a CHIS is strictly controlled under RIPA.
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