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FOREWORD

The prevention and investigation of crime and disorder is the primary function of every police organisation
worldwide and the Garda Siochana is no exception. Over the years, there has been some modernisation with
enhancements to the processes and technology used to investigate crime in Ireland, but a holistic view has not
been the driver; but rather the crisis of the day. This approach may have been sufficient to address issues in the
past; but today’s policing environment needs a much more comprehensive solution to overcome the challenges
that now face the Garda Siochana.

In July 2012, the Inspectorate team began work on its remit from the Minister for Justice and Equality to review
the entire crime investigation process utilised by the Garda Siochéna. The inspection has included all of the
ancillary and support processes involved in investigating crime and reviewed the day to day work of Garda
Siochéna staff.

In May of 2014, after the release of the Guerin report, the newly appointed Minister for Justice and Equality
requested that the Inspectorate expand its work on the crime investigation inspection, to address managerial,
operational and procedural concerns identified within the Guerin report and to provide a report thereon. After
our review of the Guerin Report; and given the work undertaken by the Inspectorate in this report, it is clear to
the Inspectorate that many of the issues indentified in that report are still problematic today.

Over two years of research including, policy review, field inspections and focus group sessions the Inspectorate
has examined the Garda Siochana’s crime investigation practices and informed this inspection. The Inspectorate
has also described in detail, the processes involved in the everyday investigation of crime in Ireland, in order to

show the significant challenges and complex inter-relationships involved in these processes.

The Inspectorate has found a police service in critical need of modernisation of its crime investigation
operational and supportinfrastructure. The absence of up to date technology and dated inefficient investigative
processes and policies, combined with poor internal audit controls, inconsistent case management and poor
supervisory practices have led to the systemic operational deficiencies identified in this and other recent
government initiated reports. As a result, potentially hundreds of thousands of Garda staff hours and
resources, which should be spent on front-line policing, are currently allocated to those inefficient processes.

The issues identified in this report are not entirely the sole responsibility of the police service. The Garda
Siochana is only one component of what should be a national criminal justice service. Although a major
component of the “criminal justice system”, many of the things they are required to do in the investigation
of crime are influenced by other parts of the “system”. As noted in the Inspectorate’s recent report on Fixed
Charge Processing System, the components of this service must work collaboratively, allowing for no single
agency’s processes to detract from the whole of the criminal justice service’s public responsibility to be efficient
and effective in using the resources provided to them. For the criminal justice system, resource inefficiencies
include delays and increased costs caused to one criminal justice service partner by the action or inaction of
another. In the interests of the common good inefficiencies in the system must be addressed in a holistic manner
by regular collective collaboration between all criminal justice partners and this should include funding
matters. It is for these reasons that the Inspectorate is again recommending that the Government establish
a criminal justice working group, similar to the one recommended in the Fixed Charge Processing System
Report, charged with overseeing the implementation of all the accepted recommendations in this report.

The systemic challenges and deficiencies identified during this inspection are not unique to the Garda Siochana.
Problems regarding the reporting, recording, classifying and detecting of crime have been reported in other
police services. New York City recently addressed these issues and received a report and recommendations
for correction of problems identified by a distinguished blue ribbon panel, commissioned by the Police
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Commissioner and recent published reports of some UK police services found evidence of under recording
of crime numbers. However, public accountability requires a remedial response; with appropriate focus on
ensuring that confidence in the criminal justice system is maintained.

This Crime Investigation Report should be viewed as a ‘watershed’ opportunity; making significant interim,
short, medium and long-term recommendations to ensure that the Garda Siochdna’s investigative processes
align with, and even exceed international practice. This is a detailed report, covering nearly a dozen moving
parts of a complex process that involves multiple agencies and institutions that directly and indirectly influence
the crime investigation process in Ireland. If only one or two of these parts were not functioning properly, the
extent of reform recommended here might not have been as wide ranging. However, the Inspectorate found
deficiencies in several areas of the investigative process, with many of them cumulatively exacerbating the
problems found in other areas.

This inspection has identified several deficiencies in recording practices, supervision and governance
over recorded crime and the level of recorded detections for those crimes. The veracity of crime recording
in Ireland must be addressed immediately. It is for this reason that the Inspectorate is making substantial
recommendations to get it right from the first contact with a victim reporting a crime and through every stage
of the investigative process.

Many of the recommendations are dependant on the acquisition of modern technology used by most
international police organisations. It is recommended that the first priority for strategically dealing with
these deficiencies is the immediate procurement of an integrated Computer Aided Dispatch (CAD), Human
Resource Management (HRMS) and Criminal Investigation/Case Management system for the Garda Siochana.
The Inspectorate is mindful that this technology can provide the modern tools needed to inform more efficient
and effective operational decisions. However, it cannot take the place of good management practices and

supervision in the investigation of crime.

It should be pointed out that many of the recommendations, including those for the purchase of CAD and
HRMS technology, are not new. Several were made in various forms in previous Inspectorate reports but were
never fully implemented. The Inspectorate has reiterated and updated several of these prior recommendations,
as they are even more urgent today. All the recommendations in this inspection will be referenced and
complementary to the holistic and forward focused recommendations in our forthcoming review of the entire
structure and administration of the Garda Siochdna under the Haddington Road Review.

The Crime Investigation Report highlights issues requiring urgent and ongoing attention to meet the criminal
justice needs of victims and the wider public of Ireland.

Finally, it is important to point out that the Inspectorate found many good practices in place locally in many of
the divisions and national units visited and has referenced some of them in the report. The Inspectorate was
also impressed by the hundreds of hard working and dedicated rank and file officers, reserves and support
staff we met in every region, that were doing their best to get the job done, not withstanding these inefficient
processes, dated technology and poor management practices identified in the report. The Inspectorate wishes
to thank everyone we met with during field visits for their candour, thoughtful comments and suggestions for
making the Garda Siochdna a more efficient and effective community policing service for Ireland.

YA

Robert K. Olson
Chief Inspector
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GLOSSARY

AFIS Automated Fingerprint Identification System
ANPR Automatic Number Plate Recognition
ATM Automated Teller Machine

BURG Burglary

CAB Criminal Assets Bureau

CAD Computer Aided Despatch

LAPD Los Angeles Police Department

CCC Central Command and Control

cqy Criminal Courts of Justice

CCIU Computer Crime Investigation Unit
CCTV Closed Circuit Television

CHIS Covert Human Intelligence Sources
CIO Criminal Intelligence Officer

CJIp Criminal Justice Interoperability Programme
CJu Criminal Justice Units

CPD Continued Professional Development
CPs Crown Prosecution Service

CSE Crime Scene Examiner

CSO Central Statistics Office

DDM Dedicated Decision Maker

DMR Dublin Metropolitan Region

DMR N Dublin Metropolitan Region North

DMR S Dublin Metropolitan Region South

DNA Deoxyribonucleic Acid

DO District Officer

DPP Director of Public Prosecutions
DV Domestic Violence

DV/SA Domestic Violence/Sexual Assault



DVSAIU
EAW
ECHR
ELO
ERU
FCR
FLO
GBFI
GERM
GIM
GISC
GLO
GMP
GNDU
GNIB
GPS
GPSU
GRIDO
GSAS
GSOC
GVLO
GYDO
HMIC
HOLMES
HR
HSE
IAS
ICVS
IDVA

IOM
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Domestic Violence and Sexual Assault Investigation Unit
European Arrest Warrant

European Convention on Human Rights Act, 2003
Ethnic Liaison Officer

Emergency Response Unit

Force Crime Registrars

Family Liaison Officer

Garda Bureau of Fraud Investigation

Garda Establishment Resource Model

Garda Information Message

Garda Information Service Centre

Garda Liaison Officer

Greater Manchester Police

Garda National Drugs Unit

Garda National Immigration Bureau

Global Positioning System

Garda Professional Standards Unit

Garda Racial Intercultural and Diversity Office
Garda Siochdna Analysis Service

Garda Siochdna Ombudsman Commission
Garda Victims Liaison Office

Garda Youth Diversion Office

Her Majesty’s Inspectorate of Constabulary
Home Office Large Major Enquiry System
Human Resources

Health Service Executive

Information Analysis Service

Independent Custody Visitors Scheme
Independent Domestic Violence Advisor

Integrated Offender Management
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IOMU Integrated Offender Management Unit

IP Internet Provider

IRC Incident Room Coordinator

JLO Juvenile Liaison Officer

KPI Key Performance Indicator

LGBT Lesbian Gay Bisexual Transgender Officers

MAPPA Multi Agency Public Protection Arrangements
MARAC  Multi Agency Risk Assessment Conference
MAT Mandatory Alcohol Testing

MATAC Multi-Agency Tasking and Coordinating

MDT Mobile Data Terminal

MIMS Major Investigation Management System
MO Modus Operandi

MPS Metropolitan Police Service

MPV Mechanically Propelled Vehicle

NBCI National Bureau of Criminal Investigation
NCIS National Criminal Intelligence Service
NCIU National Criminal Intelligence Unit
NCRS National Crime Recording Standards
NSDA National Study of Domestic Abuse
NIBRS National Incident Based Reporting System
NIM National Intelligence Model

NSIR National Standard for Incident Recording
NSMU National Source Management Unit

NSS National Support Services

NSU National Surveillance Unit

NYPD New York Police Department

OoCu Organised Crime Unit

PACE Police and Criminal Evidence Act

PAF Performance Accountability Framework
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PALF Performance and Learning Framework
PEMS Property and Exhibits Management System
PINS Prison Identification Notification System
PIU Paedophile Investigation Unit

PSNI Police Service of Northern Ireland

PULSE Police Using Leading Systems Effectively
PTSN Prisoner to Station

RPSTN Report to Station

RSU Regional Support Units

SBD Secure By Design

SCD Specialist Crime Directorate
SCI Specialist Child Interviewers
SCRS Scottish Crime Recording Standard
SCRT Serious Crime Review Team
SDU Special Detective Unit

SHO Station House Officer

SIO Senior Investigating Officer
SIS II Schengen Information System
SID Scottish Intelligence Database
SOLO Sexual Offence Liaison Officer
S10) Standard Operation Procedure

SORAM  Sex Offender Risk Assessment and Management Model

TACU Tasking and Co-ordinating Unit
TI Telephone Intercept

TIC Taken into consideration

TLU Telecom Liaison Unit

TNA Training Need Analysis

VIPER Video Identification Parade Electronic Recording
VOL Victim, Offender and Location

WA Western Australia

WROTI Written Record of Taped Interview
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SUMMARY OF FINDINGS AND RECOMMENDATIONS
INTRODUCTION

The Introduction provides the background information on the terms of
reference for the inspection, the structure of the Garda Siochdna and the crime
levels in Ireland over a seven year period. It also outlines the methodology
and structure of the report, and the recommendations of the Inspectorate to
provide for a more efficient and effective process for crime prevention and
crime investigation.

Introduction Key Points/Findings

Garda Structure e Geographically the country is divided into six regions headed by an
assistant commissioner; each region is divided into divisions headed by
a chief superintendent; each division is divided into districts headed by a

superintendent (also known as a district officer);

e The structure then descends from superintendent to inspector, sergeant, and

to garda level;

Level of Crime e Recorded crime incidents (which excludes traffic offences and some
miscellaneous offences) show a peak of total recorded crime of 296,705 in

2008, and a consistent year on year reduction of crime to 229,579 in 2013;

e In this time period there was a significant reduction in intoxicated driving
and public order offences; 8,000 fewer drug offences and 1,400 more burglary

offences;

* Crime detection rates reached a peak of 69% in 2008 and slightly reduced to
66% in 2012;

e Crime counting rules, definitions and legislation make international

comparisons difficult;

Methodology of the  « Main focus of the report is on the volume crime incidents of assaults;

Report burglary; domestic violence; vehicle crime; and robbery;

e Field visits were carried out in seven divisions and in national units with
over 1,000 garda members and staff interviewed in one to one or rank/grade

specific groups;

e Visitswerecarried out to external stakeholders including the Probation Service,
HSE, Courts Service, County/City Managers, Joint Policing Committees and

victims support groups;

* Visits were also carried out to international policing services in Northern
Ireland, England, Scotland, Wales and Denmark. Written and video conference

contacts were made with US, Australian and New Zealand police services;

* Approximatively 1,500 PULSE crime and incident records were examined in
detail;
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Introduction Key Points/Findings

Volume Crime Case * 158 calls for service were randomly selected from the seven selected divisions
Reviews made by members of the public were examined throughout the report. All
information on the 158 calls was requested and the full process of crime
investigation over a twelve month period from reporting, to recording, to
investigation, to prosecution was tracked. The service provided to victims

was also examined;

Structure of this ® The report contains a large number of recommendations which are divided
Report into those which can be implemented in the short term (zero to six months),
medium term (six to twenty-four months) and long term (more than twenty-

four months);

® Most of the recommendations are directed towards action by the Garda
Siochana but there are other responsible organisations and authorities within

or relevant to the efficiency of the crime investigation process;

e A number of recommendations fully reiterate or update recommendations

previously made by the Inspectorate;

Report Findings e Opverall impression of the Garda Siochana is of an organisation with a majority
of very dedicated and committed staff who strive to make their communities

safer places;

e The report shows that despite poor technology, some weak processes and
gaps in supervision, a lot of decent men and women work very hard on a

daily basis to deliver a good policing service;

The Way Forward e It is essential that the report is considered holistically to ensure that the

RersmmEdkfan il maximum benefit can be derived from this inspection;

e It is recommended that the Department of Justice and Equality establish
and task a criminal justice service group, comprised of the agencies and
stakeholders that are responsible for community safety in Ireland, with
overseeing the implementation of all of the recommendations accepted from
this report.
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PART 1: CRIME PREVENTION

This part of the report looks at the role and deployment of Garda Crime
Prevention Officers, the use of technology in crime prevention as well as the
role of local community and business groups in helping to prevent crime and

anti-social behaviour in their local areas.

Key Points/Findings

Crime Preventionin °

the Garda Siochana

Recommendation 1.1
Recommendation 1.2

Crime Prevention
Officer

Recommendation 1.3

Recommendation 1.4

Crime Survey

Recommendation 1.5

Watch Schemes

Recommendation 1.6
Recommendation 1.7

Recommendation 1.8

Property Marking

Recommendation 1.9
Recommendation 1.10
Recommendation 1.11

Crime prevention should be the number one priority for any police service;

Garda Siochana has not published a crime prevention strategy that articulates

how resources will be used more effectively to reduce crime;

Crime prevention specialists are not always engaged at the early stages of
planning applications for major developments to provide advice on crime

prevention design;

Inconsistent approach to the use of Crime Prevention Officers (CPOs) across

the seven selected divisions;
CPOs are not always invited to attend local crime management meetings;

Good practice initiatives led by CPOs, include developing watch schemes and

text alerts;
Literature not available from the National Crime Prevention Unit (NCPU);
Crime surveys are generally carried out after a crime has taken place;

CPOs do not have the capacity to complete crime surveys for the majority of
persons who require advice;

An inconsistent approach in the provision of crime prevention packs to
victims of crime;

An inconsistent approach to the monitoring of crime surveys on business

premises. Limited follow up to ensure recommendations were implemented;
Text alert schemes, some very positive feedback but schemes are reliant on
individual gardai to pass on relevant information;

Neighbourhood Watch, Community Alert (NWCA) and other related
schemes are an excellent way to engage local communities; 30% of schemes
are dormant;

There are few metrics in place to measure success of NWCA crime prevention
schemes;

Garda Website information on crime prevention could be improved;

A new community policing model has been introduced in a division in
the Dublin Metropolitan Region focussing on local garda ownership of
geographically defined small areas;

Crime prevention measures such as property marking and DNA marking are
underdeveloped;

Need for more detailed analysis to identify if particular crimes are impacting

on particular community groups;
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Key Points/Findings

Engage the Public

Recommendation 1.10

Anti-Social
Behaviour

Recommendation 1.12

Recommendation 1.13

Partnership Working

Recommendation 1.14

Need to engage the public in reducing crime and reporting suspicious activity;
Fear of crime can often be higher than the reality;

Reduction in community policing units;

Needs a problem solving approach;

Limited use of anti-social behaviour legislation;

International police services have identified and focused activity on repeat

locations for calls for service;

Lack of co-location with key partner agencies and an absence of a statutory

footing for partnership working;
Legislation in other countries brings key agencies together;
Opportunities for key agencies to tackle crime by joint working;

Joint Policing committees should be fully engaged in crime prevention

initiatives.

PART 2: DIVISIONAL POLICING

A divisional policing model will help the Garda Siochdna be more efficient and
effective in crime investigation. This part of the report looks at the district and

divisional management structure, including the operation of senior detectives

at a divisional level; supervision of crime investigation, the deployment of

resources at a divisional level, as well as an examination of the operation of

the pilot garda roster.

Key Points/Findings

Divisional Policing

Divisional Approach
to Local Policing/
Delivery of Local
Policing
Recommendation 2.1

Recommendation 2.2

Functionality Versus
Geographical
Responsibilities

of all Divisional
Superintendents

Recommendation 2.3

Variation in the size and operation of the ninety-six districts;

High levels of autonomy in decision-making of district officers with
implications for the consistency of incident management, crime recording and

detections;
Some districts operate almost as separate entities within a division;

Disproportionate amount of district officer time taken up on matters related
to administration, human resources and investigation of Garda Siochdna

Ombudsman Commission complaints;

Duplication of administration functions between district and divisional

administration units;
Unnecessary bureaucracy;

Significant numbers of gardai in non-operational roles performing

administration functions;

Non physical barriers negatively impact on delivery of policing services in the

district structure;
Imbalances in the allocation of members across districts;

Different decisions were sometimes made in respect of crime investigation

across divisions;

Detective Superintendents are not responsible for crime investigation;
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Postings and
Transfers

Recommendation 2.4

Senior Garda
Visibility
Recommendation 2.5
Supervision of
Crime and Incidents

Recommendation 2.6

Recommendation 2.7

Detective Resources

Recommendation 2.8

Recommendation 2.9

Deployment of
Resources

Recommendation 2.10

Garda Fleet

Recommendation 2.11

Garda Roster

Recommendation 2.12
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Key Points/Findings

Members are promoted and sometimes posted far away from home, impacting

on service delivery and personal circumstances;

Divisional chief superintendents have no role in determining the transfer of

superintendents to division;

Working patterns, availability and retention of ‘“Travelling Superintendents’

has implications for overall crime and district management;

Senior gardai carry out many administrative functions which reduces time to

spend with staff;
Perceived lack of visibility and engagement of senior gardai with staff;

Significant gaps in front-line supervision, particularly with 24/7 patrol

sergeants;
Front-line supervision of crime is crucial;

Introduction of the new pilot roster has further reduced the presence of

sergeants;
Numbers of uniform inspectors varied across all of the divisions visited;

Large portfolio of responsibilities of inspectors means that their crime

responsibilities do not always get the attention required;
DMR divisions have both detective superintendent and detective inspectors;

Outside of the DMR, detective superintendents usually operate on a regional

basis, covering more than one division;

In the DMR, the detective inspector is the most senior detective in the district,

with responsibility for all detectives working in their district;

Outside of the DMR, detective inspectors operate on a divisional basis and are

the most senior detective;

Detective inspectors and detective superintendents have to approach

individual district officers for use of resources and funding;

Pilot roster has impacted negatively on the availability of detective sergeants

for supervision;
Garda resources are not allocated in terms of policing need and crime levels;
Significant number of members in specialist duties and in Headquarters;

Large number of local specialist units sometimes leading to demarcation of

responsibilities with units only dealing with certain calls;

Variation in the numbers of detectives and detective aides deployed in
divisions;

Lack of suitable garda vehicles for operational policing;

No rationale for the allocation of the garda fleet;

Deployment of significant numbers of garda vehicles to specialist units;

Pilot garda roster provides members at specific times and has members on
duty at times when not required;
Creation of a fifth unit has negatively impacted on the availability of numbers

of frontline staff and supervisors;
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Divisional Policing | Key Points/Findings

Crime Briefings

Recommendation 2.13

Performance
Management

Recommendation 2.14

A New Model

Recommendation 2.1

Roster is negatively impacting on the availability of detective resources;

Four day rest period built into the roster is impacting on the continuity of

crime investigations;
Members are not routinely paraded at commencement of duties;

Where parades were observed, some did not adequately task and brief

members;
Members are not de-briefed at the end of a tour of duty;

While there are clearly many hardworking members, there is no way to

objectively measure performance;

No individual performance management system in the Garda Siochédna;
A perception that underperformance is not being adequately addressed;
A new model of service delivery is recommended;

The Inspectorate’s proposal of a functionality model outlines a new way of

operating.

PART 3: FIRST RESPONSE

This part looks at the various ways that members of the public contact the

Garda Siochana, how that contact is managed and recorded, and the levels

of service provided.

Key Points/Findings

Recording Calls
from the Public

Recommendation 3.1
Recommendation 3.2
Recommendation 3.3
Recommendation 3.4
Recommendation 3.5

Recommendation 3.6

First encounter with the public is critical;
Need focus of ‘getting it right first time’ at an incident;

A Computer Aided Dispatch (CAD) system operates in Dublin with a

centralised Command and Control;

Stand alone CAD pilot programmes in operation in four other divisions;
Outside of Dublin, many divisions record calls on paper records;

A large proportion of calls from the public go directly to garda stations;
Garda Siochédna has plans to introduce control rooms regionally;

Lack of analytical information on the volume, nature and responses to calls in

non-CAD divisions;

No evidence of incident grading, risk assessment, times of dispatch or times

of arrival in non-CAD divisions;

Non-CAD control rooms call takers are gardai;

In the DMR, some untrained gardai are creating CAD messages;
No single non-emergency number in Ireland;

There are more control rooms and less technology in Ireland relative to
international police services;

Insufficient recording options on CAD to accurately measure specific crime
category;

Call takers are not routinely providing callers with an estimated time of
arrival of a unit and limited evidence of re-contacting a caller to explain

unforeseen delays;
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First Response Key Points/Findings

Control Room
Operations
Recommendation 3.7
Recommendation 3.8
Recommendation 3.9

Recommendation 3.10

Supervision in
Control Rooms

Recommendation 3.11

Deployment of Units

Recommendation 3.12
Recommendation 3.13
Recommendation 3.14

Recommendation 3.15

Responding to Calls

Recommendation 3.16

Starting the
Investigation

Recommendation 3.17
Recommendation 3.18
Recommendation 3.19

Recommendation 3.20

Deployment of First
Responders

Recommendation 3.21
Recommendation 3.22
Recommendation 3.23

Recommendation 3.24

No evidence of any formal system of grading and prioritisation of calls in non-

CAD control rooms;
No data to analyse Garda Siochdna performance outside the DMR;

Missing data in relation to times of arrival, times of assignment of a unit and
times of arrival at a call in some CAD records and more frequently in non-CAD

rooms;
Opportunity to use support staff to release members for front-line duties;
DMR Command and Control Centre has a mixture of garda and support staff;

Outside of the DMR, gardai are generally deployed to perform all of the control

room functions;
Control rooms outside of DMR sometimes operate below minimum staff levels;
Outside of the DMR there was a general absence of a formal supervisor;

A practice of control rooms asking if there is a unit available to deal with a call,

rather than assigning directly;
Where units do not respond to requests to attend calls, this practice can often go
unchallenged by supervisors;

Technology to track and pinpoint locations of garda members on patrol, based
on the position of garda radios and patrol cars is available to the Garda Siochana,
but is only activated in DMR North Central;

Limited evidence of cross district deployment of resources within the same
division, and less evidence of gardai dealing with calls in other divisions;
Unhelpful demarcations of the types of situations that specialist, traffic and
other units will deal with;

Under utilisation of garda reserves through practices such as placing a reserve
as a third person in a patrol car;

A lack of supervision and direction of reserve members;

Control rooms staff do not always have access to the totality of resources
available to them;

Good compliance levels of people booking on and off with control rooms in
some divisions, and poor levels in others;

One region visited is keen to implement a pilot that focuses on call takers
starting an investigative process at the point of taking a call;

Control room staff do not always have the time or the available technology to
conduct risk assessments;

Lack of in-car technology to access garda data, such as mobile data terminals
and satellite navigation systems;

In most cases regular units are the first responder and will complete the full
investigation of that crime;

Regular units are often under pressure to move to the next call for service,

resulting in some aspects of initial investigations being postponed;

Other police services have moved to an approach of assigning resources
specifically for a first response and are not assigned to the full crime

investigation;
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Actions at a Crime
Scene and Recording
Outcomes

Recommendation 3.25
Recommendation 3.27
Recommendation 3.28

Recommendation 3.29

Crime Scene
Examiners (CSEs)

Recommendation 3.26

Crime Reporting at
Garda Stations

Recommendation 3.30

Volume Crime Case
Reviews

Non-Recorded
Crime

Recommendation 3.31

Non-Recording

Recommendation 3.32

Crime Investigation Report 1 Summary of Findings and Recommendations

Key Points/Findings

Greater Manchester Police extended the remit of their control rooms to include

identifying fast time trends and moving resources to prevent a second offence;
Other police services operate scheduled appointment cars;
Inconsistencies in actions completed at a crime scene;

Large amount of statements taken, in many cases where there is no prospect

of a prosecution taking place;

Lack of availability of patrol sergeants and inspectors to supervise is a

contributory factor in poor crime investigations;

CAD incidents are closed when a unit informs a control room that they are
finished; however, there may still be outstanding work to be completed in

relation to the call;

Rationale is not recorded on CAD and paper messages as to why a call does

not result in a PULSE incident;

Most frequently closed incidents are coded RPSTN “report to station”, but

often no garda report is created;

CSEs receive five weeks training, and little Continuing Professional
Development (CPD);

No performance indicators for CSEs;

Some CSEs struggle to deal with work demands and are called to cases with

few forensic opportunities;
CSE examination results are not always recorded on PULSE;
There are no Garda databases to record retrieval of tools or shoe marks;

Reception areas of some garda public offices are unsuitable for discussing

matters of a sensitive nature;
Some stations do not have a suitable private room to meet with victims;
Inconsistencies in the information displayed in garda stations;

As part of this review, the Inspectorate tracked 158 calls from members of the
public to the Garda Siochana across the seven divisions visited and found
poor recording and deployment systems in place, in some cases resulting in

the non-attendance of a garda;
Little or no evidence of a supervisor checking paper or CAD records;
A total of 44 calls of the 158 calls reviewed were not recorded on PULSE;

Reasons for not recording a crime included the victim was unwilling to
make a complaint, victim taking time to consider what they would do, victim
leaving the scene before the arrival of a garda or the victim advised to call into

a garda station;

Crimes are not always recorded;

Domestic Violence cases are not always correctly recorded;
Some low level incidents are not recorded;

Approach of the first member is crucial;

Victims Comments

Crimes reported were not always recorded;

Supervision

Limited evidence of supervision;
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First Response Key Points/Findings

Calls from the Public

Not always recorded;

Unrecorded Crime

Difficult to determine levels of unrecorded crime;

Other policing jurisdictions found police non-recording could be as high
as 24%;

Inspectorate’s 2010 report on Child Sexual Abuse found similar issues with
non-recording;

Failure to record a crime is unacceptable;

Other police services have developed national standards for incident recording.

PART 4: INCIDENT RECORDING

This part of the report examines the recording, classification, review and

supervision of incidents on the PULSE system.

Incident Recording

Incident Recording
Structures

Recommendation 4.1
Recommendation 4.2
Recommendation 4.3
Recommendation 4.4

Recommendation 4.5

Recording Entries
on PULSE
Recommendation 4.6
Recommendation 4.7

Recommendation 4.8

Key Points/Findings

PULSE is a national incident recording system and not a crime investigation or
case management system;

Garda Siochdna has crime counting rules that determine when a crime should
be recorded;

Limitations on the amount of data PULSE can hold with insufficient
mandatory fields;

Crime investigation and case management system which should be integrated
with CAD technology is required;
Two assistant commissioners perform separate roles of corporate
responsibility for incident recording and information management; and for

crime administration and crime counting rules;

Garda Information Service Centre (GISC) maximises garda time on patrol by
providing a 24/7 telephone and TETRA radio PULSE incident creation service;
Opportunities to use GISC more effectively and to create more detailed crime
records;

GISC creates 16,000 of the 18,000 weekly PULSE incidents;

Some members wait until the end of their duty to create one or more PULSE
incidents, placing GISC under pressure at shift changeover time. This results
in a lost opportunity for supervisors to check incidents were correctly
investigated;

Garda members complained of poor radio signal as a reason for not contacting
GISC from a crime scene;

Many divisions have high compliance rates in excess of 90% for using GISC to
create incidents, while other divisions have much lower rates;

Incidents created by GISC call takers result in fewer review/clarifications
requests than incidents created by divisions;

Significant numbers of PULSE crimes and incidents are created after a member
finishes their tour of duty. Nationally, almost 10% of PULSE incidents examined

were created over a week later;
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Crime and Incident
Classification
Recommendation 4.9
Recommendation 4.10
Recommendation 4.11

Recommendation 4.12

Supervision of
PULSE Data and
Incidents

Recommendation 4.13
Recommendation 4.14
Recommendation 4.15
Classification of

Crime and Other
Incidents - Sampling

Initial Classification
of Non-Crime
Incidents- Sampling

Recommendation 4.16

Volume Case
Reviews

Reviewing PULSE
Incidents

Recommendation 4.17

Review/
Clarifications

Recommendation 4.18

Crime Investigation Report 1 Summary of Findings and Recommendations

Key Points/Findings

GISC has an advisory role in the classification and incident type, but the garda

member is the final decision-maker in cases;

GISC identified regular incorrect classifications of burglaries as criminal
damage; attempted burglaries as criminal damage or trespass, and minor

assaults as non-crimes;
PULSE records do not always reflect the gravity of the crime committed;

Poor narrative sections on PULSE, lacking details related to crime scene

investigations, suspects and witnesses;

Information on PULSE narratives can be altered, with the changes only visible

to viewers with higher level access;

Instances where wording on PULSE narratives were changed, accompanied

by an incorrect re-classification of a crime to a less serious offence;

Limited evidence of supervisors checking PULSE incidents to ensure the

correct recording of crime;
Unnecessary duplication of PULSE records with paper reports;
Members have unrestricted access to PULSE records;

Other police services restrict access to sensitive investigations;

Based on a sampling of 500 PULSE crime records, the Inspectorate found 30%
to be incorrectly classified and insufficient detail in 16% of cases to determine

if the classification was correct;

In many cases, the Inspectorate found PULSE narratives suggesting more
serious offences;

On the basis of the PULSE records examined, significant numbers of crimes
were incorrectly classified in a non-crime category;

A high proportion of PULSE incidents were recorded under ‘Attention and
Complaints” and ‘Property Lost” (Non-crime categories);

Incidents under these categories are not provided to the CSO for statistical
purposes;

Of the 158 Volume Case Reviews, 114 were recorded on PULSE, of which 90
were designated as a crime;

The Inspectorate disagreed with 32% of the classifications shown on PULSE.
There was insufficient detail to make a determination in 6% of cases;

Assaults had lower rates of correct classification (38%);

Reviewers at GISC are conducting between 16,000 and 17,000 reviews per week
with a three to four week backlog;

District officers have the final approval in relation to crime classification;

Instances occur where crime classifications are reviewed by GISC and
classifications changed by a member either before it was reviewed by GISC or
in some cases, following sign off by GISC;

Approximately 420,000 Review/Clarifications issued to members by GISC staff
seeking further information, or in some cases clarifying crime classification,

are outstanding;
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Incident Recording | Key Points/Findings

Crime Classification
— The Future

Recommendation 4.19

Inspectorate found the Review/Clarification questions and comments raised
by GISC to be valid;

Instances where Review/Clarifications requests are sometimes ignored;
No further action is usually taken by GISC if the request is ignored;

An inconsistent approach amongst reviewers in challenging crime

classifications;

GISC has no designated responsibility to check crime detections;
GISC should be the final decision-maker in the classification of crime;
GISC have a much higher level of consistency in crime classification;

Inspectorate believes that there are systemic failures in recording practices

and non-compliance with crime counting rules.

PART 5: CRIME MANAGEMENT

This part looks at the management of a crime or an incident that is recorded

on PULSE. The process of crime classification and re-classification is also

addressed.

Crime

Management

Role of Senior
Managers

District Daily
Accountability
Meetings

Recommendation 5.1

Crime Management

Recommendation 5.2

Recommendation 5.3

Key Points/Findings

Assistant Commissioner Crime and Security leads on crime counting rules;
Divisional chief superintendents produce an annual policing plan;

District officer leads on all crime matters. The Inspectorate found that the
experience of individual post holders varied;

Performance Accountability Framework (PAF) meetings are used to discuss
crime incidents at district level;

Inconsistencies with frequency of meetings;

Limited discussion on who should be investigating crime and crime counting

rules at PAF meetings;

Garda Siochéna is developing a standard PULSE enquiry to be used at all PAF
meetings;

No electronic crime management system in the Garda Siochana;

Garda Siochana do not have dedicated crime management units;

No process for closing cases;

No standardised approach to supervision, tracking cases and making sure

that investigations are completed diligently and expeditiously;

Unlike other jurisdictions, there is no formal process of crime screening and

unsolved cases are kept open indefinitely;

Too many cases receive both primary and secondary investigation with the
result that too much time is spent on cases that may never be solved;

Crimes usually investigated by the first member on scene at an incident;
No clear protocol on what crimes detectives investigate;

Instances of cases assigned to gardai who had retired or who were on extended

leave;
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Management

Reclassification of
Crime

PULSE Incident
Sampling

e 8.5% of all crimes recorded on PULSE were reclassified over seventeen month
period from January 2011 to May 2012;

e Inspectorate selected eight crime categories and examined 2,372 crimes

reclassified between January 2011 and May 2012 in the seven divisions visited;

e Six of the eight categories significantly moved to a lesser crime type;

e In 83% of cases, reclassification resulted in a crime moving to a less serious
offence;

* The greatest percentage movement to a lesser crime took place in the categories
of burglary, robbery and assault harm;

e Domestic disputes showed the highest percentage change to a more serious
offence;

e A large number of incidents were moved to the non-crime category of
Attention and Complaints, with assault minor incidents and domestic

disputes featuring highly in these figures;

e Conversely, a number of incidents initially classified as Attention and
Complaints moved to crime categories;

e In focus groups with members, it was highlighted that crimes are sometimes
reclassified incorrectly or changed to a non-crime category;

e PULSE records were viewed by the Inspectorate in which gardai had recorded
on PULSE that they had reclassified a crime as a result of directions from a
supervisor;

The Inspectorate directly accessed the PULSE system and sampled 393

reclassified incidents from live PULSE incident records. A database was created

with detailed information from each record:

e Inspectorate found 71% of crimes incorrectly reclassified with insufficient

information to make a determination in 11% of the cases;

e No recorded rationale to explain the reclassification in many cases;

¢ In the majority of cases the initial classification was correct;

e Crimes of burglary and attempted burglary are not always recorded correctly
and as a result there is significant under-recording;

e Assault minor cases were sometimes incorrectly reclassified to Attention and
Complaints as a result of a reluctance of a victim to assist with a prosecution;

® Most reclassifications of robbery went to a less serious crime type, such as
theft person or theft;

e Assaults, criminal damage and theft other crime incidents moved to the non-
crime category of Attention and Complaints;

® 31% of the Attention and Complaints reclassified were moved to sexual assault

crime category;
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Other Crime
Counting Rule
Issues
Recommendation 5.4

Recommendation 5.5

Crime Management
Units and
Reclassification of
Crime
Recommendation 5.6
Recommendation 5.7

Recommendation 5.8

Reclassifying Crime

Recommendation 5.9

Recommendation 5.10

Examples of multiple crimes, that were not always linked on the PULSE
system;

Cases where multiple offences were committed, but only one crime was
actually recorded on PULSE;

Where there was a clear justification to invalidate a crime, this action was not
always completed;

Any member of the Garda Siochana can change a crime classification, without
approval or supervision review;

From a sample of PULSE incidents invalidated by the Garda Siochédna, the
Inspectorate found 62% correctly invalidated, 34% incorrectly invalidated and
4% insufficient detail to determine classification;

Crimes reclassified without supervision;

July 2013 instruction by the Garda Siochéna stated that a PULSE incident
narrative should justify the reclassification of a crime;

GISC should play a more enhanced central role in crime reclassification and
divisions should not be allowed to reclassify a crime without the authority of
GISC;

Many people with responsibility for crime counting rules have received no
formal training or refresher training;

Crime management units operate in other jurisdictions;

Other police services operate a system of crime registrars with responsibility
for checking compliance with crime counting rules;

Other jurisdictions have introduced national crime recording standards;
Other jurisdictions limit reclassification authority to people designated as
Dedicated Decision Makers;

Concern with accuracy of crime recording, crime classification and crime
reclassification;

At present, too many people are allowed to make decisions on classifications
and reclassifications and far too few people are checking to make sure that
those decisions are correct;

Needs to be a baseline year for recorded crime to enable comparison;
Inspectorate recommends an annual audit of incident and crime recording by

an independent body.

PART 6: INVESTIGATING CRIME

This part looks at how serious crime is investigated. It also looks at how

detective resources are allocated, trained and deployed. Crime investigation
o O

is a core function of any police service.

Investigating
Crime

Key Points/Findings

Current Position * Not all gardai are available for operational duties or used to investigate crime

and deal with incidents;
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Divisional
Resources to
Investigate Crime
and the Allocation of
Crime Investigation

Detective Resources
and the Role of the
Detective in Crime
Investigation

Recommendation 6.1
Recommendation 6.2
Recommendation 6.3
Recommendation 6.4
Recommendation 6.5

Recommendation 6.6

Total recorded crime since 2008 has reduced year on year;
Serious crime represents 4.5% of all crime;
Crime, non-crime and other workloads analysed showed wide variance across

the seven divisions visited;

Absence of written protocol in place explaining what crimes are investigated
by individual units creates inconsistency;

Limited evidence of the reallocation of a volume crime from a regular unit
garda to a detective garda;

Examples of regular unit gardai investigating serious crime such as rape,
threats to life, aggravated burglary and child sexual abuse. In other policing
jurisdictions these types of crimes are usually investigated by trained
detectives or officers assigned to specialist investigative units;

In more rural areas, the allocation of a serious crime might be determined by
who is available, rather than who has the skills and experience to investigate a
particular crime;

Responsibilities of traffic units must include investigating collisions, crime
prevention and crime investigation;

Inconsistent approach to the role of community gardai in crime investigation;
Community gardai should be allocated for crimes to investigate;

A DMR division has reconfigured the functions of first response and
community policing units;

Drug units focus on intelligence led operations, but are sometimes deployed to
target prolific burglary offenders;

With the introduction of the pilot roster some pro-active specialist units were
disbanded or reduced in numbers, whilst administration units retained many
gardai that could be redeployed to operational duties;

Administrative posts should always be reduced first to maintain patrol
numbers delivering policing services;

Local specialist units may have reached the point of unsustainability in their

current format;

No clear written protocol about what crime a detective should and should not

investigate;

Disconnect between what senior gardai thought detectives investigate and

what they do in practice;

Perception that detectives only get involved in investigations after a regular

unit officer has identified a suspect;

Good practice to move detectives to a new working environment when selected

for promotion or on appointment to detective;

Deployment of 6% of total detectives in policy and administration units in

Garda Headquarters;
Limited evidence of detectives routinely investigating volume crimes offences;

Detectives should have responsibility in the investigation of volume crime;
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Investigating

Crime Key Points/Findings

e All detective units in a division should operate on a divisional basis;

e Large number of trained detectives or gardai appointed as detectives in non-

investigative roles or with no connection with crime investigation;

* Routine patrolling and armed duties by specialist units does not require

trained detectives;

® Regional Support Unit (RSU) scheme should be extended to cover the DMR,

removing the role from trained detectives;

® Detectives, without formal training were appointed in post for two or three

years and in some cases ten years before receiving training;

* No formal process or specific training and development programme for

detective aides towards becoming detectives;
e Limited continuous professional development for detectives;

® Some detectives are investigating complex crimes without any specific

training e.g. fraud investigation;

e Garda Siochana should introduce a formal trainee detective programme

focussing on developing and selecting future detectives;
¢ There are approximately 700 untrained detectives;

e Under performance of detectives must be addressed, rather than
accommodated;
e Current detective roster is ineffective and inefficient for crime investigation or
good victim care;
® Roster impacting on crime investigation and supervision;
Foundation Training ¢ Garda Siochana needs to conduct a Training Need Analysis (TNA) for gardai
for Gardai that completed foundation training, post 2005. Following the TNA, the Garda
Recommendation 6.7 Siochana needs to develop a specific training programme;
e New training course — first intake in September 2014;
e Foundation training 2000-2009. Estimated that only 25% of the available
training time was spent on operational policing and criminal investigation;
® Accelerated recruitment programme was highlighted as a reason for changing
the delivery of training to a lecture based approach;
e Minimal assessment and screening processes in place before students were
attested as gardai;
* No practical training and guidance to ensure that the Garda Siochana
produced a garda prepared for the demands of a modern police service;
District Detective * Inspectorate conducted analysis of three district detective unit workloads:

Units Investigation
of Crime

Each district had a small detective unit;

e Variance in number of crimes investigated per detective 9 — 55 crimes;

Detectives and detective aides investigate same type of crimes;

® Some detectives investigated 100 crimes a year and some less than ten crimes

per year;
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Key Points/Findings

National Support
Services

Recommendation 6.9

Recommendation 6.10
Recommendation 6.11
Recommendation 6.12
Recommendation 6.13
Recommendation 6.14

Recommendation 6.15

Current System
of Murder
Investigation

Recommendation 6.16

Recommendation 6.8

Other National
Units with
Investigative
Responsibilities

National Bureau of Criminal Investigation (NBCI) do not lead any murder
investigations but provide short term assistance with particular investigative
skills;

Investigation of garda criminality and corruption requires specialist skills,
but the use of NBCI's Investigation Section for this purpose is not best use of
resources;

Investigation Section needs to be released to investigate murders on a full time
basis;

NBCI has become a repository for sensitive enquiries and crimes which do not
fit into other unit’s responsibilities;

Poor fingerprint recovery at crime scenes is a key concern with no performance
data available on the quality of crime scene examinations;

Opportunities to provide enhanced IT that allows the electronic transmission
of fingerprints directly from crime scenes to Fingerprint Section;

Technical Bureau should attend all murder enquiries and other serious crimes;
In some cases the Incident Room Co-ordinator appointed is inexperienced
in that role and may not always know how to make best use of specialist

resources;

Absence of a Major Investigation Management System (MIMS) is a gap which
should be filled;

Combining Serious Crime Review Team (SCRT) and the Investigation Section

is a more effective way of managing these two units;

Other police services use Independent Advisory Groups to provide assistance

in managing local community issues;

Decision logs are not used;

Good system of Family Liaison Officers;

Responsibility for the investigation of a murder rests with a district officer;
Many divisions and regions have developed good skills in murder
investigation;

Garda Siochédna should have dedicated investigation teams that deal with all
murders and other specified serious crime;

Current location of NBCI sometimes prohibits more activity in the Southern,
Western and Northern regions. There are opportunities to place the NBCI into
strategic locations that provide national coverage;

In the early stages of an investigation it was sometimes difficult to find gardai
with the necessary skills and experience;

Under the current structure, detective superintendents should lead
investigations;

Garda Bureau of Fraud Investigation receives all fraud cases for assessment and
allocates crime for investigation. Crime investigations can be protracted and
some cases are complex;

There are a number of other national units which investigate crime;

Garda Siochdna needs to prepare for cybercrime threat;

Opportunities to merge national units such as the Garda National Drugs Unit
and the Organised Crime Unit;
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Crime Key Points/Findings

e Structure of national units will be examined by the Inspectorate as part of

Haddington Road Review;

Rape and Serious ® Regular unit gardai often undertake the primary investigation of rape and
Sexual Assault sexual assault investigation and in many cases remain as the investigating
Investigation garda. These crimes are some of the most difficult investigations that an
Recommendation 6.17 investigator will face;

* Inspectorate does not agree with garda policy that the investigation of serious

sexual offences can be performed by all front-line gardai;

e Rape and serious sexual assault cases should always be investigated by

detectives and supervised by a senior detective;
e Other police services have dedicated rape investigation units;

Volume Crime e Detectives are not investigating large numbers of volume crimes and this is a
Investigation lost opportunity to use their skills and expertise;

® Regular units investigate the majority of volume crimes;
e Regularunitshaveno time setaside in their roster for completing investigations;

Domestic Violence e Limited evidence that Domestic Violence (DV) policy is audited or monitored

Investigation to ensure that it is implemented at an operational level;

Recommendation 6.18 * No recorded evidence that divisional nominated inspectors are checking DV
calls or ensuring accurate recording and classification on PULSE;

e Follow-up visits do not always happen (DV Policy - call back within one
month);

e Highnumber of calls to domestic incidents with low volume of arrests recorded
on CAD;

e A difference in the service provided to victims where a court order was in
place to protect the person and where no such court order existed;

e Absence of supervision of calls to DV incidents by control rooms. Supervisors
do not always check the actions of gardai dealing with DV cases and are not
asking why an offender was not arrested;

* Identified many cases of domestic violence where a crime had occurred, but it
was wrongly recorded as an ‘Attention and Complaint’ or a case of ‘domestic
dispute — no offence disclosed’;

* Inconsistent approach to dealing with victims of DV who initially make a
statement of complaint, but later decide that they do not want to go to court;

e Different garda attitudes towards DV. While some members demonstrated an
understanding of DV, others were unaware of the complex reasons why many
DV victims return to their abusive partners and the broader challenges faced
by DV victims;

e Some gardai are providing a very good level of service to victims and help
them to obtain the relevant protection or barring orders at court. These gardai
also visited victims after the initial call. However, some members displayed
negative attitudes towards DV by referring to calls as problematic, time
consuming and a waste of resources. Examples provided where assaults were

recorded in non-crime categories;
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Crime Key Points/Findings

® An arrest of an offender at the time of dealing with a crime or breach of an
order sends an important message to all parties that this crime will not be

tolerated;
* Garda Siochdna needs to re-appraise both their strategic and operational
response to DV;

e Other police services have multi-agency groups that focus on repeat victims

and violent offenders;

Racist and ® Recorded levels of racist and homophobic crimes are very low;
Homophobic c
Incidents

Other jurisdictions have specific offences for aggravated crimes;

e Divisions have trained Ethnic Liaison Officers and Lesbian Gay Bisexual
Recommendation 6.19 Transgender Officers that have a liaison role with communities and can assist

with investigations;

Investigation Plans e Limited evidence of investigation plans and no plans were found on PULSE;

Recommendation 6.20 ¢ Minimal evidence that details of secondary investigations are recorded on the
Recommendation 6.21 PULSE system;

Recommendation 6.22 o  Across seven divisions, supervisors were unable to say how many crimes

Recommendation 6.23 individual gardai were investigating;

LS O 6.2 e Individual member case loads are high;

Recommendation 6.25

. e Regardless of the seriousness of the crime, gardai are given three months to
Recommendation 6.26 & & &

complete an investigation and this often stretches towards the six month time

limit for summary offences;

® Specialist interviewers take statements from child victims of sexual or physical

abuse or serious neglect;
e In one court visited, 20% of the summonses issued were late submissions;

e Supervisors were unable to provide details about how many people were

shown on PULSE as a suspect, who had not yet been arrested;

® Decision of some investigating gardai not to record a known suspect’s details
on PULSE. This information is not recorded in case another member arrests

that person and takes credit for that detection;

e Lapsed criminal cases found where there was an identified suspect for a crime,

but the six month time limit for proceedings had passed;

* Long delays in obtaining forensic examination of computers and other

technology;
¢ Opportunity to regionalise the Computer Crime Investigation Unit (CCIU);

e Significant delays in obtaining mobile phone subscriber information from

some service providers;
e Unnecessary delays with crime investigation;

® Majority of crime investigations should be concluded within a maximum of

twenty-eight days;
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Other Investigative
Opportunities
Recommendation 6.27
Recommendation 6.28
Recommendation 6.29
Recommendation 6.30
Recommendation 6.31

Recommendation 6.32

Developing New
Ways to Investigate
Crime
Recommendation 6.33
Recommendation 6.34
Recommendation 6.35
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No gardanational CCTV database to assistinvestigators in crime investigation;
There are opportunities to develop Automatic Number Plate Recognition
(ANPR) on existing camera networks;

In the absence of an electronic case management system, a standard national
case file protocol would ensure consistency in application;

Obtaining pre-charge advice should be available to all investigators;

Limited evidence of supervision by sergeants and inspectors before a file was
sent to a district officer;

Need to move away from paper files and paper based management systems to
electronic IT solutions;

Absence of effective supervision at all stages of many volume crime
investigations;

Many crimes without any obvious lines of enquiry are still technically under
investigation. It is clear that in many cases, no further investigation ever takes
place;

There is no electronic case file management system;

One division is using software to track case files and monitors progress;

In two district stations inspected, superintendents are making the decision to
close investigations;

There is no crime screening process to determine if the cases are solvable;
Garda Siochédna needs to introduce a process that brings a crime investigation
to a natural conclusion;

Develop telephone reporting and telephone investigation of crime;

Develop opportunities for extending on-line reporting of crime and reduce the
bureaucracy of the current process;

With the creation of the new proposed divisional policing model, the Garda
Siochdna must ensure that detective resources are fully utilised in the
investigation of both serious (non-homicides) and volume crime;

Develop a model of dedicated investigation teams that deals with all serious
crimes and a significant percentage of volume crime investigations;

There should be a crime management process for allocating crimes, based on

agreed protocols.

PART 7: THE VICTIM’'S EXPERIENCE

Part 7 looks at the victims experience following a crime and the various
g

supports mechanisms that are in place. There are two important stages for

victims, (i) the initial contact (ii) follow-up contact throughout an investigation.

The Victim's
Experience

Key Points/Findings

Garda Support
Services

Recommendation 7.1
Recommendation 7.2

Recommendation 7.3

National support services for victims of crime includes a National Crime
Victims Helpline, a Victims of Crime Office and the Irish Tourist Assistance
Office;

Garda Victim’s Liaison Unit has contact with victims” groups;
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Experience

Recommendation 7.4

Victim Interviews

Recommendation 7.5

Recommendation 7.6

Key Points/Findings

Garda Siochana has a number of dedicated victims support services including;:
Garda Family Liaison Officers who are appointed to serious crime cases.
Some divisions have Victim’s Offices as a single point of contact for victims of
crime;

The information of the Garda Siochana website should be updated in
preparation for the EU Victims Rights Directive;

Two letters are sent to victims of crime on behalf of the district officer. The
first letter contains the investigating member’s name, the garda station contact
details and the victim’s helpline contact details. A second letter is sent once an
offender is identified and the case has progressed;

Across divisions there is 89% compliance with issuing letter 1 and 74%
compliance with issuing letter 2;

No letters are currently sent to victims of domestic violence or sexual assault
or cases where the victim is vulnerable to avoid further risk to them;

Victims of property crimes were far more positive than victims of domestic
violence in terms of feedback of their experiences;

Victims groups referred to delays or failures of gardai in getting statements of
complaint, arrests in domestic violence instances are not always made unless
a barring order is in force, and criminal cases being adjourned on numerous
occasions;

Little or no evidence of supervisors contacting victims to determine the levels
of service provided;

An unwillingness of victims to make a statement of complaint sometimes
results in a crime not being recorded;

In many cases there is no follow-up with a person who does not make a
statement of complaint;

PULSE does not have a facility to remind investigators to update victims;
Inspectorate met with and spoke to a number of victims and family members.
Eight interviews are included;

Inconsistencies across divisions in contact with victims;

From September 2014, Garda Siochana are introducing victim offices across

all twenty-eight divisions;

Overall the Inspectorate found an inconsistent approach to updating victims
and no national garda standard as to how or when this contact should take
place;

Volume Case Reviews

In 43% of the cases that were investigated by the gardai, there were no updates
on PULSE in the twelve months following the creation of the record;
Some victims who contacted the Inspectorate reported good initial action, but

less satisfactory follow-up;

Victim Views on Follow-up Contact

Many victims are not being kept up to date with developments in their case
and find it extremely difficult to contact their investigating officer:
When victims contact garda stations and the investigating officer is not present,

no other officer is taking responsibly for assisting them;
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The Victim’s

Experience Key Points/Findings

e (Calls are not always returned;

® Many victims would like to have the option of using e-mail to communicate
directly;

e Crimes often take a long time to investigate;

* Good examples of victim contact were found in divisions that use community
gardai to visit victims;

Findings on Victim Supports

e Frontline gardai and detectives recognise the importance of updating
victims, but often cannot find the time to do so;

* In one division visited a Victims Office has responsibility for updating
victims;

e Limited use is made of the update facility on PULSE which prompts members
to contact victims one day, one week and one month after the crime was
committed;

® There is no formal process to monitor the quality and service provided to
victims;

e There is no garda policy or procedure for dealing with people who are repeat

victims of crime.

Intelligence Led

Policing Key Points/Findings

Importance of e Security and Intelligence Division is the central repository for intelligence in
Intelligence relation to state security and serious crime;

Recommendation 8.1 e Intelligence Section focuses on intelligence relevant to state security;

e National Crime Intelligence Unit (NCIU) focuses on serious and organised
crime;

e Garda Siochana has conducted a high volume of operations and there is an
absence of formal prioritisation at a corporate level;

* NCIU is responsible for security vetting new entrants to the Garda Siochana,
such as recruits and reserves;

® People vetted for entrance to the Garda Siochana are not subject to further

security vetting at any later stage;

Surveillance e Garda pilot roster is severely impacting on the availability of National

REmnTREG RO 6.2 Surveillance Unit (NSU);

Recommendation 8.3 e NSU unable to service all of the demands placed on the unit;
Recommendation 8.4 * Many regions and other national units have developed their own small
Recommendation 8.5 surveillance teams;

Recommendation 8.6 e Other national units see merit in having their own surveillance equipment,

Recommendation 8.7 such as tracking devices for cars;
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National Intelligence
Model

Recommendation 8.8

Recommendation 8.9

Garda Siochana
Internal Crime
Meetings

Recommendation 8.10

No garda policy, instructions or training about the recording of decisions

during an operation;

Armed officers are attending incidents and on occasions an on-scene

commander (usually an inspector) is not always available;

With the advancement of telephone applications, the Garda Siochédna needs to

upgrade technology;

Reports produced by Garda Statistical Analysis Service (GSAS) are of a high
quality and senior gardai stated that they use them to better inform operational

decisions;

Many examples at regional and national level where analysts and gardai are

analysing similar intelligence in the same buildings, but in different offices;

In the absence of an investment in an IT solution, the Inspectorate believes that
analysts should be trained and provided with access to the data available to

Information Analysis Service (IAS) staff;

Large numbers of gardai on a daily basis, collecting and storing statistics and

information;

Inspectorate found duplication in activity and the lack of automation often

demands manual searches for data;

PULSE system contains a large number of management and information

reports that are not always used;

Garda Siochdna has a Telephone Liaison Unit that provides a single point
of contact for communication service providers and telephone interception

issues;

Garda Siochana work to a national crime intelligence model, but there is no
written document outlining what this model is, how the model works and
what processes should take place to make sure that resources are targeting

prolific offenders;

Most other countries operate a national model of intelligence;

Tasking and co-ordinating meetings are an integral part of any effective
model;

Opportunity to develop a single intelligence hub for National Support Services;
Garda Siochdna convenes a number of different crime meetings at national,
regional, divisional and district levels;

The success of a good intelligence system is the evaluation process of identifying

effective and ineffective operations and initiatives;

Process of using checkpoints or other such activity should be part of the tasking

process, needs to be intelligence led and results must be recorded and evaluated;
Needs to develop a tasking and co-ordinating process at all levels that reviews
intelligence and crime trends, identifies priorities and allocates appropriate
resources;

Tasking meetings should be held at three specific levels: national, regional and

divisional;
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Policing

Recommendation 8.11

Criminal
Intelligence Units in
Garda Divisions
Recommendation 8.12
Recommendation 8.13
Recommendation 8.14
Recommendation 8.15
Recommendation 8.16
Recommendation 8.17
Recommendation 8.18
Recommendation 8.19

Recommendation 8.20

Key Points/Findings

Important to co-ordinate the activity of national units and to provide a
structured forum for regions and divisions to seek the assistance of units, such

as the National Surveillance Unit;

Senior garda member should chair all tasking meetings, particularly at a

national level;

National units have their own separate intelligence sections. Within National
Support Services (NSS), the Inspectorate found six separate intelligence units.

Some of these units work in the same building, but operate separately;

Considerable variance in the methods employed by detective superintendents to

ensure that intelligence was utilised effectively;

Inspectorate did not find any clear formalised process for determining how

regional units are deployed;

Detective superintendents should be responsible for all aspects of the effective

management and use of intelligence;

No Standard Operating Procedure (SOP) for Interpol Unit staff and in
particular for the desk officer;

Criminal Intelligence Officers (CIOs) are based in garda districts;

Inspectorate believes that there are benefits to be gained by creating a single

divisional intelligence hub;

CIOs spend a considerable amount to time undertaking administrative tasks,
such as the uploading of prisoner photographs onto PULSE. It would be a
much more effective use of resources to allocate these administrative tasks to

police staff;

A Standard Operating Procedure (SOP) is required to clarify the functions and
operating practices of a CIO;

No evidence that CIOs regularly attended unit briefings or parades to either
provide intelligence or to encourage gardai to input actionable intelligence

reports;

Limited evidence of Crime Scene Examiners (CSEs) routinely supplying
information to CIOs about particular methods used by suspects at crime

scenes and recording this on PULSE;

District intelligence units described intelligence as a one-way flow of

intelligence from local policing units to national units with little in return;

Needs to be a clear process (i) to decide how the high volume of intelligence
received by national units is managed, and (ii) to seek opportunities to utilise

local specialist units to action intelligence;

Most national and local specialist units greatly restrict the level of information
and intelligence they put on PULSE as there is unrestricted access to the PULSE
system;

PULSE allows alteration of records by changing some of the details of the
record (such as changing a date of birth) without supervision oversight;
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Intelligence Led

Policing Key Points/Findings

e Inordinate amount of CIOs time is spent correcting inaccurate and poor quality
intelligence reports;

e No evidence of supervisors checking the quality of PULSE intelligence reports;

e Inspectorate understands that there are a significant number of children
under the age of seven and infants under the age of one on PULSE intelligence
records;

e High volume of duplicate PULSE intelligence records for the same person;

e Intelligence units at local and national levels should have full access to
interrogate and monitor open source intelligence;

e In both divisional and national units, the Inspectorate found that many
intelligence units still retain paper intelligence records dating back many
years;

e Operational gardai should be briefed daily with the latest intelligence on crime
and tasked to complete actions that will reduce opportunities for crime or
locate a person(s) suspected of crime;

¢ Significant variance in the amount of formal training that CIOs had received;

e Continual training on intelligence gathering and data protection requirements
should be provided;

Information Sharing ¢ Limited evidence of information sharing protocols;

e Close relationships and trust are used by gardai and partners as the basis for
sharing information;

e Partnerships in Ireland are not statute based;

e The Data Protection Act provides for the disclosure of information for the
purposes of investigation, prevention and detection of criminal offences, but
the Inspectorate found no clear guidance for members as to how this should
operate on a day to day basis;

e Sharing of information by the Criminal Assets Bureau is a good model that
could be replicated;

Covert Human e The Major Investigation Management System (MIMS) system has provided a
Intelligence Sources more sustainable IT platform for recording and monitoring CHIS;

(CHIS) ® Success of a CHIS system requires all gardai who have contact with the public
Recommendation 8.21 to encourage people to come forward with information and where someone is
Recommendation 8.22 suitable, to refer them to the source unit for assessment;

® There is an absence of performance management data to show the outcomes
from CHIS in respect of the numbers of arrests and seizures that resulted from
CHIS intelligence;

e Current approach to CHIS has resulted in gardai becoming reluctant to engage
with people who may be able to provide useful intelligence for fear of breaching
garda policy;

® Detectives and other gardai are not permitted to gather or use intelligence
from criminals;

e Inspectorate recognises that criminals have to be managed within clear
safeguards, but the current approach is not encouraging the effective use of a
valuable source of criminal intelligence;

e Limited evidence that volume crime intelligence is provided by CHIS and
the Inspectorate believes that intelligence sources must be refocused towards
volume crime;
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Policing

Crime Stoppers and e Limited evidence of Crimestoppers information being received or that the
Garda Confidential intelligence was actioned;
Recommendation 8.23 ® There is no formal tracking system that monitors Crimestoppers information
Recommendation 8.24 and what happens when that information is sent to a national unit or a local
division for action;
e Having two different numbers (Crimestoppers and Garda Confidential) is

unnecessary and confusing;.

Open Crime * There should be a system of open crime information to inform the public about
Information local crime levels;
Way Forward e The impact of limited allocation of resources requires the Garda Siochana to

be more strategic about how it prioritises work and how it deploys available
resources;
* High quality intelligence must support and drive the operational response to

crime investigation, prevention and the identification of risk.

PART 9: INVESTIGATION AND DETENTION OF
SUSPECTS

This part explores the investigative process of gathering evidence to identify
suspects and the decision-making process in relation to how to deal in an
offender. Part 9 also examines what happens when a person is taken to a

garda station.

Investigation

and Detention of

Suspects Key Points/Findings

Investigation of ® When a person is shown as a suspected offender the crime is usually shown as
Suspect detected;

Recommendation 9.1 ¢ Inspectorate found that many crimes shown as detected on the day the crime

is recorded and in some cases without compliance with the Crime Counting
Rules;
Making an Arrest e Consistently, members gather evidence before considering an arrest;

* Many cases where interviews took place many months after the crime was
committed;

* Obtaining some technical and forensic evidence can take several years, which
is significantly impacting on the timing of an arrest;

* Many suspected offenders are not subsequently charged after arrest;

e DPP and Garda Siochana should review the current process for providing pre-
charge advice to investigators;

e Distinct advantages to the timely arrest of a suspect, including: an early
opportunity to interview the suspects; increase opportunities to secure
corroborating evidence and reduce opportunities for suspects to re-offend;

Barriers to Arrest e New pilot roster has added to the delays in arresting suspects;
e Atcertain times of the day, resources are short and an arrest of a suspect might

remove all available responders in that area;
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Investigation

and Detention of
Suspects Key Points/Findings

® Victims of crime who have consumed alcohol may be sent away, with the onus

on the victim to contact the gardai later if they want to report a crime;

* Many examples of crimes that were notified to gardai, but were not recorded
as crimes or were recorded as a non-crime incident in the Attention and

Complaints category;

e A number of issues were identified with obtaining victim and witness
statements including: some were left with a perception that the gardai did
not want to investigate the crime when it was first reported; some significant

delays in obtaining victim and witness statements and broken appointments;

e Inspectorate found PULSE incidents and case files where a victim was
unwilling to make a statement of complaint. However, there was no recorded
evidence of any attempts to persuade a victim to assist with a criminal
investigation;

e In cases examined, it sometimes took several months to take a statement from
a victim and in one very serious assault case, some six months later a statement

had not been taken;

* Need to develop clear guidelines on when it is appropriate to take a withdrawal

statement and how that process should be appropriately supervised;

* Photo-fitis an important investigative tool that should be more widely available
to help to solve crimes;

e Greatest risk to an investigator is the opportunity for a suspect to commit a
further offence in the absence of a diligent and expeditious investigation of the
initial crime;

Supervision and ® Absence of intrusive supervision to ensure that crimes are investigated quickly
Impact on Arrest and that identified offenders are arrested at the earliest opportunity;

e Suspects are not always entered onto PULSE for a variety of reasons and a
supervisor checking a PULSE record could be unaware that there is an
identified suspect;

e There is a paper based approach to supervision of crime investigation. In
many cases, investigating gardai are required to provide unnecessary written
reports on crimes on the progress of an investigation;

e PULSE does not allow supervisors to search for the details or numbers of

outstanding suspects for their unit or for their geographical area;

e No clear national standards or policies about crime investigation;

e TFace to face daily contact with a supervisor is essential to ensure that
investigations are progressed;

e There are suspects details recorded on PULSE, where there is no recorded

evidence of action taken to locate them;

Investigation and * A significant number of examples taken from the 158 Volume Case Reviews
Interviewing of are highlighted:
Suspects

* Good examples of serious cases that were dealt with promptly in terms of

Recommendation 9.2 gathering evidence and effecting arrests;
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Key Points/Findings

Evidence that crimes were not recorded and investigated at the time of
reporting;
Victim and witness statements were not always taken and in some cases there

was no further victim contact;

There is an absence of supervision of interviewing;
Unnecessary delays in dealing with identified suspects;
Some poor quality victim and witness statements;
Some investigations were not effectively progressed;
Long delays in gathering and viewing CCTV evidence;

Crimes recorded on PULSE twelve months later and after the request for

information from the Inspectorate;

In reports compiled by the Garda Professional Standards Unit (GPSU), there
are similar findings to those identified by the Inspectorate;

GPSU has significantly changed the way examinations are conducted and
the Inspectorate welcomes this new approach, finding it to be a much more

intrusive and evidence-based process;

Where comparisons could be drawn with GPSU examinations, the
Inspectorate found similar findings, which included: domestic violence cases
inappropriately categorised; unsatisfactory investigation of sexual assaults
and inappropriate recording of sexual assaults in the non-crime category
of Attention and Complaints; an inability to find out the results for calls for
service; statements and other papers undated; tardiness in investigations and

long delays in submission of files for directions;

In more rural areas, discretion is often applied when considering whether to
arrest or not;
Members are trained in the use of rigid handcuffs but the equipment has not

been issued;

Vast majority of sergeants and gardai performing the member-in-charge role
responsible for detained persons, have received no specific training. Garda
Siochana has developed a new training course for those performing this role;
During inspection visits to divisions outside of the main cities, the Inspectorate
regularly found no persons actually detained in custody;

There are multiple small custody facilities, each staffed by a member-in-charge
or Station House Officer (SHO);

During visits to custody areas, the Inspectorate did not find any secure custody
area;

In other countries, there are moves towards health services taking responsibility
for medical care provision for those in custody;

Garda Siochdna should engage key partner agencies to develop action plans
for managing people that are suffering with mental health issues who come to

the attention of garda members for care and not for criminal matters;
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Investigation

and Detention of
Suspects Key Points/Findings

Recommendation 9.9 e Garda Siochdna needs to conduct a full review of all custody facilities
and explore opportunities for rationalisation, centralisation and where

opportunities exist, to co-locate with other justice partners;

e Other police services have Independent Custody Visitors who attend police
stations to check on the welfare of persons detained;

e The six hours initial detention period is short and an increase in detention
without charge would provide more time (where required) to fully investigate

most offences;

e Part 2 of the Criminal Justice Act 2011 provides a new system to make more
effective use of detention periods. This allows the period of detention to be
suspended and the person released. Many investigators did not appear to be

aware of this provision;

® The subject of detention times and authorities for detention should be reviewed
by the Garda Siochana with key criminal justice partners to determine if the
detention period is sufficient for the effective investigation of an offence;

® In other jurisdictions police services drug test people arrested for specific

crimes;

Custody Records in ¢ Paper-based custody records are cumbersome and not user-friendly. A new

Garda Detention version is being developed, but it is not yet in operational use;
Recommendation 9.8 e Many parts of the custody record that require completion are not always
Recommendation 9.10 filled in and some court cases are lost because custody records were not fully

completed or details in the custody records conflicted with other documents;

e PULSE prisoner logs were not always created or updated and many persons
were still shown as being in custody, although released some time previously;

e Custody records should be classified as primary or best evidence and disclosed
as part of a case file in a court case;

e Garda Siochana must operate an electronic and fully integrated custody
management system;

e Other police services have prisoner processing units that manage persons
detained to release arresting officers to go back out on patrol;

* Identification processes for suspects are generally live parades — other police

services have moved to electronic systems;

Interviewing e The requirement to write contemporaneous notes of an interview and
Suspects in subsequent typing of those notes is a waste of resources;
Detention

e Internal review of interview training has identified deficiencies in the interview

Recommendation 9.11 training provided;

* Notall gardai have received basic interview training and those that did receive
training, may not be fully equipped with the skills to conduct interviews;

e Since 2005, approximately 5,000 gardai have joined the Garda Siochdna and a
large majority of those gardai have not received any or appropriate interview

techniques training;
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Investigation

and Detention of
Suspects Key Points/Findings

e The issue of silences and inferences requires attention in terms of training for
those involved in interviewing;

e There is no system to quality assure taped interviews;

Evidence of Arrest e In selected divisions inspected, the Inspectorate found one district where a
and Gathering supervisor periodically reviewed garda notebooks;

Evidence * Quality of the entries in garda notebooks viewed by the Inspectorate were
Recommendation 9.12 sometimes poor and did not appear to adhere to any particular notebook rules;

Recommendation 9.13 e There should be standard operating procedures for the recording of entries in

garda notebooks;

e Garda Siochdna needs to improve investigative skills for gathering best
evidence;

e Many typed garda statements were undated and this included statements
completed by supervising officers;

e Conversely, most victim and non-garda witness statements checked by the
Inspectorate were dated;

* Many other police services do not use note books for recording evidence;

¢ Garda Siochdna needs to develop a national Standard Operating Procedure for

conducting address searches for detained persons;

Fingerprints and e It has become common practice in garda stations to ask persons detained to
Photographs voluntarily provide their fingerprints;

Recommendation 9.14 * Gardai routinely take fingerprints with consent, in respect of other offences
Recommendation 9.15 outside of the statutory powers;

e Inspectorate supports the removal of the practice of taking fingerprints
voluntarily, but recommends legislative changes to devolve the authority for
the taking of fingerprints from an inspector to a custody sergeant;

e Fingerprints are taken either through the Automatic Fingerprinting
Identification System (AFIS) or manually with ink. All persons arrested should
be taken to a station where AFIS is operating and wet ink fingerprinting should
only be used if AFIS is not working;

e AFIS provides an instantaneous result on fingerprints;

e Limited knowledge by the member-in-charge of how to obtain results from
AFIS;

e Ensuring photographs and fingerprints are taken should be supervised by the
member-in-charge;

¢ Fingerprints are not always taken for persons arrested for serious offences;

e Post conviction at court, the Garda Siochédna has the power to take fingerprints
for persons summonsed to court. In 2013, only 389 prints were taken out of
6,830 that should have been obtained;

* 68% of fingerprints are taken on AFIS — there are significant variances across
divisions;

* Only 45% of fingerprints were taken in 2012/13 for those detained in garda
stations who should have had fingerprints taken;

e In 2013, of all persons who should have had fingerprints taken, 66% were not
taken;

e Systemic failure to effectively deal with persons in garda custody for crimes

where fingerprints should always be taken;
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Suspects

Identification
Processes

Exhibits and
Property
Management

Recommendation 9.16

Legislative Changes
Recommendation 9.17

Offender
Management

Key Points/Findings

A welcome provision in the Criminal Justice (Miscellaneous Provisions) Bill,

2010 to provide regulations for the use of video identification;

Courts should be able to draw inference from a refusal to participate in an

identification process;

Inspectorate supports the intention to legislate for the process of conducting
parades, but it must be accompanied by training for gardai and a move

towards an electronic system;
No standard operating procedure about how personal identity is verified;

Garda Siochana are rolling out a Property and Exhibit Management system
(PEMS);

Inspectorate welcomes the concept of Property and Exhibits Management
System (PEMS) as a process of managing property. PEMS is not a national
property IT system; it is a local standalone database in some divisions
operating independently from other PEMS stores, including the Technical

Bureau and the Forensic Science Laboratory;
Gardai and sergeants, in some places are managing stores, which the
Inspectorate does not view as a role which requires a sworn member;

Garda Siochana should be developing an electronic system that will, in the
long term, allow bar coding of all exhibits, including DNA, which would

track exhibits from crime scenes to laboratories for analysis;

Future technology which is developed in the Garda Siochdna, should be
capable of integration with other garda and key partner agency IT systems;
Some excellent property stores operating outside of PEMS and this was usually
associated with good supervision by a station sergeant;

Other property stores were overflowing with items and with no clear systems

to store and find property;

Exhibits and other property items in garda stations located in all sorts of places,

including garda lockers;

The recommendation contains a number of legislative changes designed to

improve the efficiency and effectiveness of crime investigation.

Key Points/Findings

Young Offenders
Recommendation 10.1

Recommendation 10.2

Where a young person between the age of twelve and eighteen years has their
details entered onto PULSE in connection with a crime and are categorised
as a ‘suspected offender” they must be referred to the Garda Youth Diversion
Office (GYDO) who make decisions about the suitability of caution or charge
for the offence;
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Offender

Management Key Points/Findings

e Director of GYDO makes decisions across all crimes;

* Garda Siochana has 115 Juvenile Liaison Officers (JLOs) that manage cases
involving young offenders;

e In cases unsuitable for cautions, some youths are not prosecuted;

e Approximately 80% of all referrals to Juvenile Liaison Officers are accepted
onto the scheme;

e Referrals for some cases are delayed;

* GYDO has no performance targets and does not record statistics on outcomes
in connection with re-offending rates;

® JLOs would prefer a procedure where a caution is given with or without a
supervision order rather than the current formal and informal caution system;

e A numbers of offenders are given several cautions before being placed before
the courts;

e JLOs do not consider themselves qualified to deal with young people with
severe emotional and behavioural difficulties;

* Young people are sent for treatment without mandatory attendance,
particularly sex offender treatment;

* One in twenty cases dealt with by JLOs use restorative justice processes;

Diversion e Up to 5,000 young people are referred to diversion programmes annually;

Programmes e Opportunity to create a co-located multi-agency youth offender service;

e In 2015, the Irish Youth Justice Service will role out the full version of an
assessment tool to all diversion programmes which can be used to develop an

intervention plan for the children referred;

Adult Offenders e  Work with young offenders is far more established than the programmes for

Recommendation 10.3 adult offenders;

Recommendation 10.4 ¢ A large number of effective policing operations on high risk and prolific
offenders are conducted, but there is not a co-ordinated, multi-agency approach
to offender management;

* A number of regional approaches to offenders who operate across regional and
divisional boundaries with a focus on the identification of suspect offenders;

® Restorative justice is far less developed and resourced for adults than for
young offenders;

Release programmes and supervision orders

e Compliance rates with community returns, which provides earned temporary
release, appear to be high;

e Probation officers reported that they find it difficult to obtain a copy of the
garda case précis or statement of facts for the purpose of creating a pre-
sanction report for the courts;

e Thoseonshorter prison sentences do not always receive treatment programmes
to impact on re-offending behaviour;

* No examples were found of application of orders to place restrictions on certain
activities following release from prison as provided for under Section 26 of the
Criminal Justice Act, 2007 (as amended);
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Offender

Management Key Points/Findings

Integrated Offender e Garda Siochdna has developed a new pilot scheme called the Strategic

Management Approach to Offender Recidivism (SAOR) to manage prolific offenders in a
Recommendation 10.5 consistent way across divisions. This was launched in the DMR Region and
Recommendation 10.6 was accompanied by training and briefings to key personnel;

Recommendation 10.7 ® In March 2013, the Irish Prison Service and the Probation Service launched
a joint strategic plan whose objectives include the management of prolific
offenders in a consistent way and in partnership with key agencies;

e Opportunity to create a co-located multi-agency integrated offender

management service;

SORAM * A joint model of sex offender management was introduced in June 2010 called
the Sex Offender Risk Assessment and Management (SORAM) which brings
together the Garda Siochdna, HSE and the Probation Service to establish the
risk of reoffending;

e In divisions where SORAM was operating, there appeared to be a better
understanding of the requirements of the need to risk assess. SORAM is a way
of co-ordinating the response to a small, high risk group of offenders;

e In some divisions, SORAM was described as a dynamic process and in others
as being very slow and evolving;

® Once the gardai are notified of the registration of a sex offender in their area, a
risk assessment takes place to assess the risk posed by the offender;

e Some gardai and those involved in SORAM are untrained in risk assessment;

e Garda Sex Offender Management Unit (SOMU) do not always receive
notification from a court that a person is required to register following
conviction and in some cases an offender is not notified of the registration
requirement;

e Garda would like to see the seven day period to register reduced to three and
would like an obligation to be placed on offenders to attend their local garda
station;

e With three information systems in operation across the SORAM agencies,
there are barriers to sharing of information on sex offenders;

e Garda Paedophile Investigations Unit (PIU) deals with a large number of
requests from districts in cases under investigation. Unnecessary time is
wasted as result of system restrictions on sending information electronically.
There is limited access to social media available at district level;

e The PIU has poor IT resources;

Warrants e  Warrants and summons are sometimes issued in false names and addresses;
Recommendation 10.8 © Gardai often receive warrants without a date of birth or other identifying
Recommendation 10.9 features;
Recommendation 10.10 ® Other police services use national and local media to publish photographs of
Recommendation 10.11 most wanted persons to engage the public in helping to find them;
* Bench warrants issued in Dublin City courts are put directly onto PULSE.
Outside of Dublin, bench warrants are sent from the court by post or hand
delivered, which adds delays to executing the warrant;
e (Circuit court warrants are sent directly to garda stations;
® DPenal and estreatment warrants are sent by post to garda districts. Where large
numbers are sent they can take between three weeks and three months to enter
onto PULSE;
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Offender

Management Key Points/Findings

e A warning marker (WTR) is placed on PULSE that a warrant has been issued
for a person. This does not update the original PULSE record for the crime the
suspect was linked to, and it does not link the warrant to the address where

the person resides;

Warrants Received, ® Garda Siochana had approximately 122,000 warrants on hand in January 2014,

Executed and a 1% reduction on the previous year;
Cancelled e Garda Siochana executed 50,350 warrants in 2013. Of the total number
Recommendation 10.12 executed, 84% were new warrants. A total of 13,049 warrants were cancelled in

Recommendation 10.13 2013;

Recommendation10.14 o AjJ] gardai are involved in the execution of warrants in some divisions, whereas

Recommendation 10.15 it is the role of the warrants units in others;

L e O ST | Currently districts manage their own warrants;

Recommendation 1017, Some warrant unit support staff do not have access to PULSE intelligence and
prison data;

® Bench and committal warrants carry the highest risk and are a priority for
warrants units;

e There can sometimes be difficulties in finding the original warrants and
charge sheets for court appearances;

* Two warrant audits conducted by the Garda Siochana found that 22% of all
warrants could not be located on the day of the audit;

e Charges are not always brought in cases where a person bailed from a garda
station or from a court, who has signed a bond, fails to attend court. Failing to
do so removes the opportunity to raise this as an objection to granting bail in
the future;

® Letters are often sent asking people to hand themselves in at a garda station.
This is an effective option, however, it appears that on occasions there is no
follow up action;

* Insome cases gardai are not arresting persons wanted on a bench warrant as
it would involve the arresting member attending court;

e Limited recorded evidence of action taken to execute a warrant;

e Very little evidence of the execution of historical warrants;

¢ Lack of policy providing guidance as to when a warrant may be cancelled;

e Warrant units received a notification not to execute estreatment warrants
that were issued before 2013. As a result, thousands of such warrants were
cancelled;

e Gardai often spend several hours trying to find a prison that will accept a
person who is wanted on a penal warrant. Often persons committed to prison
for failure to pay fines are released immediately;

* No correlation between the numbers of warrants in some divisions and the
numbers of staff employed in warrant units;

e The current system of penal warrants is inefficient and needs to be addressed;

Bail ® Persons who should be kept in custody are sometimes released on station bail
Recommendation 10.18 when the local court is not sitting on the next day;
Recommendation 10.19 © An inconsistent understanding amongst gardai about objecting to bail and

when to use Section 2 Bail and when to use the O’Callaghan rules;
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® A risk of complacency amongst gardai based on a belief that people get out on
bail and there is no point in objecting;

e Attending High Court bail appeals can take up a considerable amount of
members time;

e Multiple bail conditions are sometimes attached to persons awaiting trial. This
creates challenges for the Garda Siochana in terms of ensuring that conditions
are monitored;

e Court bail decisions are not recorded on PULSE;

e In relation to signing on at a garda station, there were multiple signing on
books in stations visited, limited space for entries; with little process for a daily
check of the signing-on books to identify anyone that had failed to present
themselves;

e Some good evidence of managing people on curfews;

e The absence of a direct power of arrest when a person breaches bail conditions
adds an unnecessary delay in the process of bringing a person back to court;

* Some districts have unmanageable numbers signing on at garda stations;

e PULSE has a bail application to electronically record people signing on but it is
not always used;

e Difficult to abstract information on previous convictions from PULSE.

PART 11: DETECTING AND PROSECUTING CRIME

This part looks at the detection and prosecution of crime. The success of many
police services is usually assessed on the ability to reduce crime and solve
crime. Detecting crime is an important element of policing and influences

public confidence in the criminal justice system.

Detecting and

Prosecuting Crime | Key Points/Findings

Crime Counting e Rules governing the detection of crime are contained in the text of a Garda
Rules Siochana HQ Directive which is generally referred to as the Crime Counting
Recommendation 11.1 Rules;

e The main criteria for considering whether or not a crime should
be recorded as detected include criminal proceedings based on
sufficient evidence; or a young person dealt with on a diversion
programme and a number of situations where there is sufficient
admissible evidence to charge but proceedings can not or will not be brought

forward for a number of stated reasons;

e Crime counting rules in many other jurisdictions are more detailed and have
stricter rules on detections than those being used by the Garda Siochana;

e Many district officers were not aware of a requirement to review unsuccessful
prosecutions, and no evidence was provided that this takes place;

* New guidance procedures are required to enhance compliance with crime

counting rules;

¢ Inmany examples, detections are claimed early without finishing the case and

charging or summonsing an offender;
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Divisional ¢ No evidence of quality assurance at regional or headquarter level to determine
Detections if detections are correctly recorded;

Recommendation11.2 ¢ Detections across the seven divisions visited show a wide variation in detection

Recommendation 11.3 rates across different crime categories;

Recommendation 11.4 . . . N
e Some detection status codes are confusing and use investigation outcomes

Recommendation 11.5 . . ,
rather then detection outcomes, as some descriptions, such as ‘“under

investigation’, ‘proceedings complete” or ‘committed for trial’;

® Good practice was found in a number of cases where an investigator had
entered details of the detection in the PULSE narrative and highlighted that

the person has been charged or summonsed;

* Many detected crimes were found on PULSE, with the status code field left
blank;

® Many instances of PULSE incidents, with recorded detection codes that did

not have an associated charge, summons or a caution with it;

* On many occasions a crime is shown as detected on the same day that the
PULSE record is created;

e GISC is not assigned any role in the review of detections;

® The third category under the Crime Counting Rules where there is sufficient
admissible evidence to charge but proceedings can not or will not be brought
forward for a number of stated reasons, allows considerable scope for district

officers to detect a large percentage of crime when a suspect is identified;

* A number of cases in the third category are shown as detected but no rationale
is given;

¢ On checking two HQ Directives issued in 2013,! the Inspectorate did not find
any mention of detections and specifically who has responsibility for checking
the validity of a detection;

e GISC should have a key role to play in crime detections and to establish if a
crime is detected that there is evidence to support it;

e Limited evidence of supervision of detected crime on PULSE or in case files;

e Other policing jurisdiction use Dedicated Decision Makers (DDMs) to make a

decision on whether a crime is detected;
e There are no restrictions on PULSE to prevent a member from showing a crime
as detected. PULSE also allows a retrospective detection date to be entered;

e A Garda Crime Registrar should be appointed with responsibility for
introducing systems to ensure compliance with detection, counting rules and

be the final decision maker for any appeals raised about decisions;

1 There were two HQ Directives: (i) A review of PULSE
incidents roles and responsibilities of GISC sergeants, garda
and district officers and (ii) A review of PULSE incidents
supervisory responsibilities.
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Detecting and

Prosecuting Crime | Key Points/Findings

Pulse Sampling of The Inspectorate requested detection data from the Garda Siochédna in the form of
Detections a PULSE search of key volume crime areas in a three month period in 2012 of the

Recommendation 11.6  seven districts visited:

Recommendation 11.7 ¢ Of 2,195 crimes reported, 946 were recorded on PULSE as detected, resulting

Recommendation 11.8 in a detection rate of 43%; only 390 of the total detections had a charge or a
Recommendation 11.9 summons attached to the PULSE incident. On examination, the Inspectorate’s
Recommendation 11.10 view is the correct detection rate is 26%;

Recommendation 11.11 e Inspectorate examined 318 of the 556 PULSE incidents where there was no
Recommendation 11.12 charge or summons recorded;

Recommendation 11.13 o [n60% ofa sample of incidents reviewed, the detected date was the same as the
Recommendation 11.14 reported date for the crime;

* A number of crimes were shown as ‘no proceedings authorised by a district
officer’, but the PULSE record had no rationale to explain why the case was
detected;

e Many of the detections on PULSE were claimed well in advance of meeting the
criteria for detecting a crime;

* In relation to young offenders there was a practice of prematurely detecting
a crime before a young offender was deemed suitable for the diversion
programme;

* A significant number of JLO cases recorded as detected, even though the
person was marked on PULSE as unsuitable for the scheme;

® Progressing cases deemed unsuitable for a Garda Youth Diversion Office
(GYDO) caution varied across the divisions visited;

® The reasons for retaining a detection after a non-conviction must be recorded
on PULSE. Otherwise, the PULSE record should be amended to change the
incident as not detected;

e Divisions and districts have conducted audits of drug cases and found large
numbers of cases where drugs have been seized and no proceedings have been

taken;

* Volume Crime Review Cases, twenty-nine out of 158 cases were recorded as
detected. Of those twenty-two were correctly recorded;

e There is no adult caution system for possession of drugs;

* Garda Siochédna are recording some incidents as crimes on PULSE and showing
a detected crime under the category of ‘Informal Caution’. This process creates
a crime and creates a detection. This is usually for less serious offences, but
such a detection adds to the overall detection rates. The Inspectorate does not
support the use of ‘Informal Cautions’;

e There are opportunity to extend the use of Fixed Charge Penalty Notices to
include other minor crimes;

e Crimes that were reclassified as part of ‘Operation Look-Back’” were in
most cases reclassified to a less serious crime. For these crimes, there were
no suspects and they were undetected. In many of the cases examined, the
Inspectorate did not agree with the change in category;

e Offenders are not always informed that a crime is shown as detected against

them;
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Key Points/Findings

Investigation
Outcomes

Recommendation 11.15

Court and
Prosecution
Processes

Recommendation 11.16

In one district the district officer, detective superintendent and a detective
sergeant made decisions to change burglary offences to a less serious crime
where there was no rationale to explain why a crime was moved to another
category. A reduction in the number of recorded crimes such as these burglary
offences automatically improves an existing detection rate for that particular
crime category, without solving any more crimes;

Incidents initially recorded on PULSE in a non-crime category such as
Attention and Complaints, where the identification of a suspect was
subsequently made and a detection claimed was accompanied by a
reclassification to a crime;

Many examples where a crime was shown in a less serious category than the
PULSE record, the victim’s statement of the case file suggested;

Detection rates are lower than those claimed and this does not take into
account crimes that are not recorded on PULSE or crimes that are shown in the
wrong category. Crime must be recorded accurately, so that claimed detections

are correct;

Inspectorate advocates an internal auditing process for crime counting rules,
conducted by a Garda Crime Registrar, outside of the operational command
and without responsibility for crime recording or crime detecting;

An annual inspection of detections should be conducted by an independent
body;

Many less serious cases go very close to the six month time limit before an
application is made for a summons;

Significant delays in many non-time statute barred cases, often taking over
twelve months to reach summons application stage;

Not all divisions track warrants to check service;

Inefficient system for service of summonses;

Opportunities to reduce the number of repeat witness summonses in court
trials;

There are many occasions when a garda is aware that an offender needs to
be summonsed, but they fail to start the process within the six month time
limit;

An absence of supervision to ensure that cases were progressed or that cases
about to lapse were progressed in time;

In one district, progress is monitored to ensure that action is taken to serve a
summons;

Where summonses are not served, in some cases there can be up to five re-
issues;

Unable to obtain data to determine how many summonses were not served
and were not re-issued;

Absence of good data created and shared between the Court Service, the DPP,
the Garda Siochana and other agencies involved in the prosecution process;
Development of good partnership data will enable criminal justice partners to

take action to address obstacles in bringing cases to an earlier conclusion;
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Detecting and

Prosecuting Crime | Key Points/Findings

Court Processes * Recommends a review of district court structures to ensure the best possible

Recommendation 11.17 alignment with the proposed changes to the Garda Siochana structures;

e Cases can be dismissed where there were unacceptable and undue delays in
investigations;

e Cases may be dismissed because of failure to properly disclose evidence;

e C(Cases are often remanded on several occasions and in some cases for long
periods of time;

e A district court visited estimated that 80% of cases are adjourned;

® DPre-trial hearings are a welcome process which should be extended to district
court cases listed for trial;

e Wide variation in who presents cases in court and the abilities of those
performing this role. The Inspectorate observed several members in courts
and while most were very proficient, some lacked the skills to perform this
role;

e Court presenting is not a rank dependant position but requires a person with
the skills to present criminal cases in court;

e Court presenting scheme should in the absence of a state prosecution
scheme for district courts, not only deal with first hearings but also present
all contested cases at district court level;

Inefficiencies in e Charge sheets are sometimes not provided in good time to courts;

Criminal Justice e Arranging court dates around garda rosters and annual/sick leave often
Processes provides enormous challenges and cases are sometimes listed on dates when
Recommendation 11.18 key garda witnesses are unavailable;

Recommendation 11.19 * Data is not collected on cases that are struck out due to the non-attendance
Recommendation 11.20 of victims or witnesses. It is important to collect that data for analysis and to
identify trends;

* Non-controversial written witness statements should, where possible be
admissible in evidence. Through increased use of this provision, there is
great potential to significantly reduce the numbers of professional and private
witnesses that are called to court;

* Breaches of suspended sentences are not always brought to the attention of a
court;

e The efficiency and effectiveness of the Garda Siochdna would be assisted
through the provision of pre-charge advice to investigators;

e Gardai perform a host of court roles such as general security and outside of the
DMR, looking after jurors;

e Examples given of court convictions and suspended sentences not recorded on
PUILETE;

e Use of video-linking by the Courts Service, the Prison Service and by the
Garda Siochédna is a welcome initiative;

e Other countries have strategic partners on criminal justice boards that remove
operational barriers in criminal justice processes;

e Other police services operate divisional criminal justice groups to bring
together partner agencies;

e Many other police services have criminal justice units at a divisional level that
manage post charge criminal cases and provide a single point of contact for all

prosecutions.
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ADDENDUM

This part is the result of a request by the Minister for Justice and Equality,
Ms Frances Fitzgerald, T.D. pursuant to section 117 of the Garda Siochana Act,
2005 to carry out an inquiry into all the crime investigation and other garda
management, operational and procedural issues identified in the Guerin

Report.
Addendum Key Points/Findings
Overview of the e The Guerin Report specifically relates to the review of one specific district
Guerin Report although the report identifies issues pertaining to the Cavan/Monaghan
division. The Report states “the purpose of this review is not to make findings
of fact or to determine any disputed question of fact or law.”;

¢ Inspectorate’s findings in the Crime Investigation Report refer to seven
divisions;

e The Crime Investigation Report contains over 200 recommendations and on
reviewing the issues identified in the Guerin Report it does not make any
additional recommendations to the Crime Investigation Report;

First Steps at a e The Guerin Report highlighted issues in relation to gathering evidence at a
Crime Scene and crime scene and inaccurate entries on PULSE including, delays in retrieving
Incident Recording evidence, no entries in garda note books, missing reports, inaccurate and

incorrect entries on PULSE, alternation to the narrative on PULSE;

¢ Inspectorate found similar issues and has made recommendations to address
each of these points made including: the removal of the ability to change
the narrative on PULSE; introduction of a crime investigation and case
management system and recommendations to improve the recording of calls

through the introduction of a national electronic recording system;

Crime Investigation ¢ The Guerin Report highlighted poor standards in crime investigation
including: delays in taking statements; delays in completion of investigations;
absence of note book entries; flaws in the maintenance of the chain of
evidence; late summonses and issues with identification parade management

and interviewing;

¢ Inspectorate found similar issues and has made recommendations to address
each of these points raised including; the adoption of minimum standards of
investigation; the introduction of dedicated investigative units and enhanced
technology to allow for crime investigations to be accurately recorded and
cases tracked through an electronic case management system;

Crime Management ¢ The Guerin Report highlighted issues in relation to the late submission of
case files; undated statements; non-reassignment of investigation files when
the investigating officer is on long term leave and investigative actions not

progressed;

e Inspectorate found similar issues and has made recommendations to
address each of these points raised including: a crime investigation and case
management system that captures all information relating to a crime and the

introduction of crime management units at divisional level;
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Supervision

Training

Victims

Detections and
Monitoring of
Suspects

Communication and
Use of Intelligence

The Guerin Report highlighted issues in respect of senior garda visibility
including: front-line supervision; performance monitoring; abstractions;
frequency of turnover of superintendents; absence of inspectors and failure to

comply with directions from superior officers went without action;

Inspectorate found similar issues and has made recommendations to
address each of these points raised including: enhanced supervision for call
handing, incident recording, crime management, crime investigation and
detections; a new divisional structure for enhanced supervision; clear roles of
responsibility for supervisors and increased front-line supervision to ensure

crime is effectively investigated,;

The Guerin Report identified issues in respect of gathering evidence at a crime
scene including: inaccurate entries on PULSE; monitoring arrangements for

probationary gardai and inexperienced gardai investigating crime;

Inspectorate found similar issues and has made recommendations to address
each of these points raised including: conducting a training needs analysis of
front-line gardai to identify gaps in skills and to provide training to address
priority areas;

The Guerin Report highlighted issues with the interaction with victims at
the time of reporting a crime including: follow-up contact with victims;
unsatisfactory treatment of victims; misleading victims on progress of case
files; discouragement of victims proceeding with an investigation and passive
treatment of victims with occasions when victims were brought face to face

with a suspected offender by gardai;

Inspectorate found similar issues and has made recommendations to address
each of these points raised including: a process of contacting victims;

establishing the service provided and obtaining customer feedback;

The Guerin Report highlighted issues with the management of suspects
involved in crime and the recording of detections including: management of
bail at garda stations; recording of detections prematurely; number of statute

barred cases and discrepancies in custody and bail records;

Inspectorate found similar issues and has made recommendations to address
each of these points raised including: management of named suspects in a
crime requiring immediate attention; enhanced supervision of detections;
changes to custody management; and bail and warrant management which

should be electrically monitored;

The Guerin Report highlighted issues in relation to the sharing of
information and contact between senior gardai and members including: poor
communication between ranks, divisions, within stations and with external
organisations; important information not shared across divisions and the
recording of children on PULSE;

Inspectorate found similar issues and has made recommendations to address
each of these points including: improvement in how the Garda Siochana
facilitate good information sharing internally across the organisation and
externally with partners to tackle crime and disorder and an urgent review of
the recording of children on PULSE;
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Addendum Key Points/Findings

Discipline

Bailieboro
Examination 2010

The Guerin Report identified issues in the disciplinary process for dealing
with neglect of duty and highlighted that no case led to disciplinary

proceedings being brought against supervisors or management;

Inspectorate found issues relating to supervision including: investigations
not conducted in a prompt and efficient manner and no action was taken to
address any lack of supervision in these cases, with the focus appearing to be

solely on the individual garda that dealt with the original response call;

Inspectorate did not examine the disciplinary process issue in the Crime
Investigation report. These are not matters which fall within the Inspectorate’s
remit. The Inspectorate proposes that the efficiency of the internal disciplinary
process be further considered by the Department of Justice and Equality in
conjunction with the Garda Siochana and the Garda Siochana Ombudsman

Commission;

The Guerin Report identified an examination undertaken by the Garda
Professional Standards Unit (GPSU) of the Bailieboro District and highlighted

an issue regarding policing processes;

Inspectorate reviewed the GPSU examination of Bailieboro together with
template questions and notes of interviews. The full review and findings of
this examination by the Inspectorate are outlined in the Addendum to this
report.






INTRODUCTION

Recommendation 1

The Garda Inspectorate recommends that the
Department of Justice and Equality establish
and task a criminal justice service group,
comprised of the agencies and stakeholders that
are responsible for community safety in Ireland,
with overseeing the implementation of all of the

recommendations accepted from this report.

PART 1
CRIME PREVENTION

Recommendation 1.1

The Inspectorate recommends that the Garda
Siochdna develops and implements a crime
prevention strategy that articulates how garda
resources will be used to prevent crime. (Short

term)

Recommendation 1.2

The Inspectorate recommends that the Garda
Siochdna agrees a protocol with local authorities
to ensure that major development planning
applications are reviewed by crime prevention
officers trained in environmental design.

(Medium term).

Recommendation 1.3

The Inspectorate recommends that the Garda
Siochana develops a Standard Operating
Procedure for the use of crime prevention officers

to reduce offending opportunities. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

* Review the need to deploy sergeants and

sworn members as crime prevention officers.

Recommendation 1.4

The Inspectorate recommends that the Garda
Siochdna National Crime Prevention Unit
provides central co-ordination and support
to crime prevention officers activity to ensure

consistency of deployment. (Short term).
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Recommendation 1.5

The Inspectorate recommends that the Garda
Siochana develops a national standard for
conducting crime surveys and providing crime

prevention literature. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Create a national standard crime prevention
pack for Garda Siochana priority crime
victims;

e Ensure that all gardai are trained to an
appropriate level to conduct an effective

crime prevention survey;

e Ensure that surveys for businesses are
monitored and checked for compliance and

crime outcomes.

Recommendation 1.6

The Inspectorate recommends that the Garda
Siochana reviews the process for providing
information to text alert schemes and explores
options for enhancing the information that is

provided. (Medium term).

Recommendation 1.7

The Inspectorate recommends that the Garda
Siochana conducts an analysis of crime hot-
spots to identify priority areas for re-launching
dormant schemes or developing new ones. (Short

term).

Recommendation 1.8

The Inspectorate recommends that the Garda
Siochdna reviews the provision of crime
prevention advice on the Garda Website and
seeks to adopt best international practice. (Short

term).

To achieve the above recommendation, the

following key action needs to be taken:

* Promote crime prevention information that

is available on the Garda Website.

Recommendation 1.9

The Inspectorate recommends that the Garda
Siochana promotes property marking initiatives
through local Neighbourhood Watch and
Community Alert schemes and explores the

application of DNA products. (Medium term).



To achieve the above recommendation, the

following key action needs to be taken:

e Consider sponsorship opportunities.

Recommendation 1.10

The Inspectorate recommends that the Garda
Siochanatasks gardaanalysts to conductenhanced
analysis of crime in respect of identifying trends
in victims and developing activity to reduce

victimisation rates. (Medium term).

Recommendation 1.11

The Inspectorate recommends that the Garda
Siochana explores new technology opportunities
for the use in prevention and detection of crime.

(Medium term).

Recommendation 1.12

The Inspectorate recommends that the Garda
Siochdna conducts analysis of call data on a
divisional basis to identify the top places that
generate demand for policing services and
introduces initiatives to reduce the impact on

local policing. (Medium term).

Recommendation 1.13

The Inspectorate recommends that the Garda
Siochdna conducts a review of the use of anti-
social behaviour legislation and ensures that the
available powers are used effectively. (Medium

term).

Recommendation 1.14

The Inspectorate recommends that the Garda
Siochdna designates chief superintendents to
engage key strategic partners to address key
issues that impact on all partner agencies and
to develop joint plans to tackle local crime and

disorder. (Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Ensure that Joint Policing Committees are

fully engaged in crime prevention activity.
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PART 2
DIVISIONAL POLICING

Recommendation 2.1

The Inspectorate recommends that the Garda
Siochana implements a new divisional model of

delivering policing services. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Develop a divisional approach to the

deployment of detective units;
e Create a single divisional intelligence hub;

* Develop a single divisional administration
unit and redeploy any additional resources
to crime investigation or front-line policing

services;

e Develop a divisional approach to the

deployment of regular units;

® Develop a divisional approach for the
deployment of specialist units ie. drugs

units, traffic and community policing;

e Seek all opportunities to utilise police staff

to release gardai for operational roles.

Recommendation 2.2

The Inspectorate recommends that the Garda
Siochana develops a bureaucracy taskforce on a
national level that brings together representatives
from divisions and specialist units to prioritise
key actions for reducing unnecessary bureaucracy

and waste of resources. (Short term).

Recommendation 2.3

The Inspectorate recommends that the Garda
Siochdna develops a new model of functionality
for divisional superintendents. (Medium term).
(See Delivery Divisional Model Functionality
Responsibilities Chart 2.11)

To achieve the above recommendation, the

following actions need to be taken:
e Establish key functional roles at the
divisional level and appoint superintendents

to fill these roles;



e Appoint a detective superintendent or
crime manager for each division, with
responsibility for crime investigation and

criminal justice issues;

* Line management of all divisional detectives
and other crime resources to be placed with

the senior detective.

Recommendation 2.4

The Inspectorate recommends that the Garda
Siochdna develops a new model for posting
people and particularly those on promotion.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

* Restrict the number of people that are forced

to travel long distances;

* Engage chief superintendents in selection
processes for senior staff by creating role

specific requirements for the post;

e Allow chief superintendents to decide on
the specific posting of superintendents and

senior staff;

* Succession planning for chief

superintendents and  superintendents
should include a period of working

alongside the incumbent officer;

e Introduce minimum term tenure for chief

superintendents and superintendents;

¢ Develop a new approach to the posting and
deployment of superintendents and other

supervisors.

Recommendation 2.5

The Inspectorate recommends that the Garda
Siochdna develops a visibility model for senior
gardai and a model for engagement with staff.

(Medium term).

Recommendation 2.6

The Inspectorate recommends that the Garda
Siochana develops a policing model that has
at least one uniform inspector on duty in each

division at all times. (Medium term).
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To achieve the above recommendation, the

following key action needs to be taken:

¢ Create new roles and responsibilities for

inspectors.

Recommendation 2.7

The Inspectorate recommends that the Garda
Siochana develops a policing model and that
has at least one dedicated uniform patrol
sergeant on duty in each division at all times.

(Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Create new roles and responsibilities for

patrol sergeants.

Recommendation 2.8

The Inspectorate recommends that the Garda
Siochana develops a policing model that places
detective inspectors under the line management
of adivisional detective superintendent. (Medium

term).

To achieve the above recommendation, the

following key action needs to be taken:

e Update the roles and responsibilities of

detective inspectors.

Recommendation 2.9

The Inspectorate recommends that the Garda
Siochana develops a policing model for
divisional detective units that provides effective
supervision of detective resources. (Medium

term).

To achieve the above recommendation, the

following key action needs to be taken:

e Create new roles and responsibilities for

detective sergeants.

Recommendation 2.10

The Inspectorate recommends that the Garda
Siochana designs a national resource allocation
model that allocates resources fairly and matches

resources to policing needs. (Long term).!

1 This recommendation was contained in the Report of the
Garda Siochana Inspectorate, Resource Allocation, October
2009 (page 7).



Recommendation 2.11

The Inspectorate recommends that the Garda
Siochana design a national vehicle allocation
model that allocates resources fairly and matches

resources to policing needs.

To achieve the above recommendation, the

following key action needs to be taken:

e Take account of the Haddington Road

Review recommendations.

Recommendation 2.12

The Inspectorate recommends that the Garda
Siochdna completes the review of the pilot roster,
with particular focus on the availability of front-
line supervisors and the impact of the roster on

detective units and on the investigation of crime.

To achieve the above recommendation, the

following key action needs to be taken:

e Take account of the Haddington Road

Review recommendations.

Recommendation 2.13

The Inspectorate recommends that the Garda
Siochana implements a system that delivers an
effective briefing, tasking and de-briefing process

to all operational members. (Short term).

Recommendation 2.14

The Inspectorate recommends that the Garda
Siochana develops a performance management
system that holds individuals to account and

deals with under performance. (Medium term).”

To achieve the above recommendation, the
following key action needs to be taken:

e Take account of the Haddington Road

Review recommendations.

2  Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009, (Page 7).
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PART 3
FIRST RESPONSE

Recommendation 3.1

The Inspectorate recommends that the Garda
Siochiana implements a command and control
system that accurately records calls for service
and effectively identifies and uses all available
resources to manage demand more efficiently.

(Medium term).3

Recommendation 3.2

The Inspectorate recommends that the Garda
Siochana (i) allows only trained members to create
and update live CAD messages and (ii) improves

practices in non-CAD stations. (Medium term).

Recommendation 3.3

The Inspectorate recommends a Department of
Justice and Equality working group review the
feasibility and impact of a single non-emergency

number.* (Long term).

Recommendation 3.4

The Inspectorate recommends that the Garda
Siochdna rationalises the number of control
rooms in operation and moves towards a small

number of call centres.’ (Medium term).

Recommendation 3.5

The Inspectorate recommends that the Garda
Siochana develops a broader range of Computer
Aided Dispatch (CAD) incident assignment codes
and ensures that divisions without CAD are
accurately recording the type of incident and the
full details of what has happened. (Short term).

3  Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009 made several recommendations
covering this matter.

4 A similar recommendation on the introduction of a non-
emergency number was made in the Inspectorate’s report,
Resource Allocation, October 2009.

5 A similar recommendation on the number of Control Rooms
was made in the Inspectorate’s report, Resource Allocation,
October 2009.



Recommendation 3.6

The Inspectorate recommends that the Garda
Siochana provides an estimated time of arrival
at the first point of contact and updates callers
with details of undue delays in attendance. (Short

term).°

Recommendation 3.7

The Inspectorate recommends that the Garda
Siochana introduces divisional data on call
demand and performance data against Garda
Charter targets for management review and

action. (Short term).

Recommendation 3.8

The Inspectorate recommends that the Garda
Siochana (i) grades all calls received from the
public, (ii) records the time a unit is deployed, the
time of arrival and the time a unit is finished with

a call. (Short term).”

Recommendation 3.9

The Inspectorate recommends that the Garda
Siochana implements minimum staffing levels
for control rooms and ensures compliance. (Short

term).

Recommendation 3.10

The Inspectorate recommends that the Garda
Siochdna explores all opportunities to reallocate
police support staff to control room duties,
thereby releasing gardai for front-line duties.

(Medium term).

Recommendation 3.11

The Inspectorate recommends that the Garda
Siochana implements a system of control room

supervisors. (Long term).

Recommendation 3.12
The Inspectorate recommends that the Garda
Siochana immediately activates the portable

radio and vehicle location systems. (Short term).

6 Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009

7 As previously recommended in the Report of the Garda
Siochédna Inspectorate, Resources Allocation, October 2009.
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Recommendation 3.13

The Inspectorate recommends that the Garda
Siochana maintains the current CCTYV links with

any move to centralised call centres. (Long term).

Recommendation 3.14

The Inspectorate recommends that all control
rooms have details of all operational units to

allow for direct deployment to calls. (Short term).

Recommendation 3.15

The Inspectorate recommends that the Garda
Siochana fully utilises the skills and training
provided to reserves in an operational capacity.

(Long term).

To achieve the above recommendation, the

following key actions need to be taken:

e Where a reserve is assessed as competent,

allow them to conduct independent patrol;

* Where a reserve is assessed as competent,
provide them with the authority to enforce

powers for which training was provided.

Recommendation 3.16

The Inspectorate recommends that the Garda

Siochina:

(i) Implement a resource management system
that is fully integrated with CAD and any
other management deployment system.

(Medium term).

(ii) In the interim, ensure that all available
divisional and national unit staff book on and
off with regional or divisional control rooms.
(Short term).

Recommendation 3.17

The Inspectorate recommends that the Garda
Siochana delivers awareness training to all call
takers on the importance of gathering, recording
and actioning information received during the
first call. (Short term).



Recommendation 3.18

The Inspectorate recommends that the Garda
Siochana develops a risk assessment process that
identifies and relays important information that
should be available to gardai who are assigned to

an incident. (Medium term).

Recommendation 3.19

The Inspectorate recommends that the Garda
Siochana ensures that all gardai notify a control
room when they come across an incident directly
and where that incident will require further

action. (Short term).

Recommendation 3.20

The Inspectorate recommends that the Garda
Siochana improves the mobility of garda
resources by developing mobile technology for
use by gardai and particularly for use in vehicles.

(Long term).

Recommendation 3.21

The Inspectorate recommends that the Garda
Siochdna develops a Standard Operating
Procedure based on the concept of ‘getting it right

first time’. (Short term).

Recommendation 3.22

The Inspectorate recommends that the Garda
Siochana reviews the role of first response and
develops a new model of response policing.

(Medium term).

Recommendation 3.23

The Inspectorate recommends that the Garda
Siochana develops new approaches to responding
to calls for service, such as using appointment cars

and burglary reporting units. (Medium term).®

Recommendation 3.24

The Inspectorate recommends that the Garda
Siochana develops new approaches in control
rooms to ensure that members are pro-active to
fast time information and crimes that are being

reported. (Short term).

8 Report of the Garda Siochdna Inspectorate, Resources
Allocation, October 2009.
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Recommendation 3.25

The Inspectorate recommends that the Garda
Siochana creates and implements minimum
standards of investigation for key crime types,
including the volume offences of burglary,
robbery, theft, domestic violence and assault

reviewed in this report. (Medium term).

Recommendation 3.26

The Inspectorate recommends that the Garda
Siochdna develops new Standard Operating
Procedures for Crime Scene Examiners (CSEs).

(Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Review the standard training for CSEs, and
ensure consistency with international best

practice;

e Ensure that CSEs have appropriate
equipment to retrieve evidence at crime

scenes;

e Provide better station facilities to allow
examinations to be conducted in a

professional manner;

¢ Develop additional forensic databases such

as tool and shoe marks;

e Establish performance indicators for all
CSEs;

* Provide CSEs with continuous professional

development;

* Provide ongoing training for all gardai on

crime scene management.

Recommendation 3.27

The Inspectorate recommends that the Garda
Siochana ensures a clear rationale is recorded as
to why no PULSE incident number was created
where CAD and paper records for calls suggest

that a crime has taken place. (Short term).

Recommendation 3.28

The Inspectorate recommends that the Garda
Siochdna ensures that CAD incidents are not
closed without a PULSE incident number or in
cases where there are outstanding actions or

outstanding suspects. (Short term).



Recommendation 3.29

The Inspectorate recommends that the Garda
Siochana develop a broader range of CAD
incident result codes that accurately record the
type of incident. (Short term).

Recommendation 3.30

The Inspectorate recommends that the Garda
Siochana audits public office facilities and
improves their design to facilitate a more

customer focussed environment. (Long term).

Recommendation 3.31

The Inspectorate recommends that the Garda
Siochana creates a Standard Operating Procedure

for dealing with victims of crime. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Provide clear guidelines about when to

record a formal statement of complaint;

* Develop a standard national approach for
follow-up enquiries with victims who have
left a crime scene prior to the arrival of
gardai;

* Promote the importance of the first

interaction with a victim of crime.

Recommendation 3.32

The Inspectorate recommends that the Garda
Siochana introduce a National Standard for

Incident Recording. (Long term).

In the interim, the following key action needs to
be taken:

e Appoint a lead/champion for incident
standards  (See Part 5

recommendation for crime recording).

PART 4
INCIDENT RECORDING

Recommendation 4.1

recording

The Inspectorate recommends that the Garda
Siochana develops additional categories and
sub-categories on PULSE that provide better data
descriptions of key crime types and non-crime

types. (Medium term).
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Recommendation 4.2

The Inspectorate recommends that the Garda
Siochana develops a new national crime
investigation/records =~ management  system
that records all information and actions
taken relating to the investigation of a crime.
This system must be compatible with new
CAD and resource management systems as

recommended in Part 3. (Long term).

Recommendation 4.3

The Inspectorate recommends that the Garda
Siochana informs the Garda Information Service
Centre (GISC) of any non-sensitive operations
that will require additional GISC assistance.
(Short term).

Recommendation 4.4

The Inspectorate recommends that the Garda
Siochana designates one senior manager as the
lead for both crime counting rules and the Garda

Information Service Centre. (Short term).

Recommendation 4.5

The Inspectorate recommends that the Garda
Siochdna increases the number of mandatory
fields on PULSE, (nationality, GPS etc.), to ensure
more information is obtained to provide greater
accuracy in PULSE incident recording. (Medium

term).

For this to take place, the Garda Siochiana must:

e Consult with Garda Siochdana Analysis
Service (GSAS) and the Central Statistics
Office (CSO) to determine what mandatory
fields are necessary to support accurate

details for crime data and analysis.

Recommendation 4.6

The Inspectorate recommends that the Garda
Siochana enforces the policy for members to
contact GISC from the location of an incident
to create a PULSE report, rather than contacting
GISC at the end of a tour of duty. (Short term).

To achieve the above recommendation, the

following action needs to be taken:

* Resolve theissue of garda radios terminating

contact to GISC after a certain length of time.



Recommendation 4.7

The Inspectorate recommends that the Garda
Siochana enforces the policy that all divisions
achieve a minimum of a 95% compliance rate for
using GISC to create PULSE incidents. (Short

term).

Recommendation 4.8

The Inspectorate recommends that the Garda
Siochana enforces compliance with the
policy that all PULSE crime incidents are
recorded as soon as possible and in any case

within a tour of duty. (Short term).

Recommendation 4.9

The Inspectorate recommends that the Garda
Siochana creates drop-down menus or other
prompts to assist GISC call takers in obtaining
appropriate investigative details to ensure the
right crime classification is created at the time of
the initial call from a garda. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

* Develop quality assurance processes,
inclusive of supervisory review, to ensure

that crimes are correctly recorded.

Recommendation 4.10

The Inspectorate recommends that the Garda
Siochana immediately establishes policy that
prohibits the changing of narratives and any
other records on the PULSE system. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

* Develop an IT solution to prevent the
ability to change original narratives or

other records on the PULSE system;

e Create PULSE tabs for all PULSE record
changes, including updates, which include
the name of the member making the
changes, and the time and date that changes

were made.
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Recommendation 4.11

The Inspectorate recommends that the Garda
Siochdna takes action to improve the quality of
the PULSE narratives. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Explore opportunities to increase the
narrative character field in the PULSE
system;

e Improve narrative recording through
development of clear guidelines and
minimum information requirements for
narratives and other records generated in
the PULSE system;

e Improve the quality of PULSE records with
timely incident recording and updates on

crime investigations;

* Ensure that any updates to a PULSE incident
record clearly articulate what updates

occurred and why.

Recommendation 4.12

The Inspectorate recommends that the Garda
Siochana audits PULSE to determine the level and
scope of change of PULSE information records

after their initial creation. (Medium term).

To achieve the above recommendation, the
following needs to be audited:
* Changes to any of the following fields after
initial entry:

o PULSE narrative;

o Individual intelligence records (fields to
include name, date of birth and vehicle
registration numbers);

o Court sentences;

o Warrants;

o Specific crime types or incidents types
where changes are more prevalent, such
as the volume crime offences identified
in this report.

e Staff who have repeated actions of changing

PULSE information records.



Recommendation 4.13

The Inspectorate recommends that the Garda
Siochana develops and circulates policy clearly
defining the roles and responsibilities of
GISC and front-line supervisors in respect of
classification of crimes and supervision of the
initial investigation of a crime or other incident.
(Short term).

To achieve the above recommendation, the

following key area needs to be addressed:

* A PULSE record must contain a mandatory
supervisory approval/review field to
capture supervision and review of the

PULSE records by front-line supervisors.’

Recommendation 4.14

The Inspectorate recommends that the Garda
Siochana directs that all information and updates
regarding criminal investigations are recorded on
PULSE rather than on paper memoranda. (Short

term).

Recommendation 4.15

The Inspectorate recommends that the Garda
Siochana institutes security standards for the
access and review of PULSE records, using an IT
security solution, such as levels of access rights,
to prevent unauthorised and unofficial access to
PULSE records. (Medium term).

Recommendation 4.16

The Inspectorate recommends that the Central
Statistics Office should receive all PULSE record
incident data including non-crime categories
to facilitate analysis and reporting of crime

statistics. (Short term).

Recommendation 4.17

The Inspectorate recommends that the Garda
Siochana establishes a target for GISC to review
PULSE incidents within 72 hours of the initial

report. (Medium term).

9 The Garda Siochdna has recently introduced a new
supervisory tab for sergeants to monitor crime investigation.
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Recommendation 4.18

The Inspectorate recommends that the Garda
Siochdna creates a robust internal governance
practice by establishing a Standard Operating
Procedure for PULSE record entries and their

audit and review. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Create a quality assurance process to
evaluate the crime classification decisions of
GISC Reviewers;

e Introduce control measures to reduce the
number of review/clarifications that are

currently generated;

® Develop an IT solution, such as a prompt
on the Garda Siochdna Portal, to inform a
member and their supervisor that there is a
PULSE review/clarification pending;

e Stop the practice of using PULSE to recognise
good work;

e Ensure that GISC reviews and review/
clarification requests remain open, visible
and accessible to GISC;

e Develop a mandatory completion
requirement in the PULSE information
record system for all GISC review/

clarification requests.

Recommendation 4.19

The Inspectorate recommends that the Garda
Siochana designates GISC to be the final decision
maker in the classification of a crime or an

incident. (Short term).

PART 5
CRIME MANAGEMENT

Recommendation 5.1

The Inspectorate recommends that divisions hold
a daily accountability meeting that is structured
and reviews incidents and crimes on a divisional
basis to ensure appropriate action and tasking.
(Short term).



Recommendation 5.2

The Inspectorate recommends that the Garda
Siochdna develops a crime screening process with

established solvability factors. (Short term).

Recommendation 5.3

The Inspectorate recommends that the Garda
Siochana establishes a crime management unit

model on a divisional basis. (Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Development of operating protocols for all

crime management units.

Recommendation 5.4

The Inspectorate recommends that the
Department of Justice and Equality initiate a
process, in which the CSO should have a central
role, towards the development of new Crime

Counting Rules. (Medium term).

Recommendation 5.5

The Inspectorate recommends that the Garda
Siochana publishes policy establishing the roles
and responsibilities of all staff in regard to
the reclassification and invalidation of PULSE
incident records, with GISC having the final

decision authority. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

e Allow GISC full PULSE incident access,
including the ability to view records that are

reclassified or invalidated.
Recommendation 5.6

The Inspectorate recommends that the Garda
Siochana introduces a system of Dedicated
Decision Makers on a divisional basis. (Short

term).

To achieve the above recommendation, the

following key action needs to be taken:

e Develop policy that requires members to
obtain Dedicated Decision Maker approval
prior to any request for reclassification or

invalidation of a PULSE incident record.
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Recommendation 5.7

The Inspectorate recommends that the Garda
Siochdna introduces National Crime Recording
Standards. (Medium term).

Recommendation 5.8

The Inspectorate recommends that the Garda
Siochana introduce a Force Crime Registar
(FCR) with responsibility for the accuracy and
integrity of the recording of incidents, crimes and

detections. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e The FCR needs to be outside of operational

line command;

® Subject to any selection process, an interim
FCR should be immediately appointed.

Recommendation 5.9

The Inspectorate recommends that the
Department of Justice and Equality initiate a
process, in which the CSO should have a central
role, towards the designation of a baseline year

for crime recording. (Short term).

Recommendation 5.10

The Inspectorate recommends that the
Department of Justice and Equality consider
appointing an independent body to conduct
annual audits of incident and crime recording

standards. (Medium term).

PART 6
INVESTIGATING CRIME

Recommendation 6.1

The Inspectorate recommends that the Garda
Siochdna aligns all district detective units into a

divisional model. (Medium term).

Recommendation 6.2

The Inspectorate recommends that the Garda
Siochdna reduces the current abstractions that
take detectives away from crime investigation.

(Medium term).



Recommendation 6.3

The Inspectorate recommends that the Garda
Siochdna identifies the unnecessary deployment of
all detectives in non-investigative roles and assigns
them into criminal investigation posts. (Medium

term).

Recommendation 6.4

The Inspectorate recommends that the Garda
Siochana extends the Regional Support Units
across all regions. (Long term).

Recommendation 6.5

The Inspectorate recommends that the Garda
Siochana reviews the selection, training,
appointment and transfers of detectives. (Long

term).

To achieve the above recommendation, the

following key actions need to be taken:

* Create a structured selection and training

programme for future detectives;

e Develop a selection process that is perceived
as fair and selects the best possible
candidates for the role of detective;

e Ensure that all current detectives are
sufficiently skilled, including additional

detective training as required;

* Ensure new detectives are trained prior to

appointment;

e Review the process of detective transfers

and the loss of detective status.

Recommendation 6.6

The Inspectorate recommends that the Garda
Siochdna develops a training package on crime
investigation that includes disclosure training for
all gardai involved in crime investigation. (Long

term).

Recommendation 6.7

The Inspectorate recommends that the Garda
Siochdna conducts a Training Needs Analysis
for members that completed foundation training
post 2005, and develops a training programme
that addresses any identified gaps in garda

investigation skills. (Long term).
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Recommendation 6.8

The Inspectorate recommends, in the interim
period of any operational or structural changes,
that the Garda Siochana ensures that a divisional
or regional detective superintendent take
responsibility from district officers for the
investigation of a murder or other major enquiry.
(Short term).

Recommendation 6.9

The Inspectorate recommends that the
Garda Siochdna develops an Internal Affairs
investigation unit and removes garda internal
investigations from the remit of Investigation

Section. (Medium term).

Recommendation 6.10

The Inspectorate recommends that the
Garda Siochdna removes the specialist crime
investigations from Investigation Section and
reallocates those crimes to other investigation

units. (Medium term).

Recommendation 6.11

The Inspectorate recommends that the
Garda Siochdna replaces “Job Books” with a
Major Investigation Management System to
electronically record all actions in connection

with a major incident. (Long term).

Recommendation 6.12

The Inspectorate recommends that the Garda
Siochana replaces the use of diaries and other
ledgers with a national standard Garda decision

making log. (Medium term).

Recommendation 6.13

The Inspectorate recommends that the Garda
Siochdna includes the Serious Crime Review
Team (SCRT) as part of a new major investigation
team. (Medium term). (See also recommendation
6.16)

Recommendation 6.14

The Inspectorate recommends that the
Garda Siochdna ensures that cold case
review recommendations provided to Senior
Investigating Officers (SIOs) are reviewed and

progress monitored. (Short term).



Recommendation 6.15

The Inspectorate recommends that the Garda
Siochana develops Independent Advisory

Groups. (Medium term).

Recommendation 6.16

The Inspectorate recommends that the Garda
Siochana develops major incident investigation
teams thatinvestigate murders and other specified

serious crimes. (Long term).

To achieve the above recommendation, the
following key actions need to be taken:

* Remove the responsibility for homicide
district

superintendent to a major incident

investigation from the

investigation team;

e Establish major incident teams on a
geographical basis that meet the policing

demands of major incident investigations;

o Utilise existing National Bureau of Criminal
Investigation (NBCI), Technical Bureau,
regional and divisional resources to create

the new teams.

Recommendation 6.17

The Inspectorate recommends that the Garda
Siochana implements victim-centred policy and
good investigative practices in rape and other

sexual offences. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Train dedicated officers to undertake the
initial investigation of a serious sexual
assault, including the taking of a victim’s
statement. The training should include
forensic retrieval, rape trauma, victim care

and statement taking;

e Allocate all investigations to trained

detectives;

* Implement a formal review process for

undetected sexual offences.

Recommendation 6.18

The Inspectorate recommends that the Garda
Siochana, working with Cosc and key strategic
partners, implements victim-centered policy and
good investigative practices in Domestic Violence
(DV). (Medium term).
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To achieve the above recommendation, the

following key actions need to be taken:

e The Domestic Violence and Sexual Assault
Investigation Unit (DVSAIU) must perform
a national monitoring function to ensure
compliance with the Garda Siochdna DV
Policy;
* Assign secondary investigation
responsibility for DV crimes to dedicated

investigation teams;

e Conduct analysis of domestic related
murders to inform garda policy on harm

reduction;

e Engage victims of DV and support
agencies to improve garda awareness of
the particular needs of DV victims. This
should form part of a garda training and

awareness programme;

e Ensure that all calls for DV are properly
supervised from the receipt of the call to the

recording of the crime or incident;

e Ensure that all crime of DV and incidents of
domestic dispute are recorded on PULSE,
irrespective of the willingness of a victim to

make a statement of complaint;

e Ensure that positive action is taken where

there are clear opportunities to arrest;

e Implement a risk assessment process that is

completed at all DV incidents;

e Ensure that the corporate training package

on DV is delivered to all front-line officers;

e Update the Garda Siochdna website with
information that is easy to find and provides
clarity on the service that a victim of DV can
expect;

e Ensure that the requirement for follow up

visits is recorded and supervised;

e Ensure that all DV incidents are reviewed at

Daily Accountability Meetings;

e Ensure that all victims of DV and parties
involved in domestic disputes receive details

of DV support organisations.

Recommendation 6.19

The Inspectorate recommends that the Garda
Siochdnaimplements a victim-centered policy and
good investigative practices in racial, homophobic
and other similar crimes to encourage victims to

report offences. (Medium term).



To achieve the above recommendation, the

following key actions need to be taken:

e Ensure that all crimes containing elements
of hate or discrimination are flagged on
PULSE;

e Create clear modus operandi features on
PULSE that allow the accurate recording of
the nine strands of the Diversity Strategy;*

* Develop third party reporting sites to

accommodate victim reporting;

* Review the decision to merge the role of
ELO/LGBT officers.

Recommendation 6.20

The Inspectorate recommends that the Garda
Siochdna develops investigation plans for crimes
that are recorded on PULSE. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

e Investigation plans must be approved by

supervisors and recorded on PULSE.

Recommendation 6.21

The Inspectorate recommends that the Garda
Siochana ensures that all investigation updates
are recorded on PULSE e.g. CSE examinations.
(Short term).

Recommendation 6.22

The Inspectorate recommends that the Garda
Siochdana conducts a national audit of lapsed
criminal cases and introduce a system to ensure
that investigations are progressed in a timely

manner. (Short term).

This is linked to a recommendation in Part 11, with

regard to lapsed cases that are recorded as detected.

To achieve the above recommendation, the

following key actions need to be taken:

e Address the causes for lapsed cases;

10 The Garda Siochana Diversity Strategy covers nine strands
of diversity but PULSE does not have MO features that allow
the accurate recording of crimes under each strand.

. . . 1 .
Crime Investigation Report 1 Recommendations

¢ In the absence of an electronic case
management system, develop a filing and
tracking system to significantly reduce the
number of cases which are not progressed

in a timely manner.

Recommendation 6.23

The Inspectorate recommends that the
Garda Siochdna conducts a review of the
availability and deployment of child specialist
interviewers and with the HSE, to review
the process of creating interview transcripts.

(Medium term).

Recommendation 6.24

The Inspectorate recommends that the Garda
Siochiana conducts an urgent review of the
approach taken to computer examination and
significantly reduces the time taken to provide
evidence to investigators. This should include the
resources required to provide an effective service
and to explore options for creating units in key

geographic locations. (Short term).

Recommendation 6.25

The Inspectorate recommends that the
Department of Justice and Equality and the Garda
Siochana engage telephone service providers to
reduce the current delays in providing call data.

(Medium term).

Recommendation 6.26

The Inspectorate recommends that the Garda
Siochdna reduces the time scales for crime
investigation from three months to a maximum of

twenty-eight days. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Record all suspected offenders’” details on
PULSE;

® Develop a search facility on PULSE to

identify named suspects not yet arrested;

e Take witness and victim statements at the
time of dealing with a crime where there is a
likelihood that a suspect will be arrested;

e Re-allocate crime investigations for any
garda who is transferring, retiring or is on

extended absence from work.



Recommendation 6.27

The Inspectorate recommends that the Garda
Siochana develops a national CCTV database that
contains details of all systems that are operating.
(Long term).

Recommendation 6.28

The Inspectorate recommends that the Garda
Siochana should, with its partner agencies,
explore the option of developing Automatic
Number Plate Recognition system (ANPR) on

existing camera networks. (Long term).

Recommendation 6.29

The Inspectorate recommends that the Garda
Siochina implements a standard national case
file. (Short term).

Recommendation 6.30

The Inspectorate recommends that the Garda
Siochana develops a national electronic case file

management system. (Long term).

In the absence of an electronic case file
management system, the following actions need
to be taken:

* Reduce the number of unnecessary case files

that are created;

e Keep original or primary case files in a
secure place and ensure that access is tracked
and that they are available if required for
investigative purposes;

e Ensure that case files are not taken outside of
a garda station without the permission of a

supervisor;

* Develop an electronic process for passing
cases files from one unit to another and

particularly to the DPP.

Recommendation 6.31

The Inspectorate recommends that the Garda
Siochana implements systems to improve the
quality of supervision of crime investigation,
including the development of a tab on PULSE to
record all supervision of an investigation. (Short

term).
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Recommendation 6.32

The Inspectorate recommends that the Garda
Siochdna introduces a national policy and
procedure for bringing an investigation to a

conclusion. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

e Ensure that the process includes formal

updates to victims, witnesses and suspects.

Recommendation 6.33

The Inspectorate recommends that the Garda
Siochana develops new systems for recording and

investigating crime. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Develop telephone reporting and telephone

investigation of crime;

e Further develop opportunities for extending
on-line reporting of crime and reduce the

bureaucracy of the current process.

Recommendation 6.34

The Inspectorate recommends that the Garda
Siochana creates divisional investigation units to
investigate designated volume crimes. (Medium

term).

To achieve the above recommendation, the

following key actions need to be taken:

® Release regular units from investigating

high volumes of crime;

¢ Create volume crime investigation units that

utilise detective resources;

e Publish clear protocols about the type of

crimes units will investigate.

Recommendation 6.35

The Inspectorate recommends that the Garda
Siochana provides clarity about the crime
investigation role of divisional specialist units,
such as drugs and other tasking units, traffic units

and community policing units. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Publish clear protocols about the type of

crimes specialist units will investigate.



PART 7

THE VICTIMS
EXPERIENCE

Recommendation 7.1

The Inspectorate recommends that the Garda
Siochdna updates PULSE letters to reflect the free
phone number for the Crime Victims Helpline.
(Short term).

Recommendation 7.2

The Inspectorate recommends that the Garda
Siochdna improves the information provided
to victims and particularly to victims of sexual
assaults, domestic violence or those who are

vulnerable for any other reason. (Short term).

In support of the above recommendation, the

following key action needs to be taken:

* Develop a card or information leaflet with
support agency and other contact details,
particularly for domestic violence and
sexual assault to provide to victims at the

time of recording the crime.

Recommendation 7.3

The Inspectorate recommends that the Garda
Siochana introduces compliance rates for
divisions of 100% for sending Letter 1 and
a minimum of 90% for sending Letter 2.
(Short term).

Recommendation 7.4

The Inspectorate recommends in the absence of a
case management system, that the Garda Siochdna
explores software options that would provide a
reminder that a victim needs to be updated. (Short

term).

Recommendation 7.5

The Inspectorate recommends that the Garda
Siochana adopts the following practice in its
policy and approach to dealing with victims and

witnesses. (Short term):
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e (Create a national standard for victim and
witness contact with set timescales and
set events that will result in an update to a

victim or witness;

e  When a victim of crime or a witness contacts
a garda station for an update to create a
process where someone takes ownership of
that enquiry;

* Provide clear guidance and, where
necessary, training to all gardai on their
roles and responsibilities with regard to

victims of crime;

* Create a mandatory field on PULSE that

identifies repeat victims of crime;

e Create a policy and a process for identifying

and managing repeat victims of crime;

e (reate a tab on PULSE to record all victim

updates or attempts to update a victim;

e Provide external e-mail access for all
investigating gardaf;

* Review the approach taken by gardai to the
initial contact with victims of assault and
domestic violence (this complements the

recommendations on DV in Part 6);

e Ensure a consistent standard of victim

referral to support agencies;

* Ensure that in appropriate cases victims
are provided with the Victim Impact

Assessment Guidelines;

e In consultation with the DPP to consider the

use of Community Impact Assessments.

Recommendation 7.6

The Inspectorate recommends that the Garda
Siochana reviews the approach and quality
assures the supervision of victim contact.
(Medium term).

To achieve the above recommendation, the
following key actions need to be taken:

* Develop a quality call back system which
monitors the quality of the service provided
to victims of crime to ensure that the good
work of gardai is acknowledged as well
as dealing with those who consistently

provide a poor service;



¢ Provide guidance, and where necessary
training, to existing supervisors and newly
promoted supervisors on their roles and
responsibilities for ensuring appropriate

victim care.

PART 8
[INTELLIGENCE LED
POLICING

Recommendation 8.1

The Inspectorate recommends that the Garda
Siochana reviews the security vetting process
to consider a need for additional vetting
prior to specific appointments or promotions.
(Short term).

Recommendation 8.2

The Inspectorate recommends that the Garda
Siochdna conducts a review of the use and
prioritisation of surveillance and the availability
of surveillance equipment and training to non-

national surveillance units. (Medium term).

Recommendation 8.3

The Inspectorate recommends that the Garda
Siochdna conducts a review of the training
and development for decision making and
recording of decisions for those managing
incidents.

pre-planned and spontaneous

(Medium term).

Recommendation 8.4

The Inspectorate recommends that the Garda
Siochana conducts a review of the training and
availability of on-scene commanders to take
command of pre-planned and spontaneous armed

incidents. (Medium term).

Recommendation 8.5

The Inspectorate recommends that the Garda
Siochana ensure that technology is upgraded

before the implementation of 4G. (Medium term).

Recommendation 8.6

The Inspectorate recommends that the Garda
Siochana designates GSAS as the professional
lead for developing standards for the collating,
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analysis and evaluation of intelligence to ensure
that professional standards are maintained.
(Short term).

Recommendation 8.7

The Inspectorate recommends that the Garda
Siochdna provides GSAS analysts with full access
to PULSE data. (Short term).

Recommendation 8.8

The Inspectorate recommends that the Garda
Siochdana implements a national intelligence

model/process. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

¢ Develop national standards for the way that
intelligence units operate at national and

divisional levels;

* Develop a corporate intelligence tasking and
co-ordinating meeting that is chaired by a
senior officer;

¢ Develop a regional and divisional
intelligence tasking and co-ordinating
process;

* Ensure that every operational garda and

reserve is assigned a daily intelligence task;

¢ Conduct a review of all national units that
are operating intelligence units and to
ensure that GSAS analysts are aligned to

intelligence units;

* Ensure that check points and other pro
active initiatives are intelligence led, outputs
are accurately recorded and evaluations are

conducted to identify what works well.

Recommendation 8.9

The Inspectorate recommends that the
Garda Siochdna amalgamates the current
National = Support  Services intelligence
units into a single

(Short term).

intelligence  hub.

Recommendation 8.10

The Inspectorate recommends that the Garda
Siochana conducts a review of Interpol Unit
and in particular the management of enquiries,
minimum staffing levels of the unit and the IT

infrastructure. (Medium term).



To achieve the above recommendation, the

following key action needs to be taken:

e Create a Standard Operating Procedure for
Desk Officers.

Recommendation 8.11

The Inspectorate recommends that the Garda
Siochdna develops divisional intelligence units.

(Medium term).

Recommendation 8.12

The Inspectorate recommends that the Garda
Siochana creates a Standard Operating Procedure
clarifying the functions and operating practices

of a criminal intelligence officer. (Short Term).

Recommendation 8.13

The Inspectorate recommends that the Garda
Siochdna ensures that the Garda Information
Service Centre, investigators and specialist staff
include modus operandi in all PULSE incident

records. (Short term).

Recommendation 8.14

The Inspectorate recommends that the Garda
Siochiana implements a system of regular
intelligence audits and daily spot checks to
ensure that intelligence on the PULSE system
is only accessed for a legitimate purpose. (Short

term).

To achieve the above recommendation, the

following key actions need to be taken:

e Introduce a process to ensure that
supervisors check the intelligence that
their staff are accessing to ensure that the
searches conducted are linked to a criminal
investigation, a pro active operation or other
legitimate purpose;

e Explore IT security solutions that will limit
access to intelligence records based on user

security levels.

Recommendation 8.15

The Inspectorate recommends that the Garda
Siochdna provides a basic training programme
to members and police staff, including GISC, on
intelligence led policing, to increase awareness

of the value of criminal intelligence, to provide
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information on data protection issues and to
provide clarity on the system operating in the
Garda Siochana. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

¢ Develop a drop-down menu for GISC to
improve the quality of intelligence on
PULSE.

Recommendation 8.16

The Inspectorate recommends that the Garda
Siochana ensures that supervisors check the
quality of intelligence records submitted by

members. (Short term).

Recommendation 8.17

The Inspectorate recommends that the Garda
Siochdana conducts an urgent review of the
recording of childrens’ details as an intelligence
record on PULSE. (Short term).

Recommendation 8.18

The Inspectorate recommends that the Garda
Siochdna restricts the creation of PULSE
intelligence records to a Criminal Intelligence
Officer. (Short term).

Recommendation 8.19

The Inspectorate recommends that the Garda
Siochana tasks Criminal Intelligence Officers
with a review of PULSE for duplicate records and

inaccurate intelligence records. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

¢ Introduce a system to identify and remove

intelligence that is inaccurate or misleading;

e Allow CIOs to recommend removal of
inaccurate information with the approval of

a supervisor;

* Provide clear direction on the merging of

duplicate intelligence records.

Recommendation 8.20

The Inspectorate recommends that the Garda
Siochana provides clear guidance on the retention
and disposal of collators” cards which contain

personal identifying information. (Short term).



Recommendation 8.21

The Inspectorate recommends that the Garda
Siochana tasks regional Criminal Human
Intelligence Sources units to engage with
divisions to encourage the referral of persons
who are suitable to be considered for registration.

(Medium term).

Recommendation 8.22

The Inspectorate recommends that the Garda
Siochana conducts a review of the corporate
approach to the use of Criminal Human
Intelligence Sources to ensure that it provides
measurable outcomes in relation to volume

crime. (Long term).

Recommendation 8.23

The Inspectorate recommends that the Garda
Siochana conducts a review of the use of
Crimestoppers and Garda Confidential. (Medium

term).

To achieve the above recommendation, the
following key actions need to be taken:

¢ Evaluate outsourcing Crimestoppers so that

it is independent of the Garda Siochana;
e Provide one 24/7 365 confidential line;

¢ Develop electronic reporting for the public
to be easily able to report intelligence
information;

e Implement a central tracking system that
ensures that intelligence is effectively

actioned.

Recommendation 8.24

The Inspectorate recommends that the Garda
Siochana initiates a process with public service
information bodies, including the Central
Statistics Office, to develop on-line crime

mapping information. (Medium term).
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PART 9
INVESTIGATION
AND DETENTION OF
SUSPECTS

Recommendation 9.1

The Inspectorate recommends that the Garda
Siochana reviews the current PULSE status codes,
in conjunction with recommendation 11.2 to
clarify investigation and detection status codes.
(Short term).

Recommendation 9.2

The Inspectorate recommends that the Garda
Siochana conducts an examination of the process
of dealing with named suspects in a criminal

investigation. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Develop a national Standard Operating
Procedure to reduce delays in identifying
and locating suspects; and to provide clear
protocols for arrest and charging suspected

offenders;

* Ensure that suspected offenders are arrested

at the earliest opportunity;

e Develop the use of photo fit identification as

an investigative tool;

* Review and update as necessary, the
guidance provided by the Garda Crime

Investigation Techniques Manual.

Recommendation 9.3

The Inspectorate recommends that the
Garda Siochina reviews the programme
of examinations conducted by the Garda

Professional Standards Unit (GPSU). (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

* Ensure that the GPSU are tasked pursuant
to the high risk issues including those
identified in the Crime Investigation
Report, such as reviews of compliance of
PULSE policies on entries, classification and

reclassification of crime and detections;



¢ Establish a robust process of monitoring the
implementation of GPSU recommendations.

Recommendation 9.4

The Inspectorate recommends that the Garda
Siochana provides all future GPSU reports to the
Garda Inspectorate. (Short Term).

Recommendation 9.5

The Inspectorate recommends that the Garda
Siochana issues rigid handcuffs to gardai trained

in their use. (Short term).

Recommendation 9.6

The Inspectorate recommends that the
Department of Justice and Equality convene
a working group to explore the following
recommendations in respect of health care
provision and demand reduction for persons in

custody. (Long term).

To achieve the above recommendation, the

following key actions need to be taken:

* Review and implement international best
practice for improvement in health care

provision for persons detained in custody;

e Develop clear and unambiguous protocols
among the strategic partners for dealing
with persons, in both public and private
locations, that are suffering from mental
health issues and in urgent need of medical

attention;

e Establish clear and unambiguous protocols
among strategic partners for an appropriate
response to young persons who are taken
to garda stations, particularly after normal
office hours; (See page 28, Young Offenders
in Custody)

e Ensure a comprehensive risk assessment

process for detention of prisoners.

Recommendation 9.7

The Inspectorate recommends that the Garda
Siochana engages key partner agencies to
develop an effective drug arrest referral
scheme for those detained in garda stations.

(Medium term).
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Recommendation 9.8

The Inspectorate recommends that the
Garda Siochdna develops and implements a
technology based custody system to ensure
appropriate oversight and management of
persons in custody. The Inspectorate recognises
that this a long term solution, but the planning

and development should start now. (Long term).

In the interim, to achieve the above
recommendation, the following key action needs
to be taken:

* Develop a more user friendly and detailed
paper custody record which contains all
relevant information for a detained person
and ensures through active supervision that

entries are accurate.

Recommendation 9.9

The Inspectorate recommends that the
Garda Siochdna conducts a full review of
custody provisions to include centralisation/
rationalisation of facilities, and potential
for improvements to security arrangements,

supervision and training. (Medium term).

To achieve the above recommendation, the
following key actions need to be taken:

Facilities

e Rationalise the current custody facilities
and move to a smaller number of improved
purpose built custody suites;

e Centralise custody facilities on a regional
basis (urban areas) and a divisional basis
outside of cities; (Long term)

e Seek opportunities to share/develop custody

facilities with partner agencies;

¢ Introduce digital clocks in custody suites.

Operations
* Appoint dedicated custody sergeants with

responsibility for persons in custody;
* Appoint civilian detention officers;

e Ensure that only trained personnel are

deployed into custody suites;

¢ Ensure that all gardai are fully aware of the

provision to suspend custody;



¢ Provide effective supervision and guidance
to investigators dealing with a person in

garda detention;

* Ensure that prisoner logs are completed

correctly.

Recommendation 9.10

The Inspectorate recommends that the Garda
Siochana considers the implementation of case
progression units aligned to centralised custody

facilities. (Medium Term).

Recommendation 9.11

The Inspectorate recommends that the
Garda Siochdna addresses the existing
skills gap for gardai trained in interview
techniques, statement taking and disclosure.

(Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Identify and assess the skills gap in

interview techniques training;

e Train all garda members involved in the
interviewing of witnesses or suspects to
Level 1 and 2 standard;

e Provide Level 3 and 4 training courses to
ensure sufficiently trained garda members
are available to interview suspects involved

in serious crime;

¢ Introduce a line management protocol to

check the quality of taped interviews.

Recommendation 9.12

The Inspectorate recommends that the Garda
Siochana improves investigative skills for
gathering best evidence, including the taking
of witness statements, arresting, interviewing
suspects, gathering CCTV and the disclosure of
evidence. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

* Ensure that garda notebooks are completed
to a high standard and that supervisors
check notes books as outlined in the Garda
Code;
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e Ensure that all gardai present at an incident
complete a notebook entry including any
evidence of an arrest or incidents that took
place;

e Consider the implementation of a separate

booklet for completing arrest notes;

* Develop clear guidance on the recording of

contemporaneous notes;

e Ensure that all statements are dated and
signed at the foot of each page and after the

last line of a person’s statement;

e Introduce a system to ensure that a
supervisor checks the quality of statements
taken from victims and witnesses;

¢ Implementa national standard for the taking
of a withdrawal witness statement;

e Ensure that PULSE is used to record the

gathering and attempts to gather evidence.

Recommendation 9.13

The Inspectorate recommends that the Garda
Siochana ensures that where appropriate,
addresses of detained persons are searched.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

* Develop a Standard Operating Procedure for
conducting address searches for detained

persons;

* Develop a national standard form for search

logs.

Recommendation 9.14

The Inspectorate recommends that the Garda
Siochana conducts an wurgent examination
of the whole process of fingerprinting and
photographing persons detained in custody and
those who are convicted of an indictable offence
at court. (Short term).

To achieve the above recommendation, the
following key actions need to be taken:
e Use AFIS Livescan digital fingerprinting
technology for all fingerprints;



¢ Implement a system to ensure that the
requirements of Section 28 Criminal
Justice Act, persons subject to mandatory
fingerprint identification, are fulfilled;

e Train all frontline gardai to take AFIS

fingerprints and how to obtain results;

* Develop a Standard Operating Procedure
to ensure 100% compliance with the taking
of fingerprints, photographs and other

samples;

* Reduce the authority level for authorising
fingerprints from an inspector to a custody

sergeant;

* Provide divisions with regular management

information on fingerprint compliance;

e Introduce a tracking system to monitor the

progress of fingerprint identifications;

e Create a protocol to search for and merge
multiple intelligence records with AFIS
records to ensure proper identification
information exists in the PULSE records

system.

Recommendation 9.15

The Inspectorate recommends that the Garda
Siochdna examines the effectiveness of the
current process for conducting identification
parades and moves towards an electronic system
of identification parades where appropriate.

(Medium term).

Recommendation 9.16

The Inspectorate recommends that the Garda
Siochana conducts an urgent examination of
the current process for exhibit and property

management. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Implement an integrated IT solution to
record all property seized and to track its
movements across all of the systems (Long

term);

e Complete the roll out of the Property and
Exhibits Management System (PEMS) across

all divisions and national units;
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e Develop a national drugs register to ensure
consistent inventory and data entry by all

drugs units;

e Review the production of exhibits
(photographs/maps) at court and seek
opportunities to use technology to reduce

costs;

e Introduce technological opportunities to
provide immediate transfer of crime scene

exhibits for examination;

e Nominate a person at national/divisional
level to have responsibility for forensic

samples to ensure they are sent for analysis.

Recommendation 9.17

The Inspectorate recommends that the
Department of Justice and Equality convene a
working group to explore options for legislative
change to improve the effectiveness and efficiency

of crime investigations. (Long term).

To achieve the above recommendation, the

following key actions need to be taken:

e Extend the detention time in custody

without charge;

e Address the legislative gap in the powers
of gardai to detain a person arrested for
minor offences, who after six hours, is still

incapable of looking after themselves;

* Provide authority for the Garda Siochdna
to fingerprint, photograph and obtain
DNA from all persons detained at a garda
station, as commensurate with international

identification standards;

e Consolidate all legislation dealing with
powers of arrest, search and detention to
facilitate compliance and ensure consistency

across relevant legislation;

* Develop a Code of Practice for the treatment

and detention of persons in garda custody;

¢ Consider mandatory drug testing of persons
detained for “trigger offences” including but
not limited to burglary and robbery;

e Remove the requirement to
contemporaneously record notes at the

time of a taped interview;



® Resolve the issues in respect of tape
transcripts and a move to a Written, Record

or Tape and Interview (WROTI) type system;

* Designate a custody record as primary
evidence, to record all actions in a person’s
custody record and to remove the need
for statements to be completed for all

interactions;

¢ Introduce an Independent Custody Visitors
Scheme to provide for custody care

assurance;

e Improve the use of technology in court
documentation and exhibits in criminal

justice cases;

e Establish the processofidentification parades
inlaw and to consider the implications when

a suspect refuses to participate;

* Review the requirements for maintaining a
chain of evidence for an exhibit and seek to
reduce the necessity for chain of evidence
witnesses completing statements and

attending court.

PART 10
OFFENDER
MANAGEMENT

Recommendation 10.1

The Inspectorate recommends that the
Department of Justice and Equality convene a
cross-departmental and multi-agency working
group to progress the development of a co-located
and fully integrated youth offender service. (Long

term).

To achieve the above recommendation, the

following key actions need to be taken:

¢ Examine the role of the Garda Youth
Diversion Office (GYDO), in pre-charge
decision-making  processes  involving
juvenile offenders suspected of serious

crimes such as murder and rape;

e Consider the application of a suitable
engagement or diversionary scheme for
those aged under twelve who come to the

notice of the Garda Siochéna;
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* Promote the use of restorative processes in
accordance with the Children Act, 2001;

e Introduce an information sharing protocol
between Juvenile Liaison Officers and
diversion programmes to assist in the
identification and treatment of behavioural

issues;

® Reassess the process of formal and informal

cautions;

e Produce evidence-based  performance
measures to assist in the planning of
diversionary activity;

* Engage with a research partner to develop
best practice in regards to the GYDO
process and the Garda School Programme

to ensure efficiency and effectiveness;

® Review the participation requirements for
treatment programmes for young offenders
and particularly those who have committed

sexual offences.

Recommendation 10.2

The Inspectorate recommends that the Garda
Siochdna improves the current operation of the

Garda Youth Diversion Programme. (Short term)

To achieve the above recommendation, the

following key actions need to be taken:

e Ensure that all eligible cases are referred to
GYDO for decisions;

* Ensure that the processing of young

offenders is completed in a timely manner;

e Ensure that cases deemed as unsuitable
for JLO cautions are progressed towards

prosecution;

e Evaluate and clarify garda policy in the

application of multiple cautions.

Recommendation 10.3

The Inspectorate recommends that the
Department of Justice and Equality convene
a multi-agency working group to progress the
development of a co-located multi-agency and
fully integrated adult offender management

service. (Long term).

To achieve the above recommendation, the

following key actions need to be taken:



¢ Focus on those who present the highest risk

to community safety;
e Promote the use of restorative processes;

e Evaluate the treatment of offenders with

addictions during short term sentences;

* Review the process for managing those

offenders due to be released from prison;

* Ensure that the provisions in law, such as
Civil Orders for managing offenders post
sentence, are considered in appropriate

cases;

* Consider electronic monitoring and other

initiatives to monitor offenders;

® Research and publish  performance
measurements of offender management

effectiveness.

Recommendation 10. 4

The Inspectorate recommends that the Garda
Siochana improves the current operation of the
adult offender management programme. (Short

term).

To achieve the above recommendation, the

following key actions need to be taken:

* Increase the divisional and regional co-
ordination of the management of prolific

offenders;
* Promote the application of restorative justice;

* Provide the Probation Service with a copy of
the precis or statement of facts to assist with

preparation of pre-sanction reports;

¢ Fully inform the Probation Service of garda
views for pre-sanction reports, to ensure
that probation reports contain the views of
the investigating garda;

* Develop the use of post release Civil Orders.

Recommendation 10.5

The Inspectorate recommends that the Garda
Siochana, HSE and the Probation Service conduct
annual reviews of the progress of individual
SORAMs. (Medium Term).

To achieve the above recommendation, the

following key actions need to be taken:
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e Provide oversight and governance to locate
those offenders who have failed to provide
proper notice pursuant to the requirements
of the Sex Offenders Act 2001;

* Assess the exchange of information between
the agencies with ongoing review of IT

solutions for improved data sharing;

e Ensure that all members of SORAM receive
appropriate training and particularly those

involved in the risk assessment process;

* Provide for interagency communication
and training to ensure that good practice is

shared;

* Mandate that divisions provide bi-annual
information returns on registered sex

offenders;

e As part of a functional model for divisions,
the detective superintendent should be
responsible for SORAM.

Recommendation 10.6

The Inspectorate recommends that the Garda
Siochana assesses the working practices and
technology needs of the Sexual Offences
Management Unit and the Paedophile

Investigation Unit. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Resolve the current IT issues that are
impacting on service delivery such as the
sharing of potential evidence, the delays in
examination of images and the potential for
two investigations to run concurrently on
the same suspect(s) (See Recommendation
6.24);

¢ Ensure minimum staffing levels rather than
all members in the unit resting on the same
day;

e Ensure that all persons convicted of sexual
offences have their fingerprints, photographs
and DNA taken.



Recommendation 10.7

The Inspectorate recommends that the
Department of Justice and Equality convene
a multi-agency working group to consider
the following changes to the registration and

management of sex offenders. (Long term).

To achieve the above recommendation, the

following key actions need to be taken:

¢ Following a convictionin court to ensure that
all offenders are notified of a requirement to
register under the Sex Offenders Act;

e Ensure that the Sexual Offences
Management Unit are always informed of

an order made against an offender;

e Consider a reduction from seven days to
three days in the requirement to register
with the garda and to a requirement to
register at the garda station where they will
be residing;

e Consider a requirement for an offender to

confirm registration annually.

Recommendation 10.8

The Inspectorate recommends that the Garda
Siochana in conjunction with the Courts Service
reviews the process for tracking warrants from

the courts to garda stations. (Short term).

Recommendation 10.9

The Inspectorate recommends that the Garda
Siochdna creates a Standard Operating Procedure

for identity verification. (Medium term).

Recommendation 10.10

The Inspectorate recommends that the Garda
Siochana reviews the system of PULSE warning
markers and sources an IT solution to ensure that
markers are automatically flagged to an address
or an incident on PULSE to which that person is

connected. (Medium term).

Recommendation 10.11

The Inspectorate recommends that the Garda
Siochana seeks opportunities, such as media,
to engage the general public in helping to find

wanted persons. (Short term).
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Recommendation 10.12

The Inspectorate recommends that the Garda
Siochdna provides the same level of access to
garda and partner agency IT systems for all

warrant unit staff. (Short term).

Recommendation 10.13

The Inspectorate recommends that the Garda
Siochana initiates a prosecution for persons, who
having entered into a bond fail to appear at court.
(Short term).

Recommendation 10.14

The Inspectorate recommends that the Garda
Siochana conducts a review of historical warrants
to establish if the original case is still capable of
proof. (Short term).

Recommendation 10.15

The Inspectorate recommends that the Garda
Siochana develops a standard policy about when

a warrant can be cancelled. (Short term).

Recommendation 10.16

The Inspectorate recommends that the Garda
Siochana develops a Standard Operating
Procedure for the management of warrants.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Move to a divisional approach for the

management of warrants;

e Confirm that all warrants are entered onto
the PULSE system;

e Ensure that all reasonable opportunities to
execute a warrant are explored and entered
on PULSE;

e Provide for good supervision around
dealing with warrants and failures to
execute warrants;

* Provide appropriate staffing levels in all
warrant units;

* Ensure that a person in garda custody is
never released without searching for and

executing outstanding warrants.



Recommendation 10.17

The Inspectorate recommends that the
Department of Justice and Equality convene
a multi-agency working group to examine
and consider the following changes to the

processing of warrants. (Long term).

To achieve the above recommendation, the

following key actions need to be taken:

e Develop a centralised location for warrants

and charge sheets;

e Provide for a centralised and dedicated

warrants court;

e Reconcile court warrant records and PULSE

warrant records;

* Remove the requirement for an arresting
garda to attend court on the first appearance

for a person arrested solely on a warrant;

* Develop a system to ensure that warrants
are placed on PULSE immediately;

* Review the requirement for High Court and
Circuit Court bench warrants to return to

those courts on a first appearance;

e Consider the scanning of warrants onto
PULSE and the acceptance of the scanned
PULSE copy by the court in the absence of

the original warrant;

e Review the process of managing penal,
estreatment and similar warrants and
consider other options for the recovery of

non-payment of fines;

* Review the practice of issuing stayed

warrants;

e Review Section 13 Criminal Justice Act 1984
in respect of the twelve month time period

to bring a prosecution to court;

e Improve the process for obtaining search

warrants out of court hours;

e (Consider the use of electronic committal

warrants from courts to prisons.

Recommendation 10.18

The Inspectorate recommends that the Garda
Siochana conducts an urgent examination of
the use of bail. A national Standard Operating
Procedure should be created for the whole process

of bail management. (Medium term).
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To achieve the above recommendation, the

following key actions need to be taken:

e Ensure consistent standards in the use of

station bail and cash lodgements;

e Ensure objections for bail are raised in all

appropriate cases;

* Review the types of bail conditions imposed
on offenders and provide guidance to
investigating officers to ensure a consistent

approach;

e Ensure that bail conditions are entered onto
an person’s PULSE intelligence record with

a warning marker;

* Provide appropriate legal awareness and
other update training for those managing
bail;

* Provide protocols and supervisory oversight
for effective management of bail conditions

that require sign-on at garda stations;

e Promote the use of curfews as a bail

condition;

e Ensure that gardai are tasked to monitor

compliance with bail conditions;

e Improve the current monitoring of bail on
PULSE and ensure that the IT infrastructure

allows electronic monitoring;

* Ensure that breaches are always brought to

the attention of a court;

e Ensure that Section 2A of the Bail Act is

used in appropriate circumstances;

* Develop a court presenters scheme for High

Court applications;

e Promote the use of video-links for court bail

applications wherever possible;

e Improve the recording of bail and court
convictions on PULSE and create a more
efficient system for extracting information

for court cases.

Recommendation 10.19

The Inspectorate recommends that the
Department of Justice and Equality convene
a multi-agency working group to consider the
following changes to the operation of bail

processes. (Long term).



To achieve the above recommendation, the

following key actions need to be taken:

e Provide a power of arrest to gardai to deal

with bail offences;

¢ Develop a bail notification system from

courts to garda divisions;

e Review the effectiveness and rationale
for the current system, where those on
temporary release are required to sign-on at

garda stations.

PART 11
DETECTING AND
PROSECUTING CRIME

Recommendation 11.1

The Inspectorate recommends that the
Department of Justice and Equality initiate a
process, in which the CSO should have a central
role, towards the development of new Crime

Counting Rules for detections. (Medium term).

Recommendation 11.2

The Inspectorate recommends that the Garda
Siochana creates two distinct procedures and
data fields for recording the investigation update
and the detection status of an incident on PULSE.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Create a mandatory field on PULSE that
notes the name, rank and registered number

of the person recording a crime as detected;

e (reate new Detection Status Codes that

reflect the accurate detection outcome;

e Create a new investigation status field which

reflects the current status of an investigation;

* Mandate that each Detection Status Code
which refers to ‘proceedings commenced’
or ‘proceedings completed” have a charge,

summons or caution directly linked to it.
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Recommendation 11.3

The Inspectorate recommends that the Garda
Information Service Centre (GISC) is assigned
responsibility for ensuring that detections are
authorised and correctly recorded on PULSE.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

* Include detections as part of the mandatory

GISC review process;

e Develop a drop-down menu or aide
memoire to assist GISC call takers to

validate detections;

e Ensure that a review of detection status
is conducted in respect of cases where a

conviction is not obtained at court.

Recommendation 11.4

The Inspectorate recommends that the Garda
Siochana appoints and trains Dedicated Decisions
Makers on a divisional basis with responsibility
for approving a PULSE record to be recorded as
detected. (Short term).

Recommendation 11.5

The Inspectorate recommends that the Garda
Crime Registrar as described in Part 5 has
responsibility for validating detections and
ensuring compliance with the Crime Counting

Rules. (Medium term).

Recommendation 11. 6

The Inspectorate recommends that the Garda
Siochana amends the PULSE system to remove the
facility for retrospectively recording a detection
date. (Short term).

Recommendation 11.7

The Inspectorate recommends that the Garda
Standard
Procedure, which stipulate that all detections

Siochdna  develops Operating
should only be claimed on the day that a charge,
summons or caution is delivered for adults and

young offenders. (Short term).



Recommendation 11.8

The Inspectorate recommends that the Garda
Siochana conducts an audit of all lapsed cases and
any that are shown as detected must be changed

to undetected status. (Medium term).

Recommendation 11.9

The Inspectorate recommends that the
Department of Justice and Equality convene
a working group to consider extending the
legislation governing the adult cautioning
scheme to include possession of drugs and other

suitable offences. (Medium term).

Recommendation 11.10

ThelInspectoraterecommendsthatthe Department
of Justice and Equality convene a working group
to consider extending the legislation governing
the adult cautioning scheme to include conditional

cautioning. (Medium term).

Recommendation 11.11

The Inspectorate recommends that the Garda
Siochdna ceases the practice of issuing informal
cautions as a detection option and expunges
PULSE records that contain this detection status.
(Medium term).

Recommendation 11.12

The Inspectorate recommends that the
Department of Justice and Equality convene a
working group to consider extending the use
of fixed charge penalty notices to include other
minor crimes and to cease the practice of sending
unpaid FCPNs to gardai to issue summonses.

(Medium term).

Recommendation 11.13

The Inspectorate recommends that the Garda
Siochana ensures that suspected offenders are
formally notified about any crime shown as

detected against them. (Short term).

Recommendation 11.14

The Inspectorate recommends that the
Department of Justice and Equality convene a
working group to consider the implementation of
an annual audit of detections by an independent

body. (Medium Term).
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Recommendation 11.15

The Inspectorate recommends that the
Department of Justice and Equality convene
a working group to ensure a more efficient

summons process system. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Examine the issue of summons service and
explore new ways to deal with summonses

such as E-Service;

e Introduce a court and garda tracking system

to monitor actions taken;

e Reduce the time taken from the date of the

offence to the first court date;

e Introduce a performance management

system for all stages of the process;

¢ Remove the need to routinely re-issue
witness summonses for cases that are

remanded to another date;

e Ensure court outcomes are correctly
recorded on PULSE (See page 37);

e Extend the court presenter scheme to cover

summons courts.

Recommendation 11.16

The Inspectorate recommends that the
Department of Justice and Equality convene a
working group to develop, design and implement
a system which provides joint criminal justice
performance data on case management. (Medium

term).

Recommendation 11.17

The Inspectorate recommends that in the interim,
the Garda Siochdna extends the role of the court
presenters scheme to include all the prosecution

role in courts, across all divisions. (Medium term).

Recommendation 11.18

The Inspectorate recommends that the
Department of Justice and Equality convene a
working group to examine the current process
for providing pre-charge advice and feedback
to investigators on why a case is unsuitable for

prosecution. (Medium term).



Recommendation 11.19

The Inspectorate recommends that the Garda
Siochdna introduces Criminal Justice Units.

(Medium term).

Recommendation 11.20

The Inspectorate recommends that the Garda
Siochana, along with key partner agencies
introduces criminal justice groups at a divisional

level. (Medium Term).

Recommendation 11.21

The Inspectorate recommends that the
Department of Justice and Equality consider
the establishment of a Criminal Justice Board
equivalent to deliver a more effective criminal

justice service. (Medium term).

The following matters need to be considered:
e Ensure that criminal cases do not lapse;
e Consider the extension of pre-trial hearings;

* Address inefficiencies with charge sheet

processes and court orders;

* Reduce unnecessary and repeated court

appearances by witnesses;

* Ensure specialist measures are available for

victims and witnesses;

e Develop joint agency data on case timeliness
and factors affecting the outcome of criminal
cases;

® Accurately capture court conviction
information in all courts;

* Develop video-linking to create efficiencies
for garda and other witnesses;

* Review the use of gardai in court security
roles and escorting of remand prisoners;

* Review the management and process for
dealing with those offenders who commit

offences whilst on suspended sentences.

. . . 1 .
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1. BACKGROUND

This report arises from a request by the Minister for Justice and Equality for

an inspection of the allocation of garda resources to crime prevention and

investigation.

The terms of reference set out by the Minister required the Inspectorate:

“to examine and report on the allocation of garda resources, in particular detective
resources at district and divisional levels, for the purpose of crime prevention and
investigation. The examination should identify relevant best international practices
and have particular regard to:

Garda policies, practices and procedures for preventing and investigating crime;

Crime-related demands on the Garda Siochdna and the allocation of personnel and
other resources to meet them;

Garda systems for recording crime, managing crime caseloads and monitoring the

progress of individual crime investigations;

* Arrangements for the selection, appointment and training of detectives;

 Establishment of local ad hoc specialist units to investigate crime;

* Awvailability of specialist support for complex investigations.”

2. Garda Structure

The Irish police service, the Garda Siochana,
is headed by the Garda Commissioner, who is
responsible to the Minister for Justice and Equality,
who in turn is accountable to the Irish Parliament

(Oireachtas). The core functions of the service are:

* The detection and prevention of crime;
¢ The protection of national security; and

e Improving road safety through prevention

and enforcement strategies.

At the time of commencing the inspection,

the senior management team consisted of
a Commissioner supported by two Deputy
Commissioners, a Chief Administrative Officer,

nine Assistant Commissioners, and Executive

Directors of Finance and Services, Information
and Communication Technology, Director of

Communications and a Chief Medical Officer.

The staffing of the Garda Siochédna, as at 31 August
2014, is set out in Chart 1.
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Donegal

p =
Sligo/

Leitrim

Garda Siochana Strength, 31 August 2014

Commissioner
Deputy Commissioner*

Chief Administrative
Officer

Assistant Commissioner

Executive Director of
Finance and Services

Principal Officer

Chief Superintendent
Superintendent

Assistant Principal Officer
Inspector

Higher Executive Officer
Sergeant

Executive Officer

Garda

Staff Officer/District
Finance Officer

Clerical Officer

Other support staff
(including teachers)

Industrial (including
cleaners)

Reserves

41
140

300

79
1,946
84
10,447
187

1,371
66

247

1,143

Source: Department of Justice and Equality, October 2014.

*Acting as the Interim Commissioner

Cavan/
Monaghan
Loutl

Meath
Westmeath

Laois/ Kildare
Offaly

Wicklow

Tipperary  Kilkenny/

Geographically, the country is divided into six
regions, each of which is headed at Assistant
Commissioner level. Each region is divided into
divisions commanded by a chief superintendent
(divisional officer) and each division is divided
into districts commanded by a superintendent
(known as a district officer). The structure then
descends from superintendent to inspector,
sergeant, and to garda level. Divisions and regions
also have a number of police support staff in a
variety of different grades. In recent years, the
service introduced a cohort of garda reserves who
provide assistance to gardai on a voluntary basis.
There are twenty-eight garda divisions and 564

garda stations in the country.



3. Level of Crime in Ireland

It is important, when considering the allocation of
garda resources, to have a clear understanding of
the level and type of crimes being reported and the
systems operated by the Garda Siochana to prevent
and detect crime and the overall management of

crime investigations.

As is the case in other countries, the rate of crime
recorded by the police in Ireland does not represent
the total level of crime committed. The Crime
Survey for England and Wales' has estimated
that one out of every four crimes committed
are represented in official police statistics. A
major reason for under-recording is victim
and/or witness reluctance to report crime. For
example, the most recent national survey on
crime and victimisation in Ireland (the Central
Statistics Office Quarterly National Household
Survey 2010), reported that 45% of assaults
were not reported to the gardai and that “the
most commonly cited reason for not reporting
assaults to the gardai was that the incident was
not sufficiently serious enough.” Similar findings
were noted for thefts without violence, thefts
from vehicle, burglary, and vandalism. The
CSO Interpreting Crime Statistics briefing note
suggests other factors influence the reporting rate,

Chart 2
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such as “the need to report for insurance purposes,
perceptions about the likely success of criminal

proceedings and the severity of sentence.”

While not the same as the number actually
committed, the number of crimes reported to and
recorded by the gardai are an important indicator
of crime levels and crime trends, and form a critical

basis for garda strategic and operational plans.

In addition to reported incidents, crimes also come
to the attention of the gardai through patrols,
routine enquiries, alarm activations, pro-active

investigations or surveillance work.

Most countries have written rules, (usually referred
to as Crime Counting Rules) stipulating the way
crime data is recorded for statistics. The counting
unit can vary from the offence, the case or court
outcome. In Ireland, as in many other countries,
a criminal offence is recorded when there is a
reasonable probability that a criminal offence
took place and there is no credible evidence to the
contrary. The test is that of reasonable probability
— whether it is more likely than not that a criminal
offence took place. If that criterion is satisfied, even
where the victim does not want the matter taken

any further, a criminal offence should be recorded.

Total Recorded Crime in Ireland
2006 to 2013
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Source: CSO crime data, aggregated by Garda Inspectorate.

2010 2011 2012 2013

2006 marks first year of use of Irish Crime Classification System which replaced the Headline/Non-Headline classification.

1  ONS (2013) Crime in England and Wales, Year Ending June
2013. London: Office for National Statistics.



Charts 2 to 4 show an indication of (1) overall
crime levels, (2) the overall detection rates, and (3)
the number of recorded crimes per police officer
in Ireland. This information is provided for the
purposes of a general context only at this stage,
and later parts in this report provide a deeper
examination of crime levels and deployment of

resources.

The GardaInspectorate wanted to comparerecorded
and detected crime in Ireland with other similar
jurisdictions. Internationally, this is not a current
practice that is generally used due to differences in
crime definitions, legislation, accounting periods
and the crime recording categories. Comparing
crime between jurisdictions in this way can
misrepresent the actual incidence of crime.
Having consulted with relevant stakeholders, it
was decided not to draw direct comparisons with
the data of other police services, but to look at
crime trends in Ireland over an extended period of
time. In 2006, Ireland changed the way that crime
was categorised and adopted the Irish Crime
Classification System, which is in operation today.
This further increased the difficulty in conducting

international comparisons.
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Chart 2 shows the total recorded crime incidents
between 2006 and 2013. This includes the majority
of crimes but excludes traffic offences and some
miscellaneous categories as the volume of these
incidents distorts the crime picture. The trend line
shows a peak of total recorded crime of 296,705
in 2008, and a consistent year on year reduction
in crime to 229,579 in 2013. Total recorded crime
in most jurisdictions can be affected by police
generated activity, such as drugs and public order
offences. Comparing the recorded crime in 2008
with 2013 shows a reduction of recorded offences
of over 67000. The following figures show the
difference in specific crime categories between 2008
and 2013:

e 11,025 less offences of intoxicated driving;

* Nine fewer homicides;

* 8,000 fewer drug offences;

®  More than 25,000 fewer public order offences;
e Just over 1,400 more burglary offences;

¢ Criminal damage reduced by over 15,000
offences.

Chart 3 shows the total detection rate in Ireland
for all recorded crime 2006-2012. Detection rates
reached a peak of 69% in 2008 and have slightly
reduced to 66% in 2012. As previously explained,
countries use different rules to record a crime as
detected.

Chart 3
Crime Detection Rates In Ireland
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Source: CSO crime data; strength data supplied by the Garda Siochdna aggregated by Garda Inspectorate.

Though the Inspectorate would have liked to have
compared Ireland with other policing jurisdictions,
the same complications outlined above also
apply in respect of detection rates. In some police
jurisdictions, detections can only be claimed when
there is a specific disposal, i.e. a charge, summons
or a caution. In addition, detection rates may vary

across crime categories.

Chart 4 shows the average number of crimes per
member per year over a seven year period. This
peaked in 2006 at just under twenty-one crimes per
member, and has shown a steady decline to just over
seventeen crimes per member in 2013. Workloads

are further explored in Part 6.

4. Methodology

Following consideration of the terms of reference,
it was decided to focus this inspection on volume
crime, i.e. crimes which due to their frequency
have a significant impact on the community and
the ability of the local gardai to tackle it. Volume
crime offences such as: street robbery, burglary,
vehicle crime, domestic violence and assaults
are typically committed by prolific offenders.
Targeting police resources on hotspots, recidivist
volume crime offenders and repeat victims can
have a significant impact on crime levels and
community safety. The main focus of this report is

on the following volume crimes:

e Assaults;

e Burglary and related offences;
e Domestic Violence;

e Vehicle crime;

e Robbery.

This type of crime may often be considered
to be less serious than highly profiled crime
such as murder or subversive activity but in

reality, volume crime can have a high impact in



a community and lead to high levels of fear and
insecurity. It therefore demands a highly efficient

and professional response.

Serious crime is low in Ireland, but when such
a crime occurs, victims rightly expect that an
experienced investigator will take on their case and
bring it to an effective conclusion. This inspection
examined the process of serious crime investigation
and in particular, the choices that are made by
the Garda Siochdna about who will investigate a
particular type of crime, the training received by
the investigator, the support provided by national
and specialist units, the timeliness and the quality

of the investigation conducted.

Prior to the inspection, the Inspectorate conducted
a series of familiarisation visits to divisions to
obtain a general overview of crime, which broadly
informed the inspection planning process. The

inspection then gathered material through:

e Formal information requests to the Garda

Siochéana;
e Structured interviews and focus groups;

e Field visits to all garda regions and seven

divisions therein;

® Detailed data analysis of the garda incident
recording system (PULSE?);

e Examination of case files;

¢ Examination of samples from the Computer
Aided Dispatch (CAD) system and paper
based dispatch records;

¢ TField visits to comparable jurisdictions;

e Desk-based research.

Having met with the then Garda Commissioner
and the Garda Siochdna senior management team,
the Inspectorate visited seven of the twenty-eight
garda divisions, one in each garda region and two
in the Dublin Metropolitan Region. The divisions
chosen provided a balance of urban and rural

policing challenges.

2 PULSE is an acronym for Police Using Leading Systems
Effectively. PULSE is an IT. enabled Service Delivery Project.
PULSE comprises of seventeen operational and integrated
system areas, e.g. Crime Recording, Processing of Prisoners
and Traffic Management.
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Field Visits

Each field visit to garda divisions and all national
units involved structured interviews with rank-
specific focus groups, specialist focus groups,
police staff, local association representatives and
reserves, thereby ensuring representation of all
relevant garda stakeholders. Approximately 1,000
garda members and staff were interviewed in
either one-to-one interviews or in rank/grade
specific focus groups. To assist with the field visits,
the Inspectorate asked the seven selected divisions
and all national units to complete a pre-visit self
assessment template with background information

on the specific areas under review.

These field visits were facilitated by the local
divisions and national wunits. This included
releasing staff to meet with the Inspectorate. The
participation, ideas and suggestions provided by
all those interviewed is very much appreciated by
the Inspectorate. The contributions of all the people
that met with the Inspectorate are reflected in many

of the recommendations in this report.

External Stakeholders

During field visits, interviews were also conducted
with local representatives of the Probation Service,
the HSE, the Courts Service, the relevant State
Solicitor, County Manager, the Chairperson of the
Joint Policing Committees and some victim support
services. Each field visit was followed by de-briefing
the divisional officer on key observations. A full list

of stakeholders is provided at Appendix 1.

Research Visits

International field visits were made to the Police
Service of Northern Ireland (PSNI), Police
Scotland, London Metropolitan Police (MPS),
Surrey Police Service, Hertfordshire Police, West
Yorkshire DPolice, Greater Manchester Police,
South Wales Police and the Danish Police Service.
Meetings were also held with the Home Office in
London and the police inspectorates in England
and Wales, Scotland and Northern Ireland. In
addition, the Chief Inspector gathered material at
two major police conferences in the USA with chief
officers of the major city police departments in the
USA, Canada and UK. A questionnaire template
was also circulated to a large network of US and



Canadian police. The Inspectorate also held video-
conference calls with the Western Australian and

New Zealand police.

Data Analysis
The material gathered from the interviews in
Ireland was cross-checked against five main data

sets from samples of:

1. Volume Crime Case Reviews;
2. PULSE entries;
3. Computer Aided Dispatch (CAD® and

control room call data;
4. Case files and custody records;

5. Formal information request to the Garda

Siochéna.

These data sets will be referenced regularly in every
part of this report.

PULSE Crime and Incident Recording

The Garda Siochdna has an incident and crime
recording system called PULSE. When a crime or an
incident is reported to the Garda Siochana, a PULSE
record is required to be completed and a crime
recorded when there is reasonable probability that

a crime took place.

Volume Crime Case Reviews

An important component of the crime investigation
report was the identification and tracking of 158
calls made by members of the public to the Garda
Siochana in 2012, reporting that a crime had taken

place.

During field visits to the seven divisions, the
Inspectorate checked electronic and paper records
of calls received at garda stations to reports of
assault, burglary, domestic violence, robbery and
vehicle crime. These are the types of crimes that are

dealt with on a daily basis by garda districts.

The 158 calls selected consisted of at least four calls
per division inspected, for each of the above five
crime categories. In some cases, it was unclear from
the record of the call as to what action was taken

with the crime and as a result, some additional

3 Computer Aided Dispatch (CAD) is an electronic system
that records the details of all emergency and non-emergency
calls.
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calls were also included. The calls were randomly
selected from the available records and on the
basis that a member of the public, who contacted
the Garda Siochéana, stated that a crime had been

committed when they made the call.

Each call identified was categorised as a case. All
information recorded by the Garda Siochdna on
the 158 cases was requested and reviewed from
the first point of the call, through to the conclusion
of the investigation. The information requested
included any PULSE record that was created for
the calls received, the details of any suspect that
was identified and any case files or records relating

to an arrest, detection or prosecution.

In its examination of these cases, the Inspectorate
focused on calls received, in most cases, twelve
months before the Inspectorate conducted field
visits. By concentrating on calls received in 2012,
it allowed the examination to consider the full
process of a crime investigation over a twelve
month period from reporting through to a
prosecution. It also provided a good opportunity
to review incident recording and record keeping,
which are vital for the proper and thorough

investigation of crime.

The process of examination conducted by the
Inspectorate is referred to as the Volume Crime
Case Reviews. The examination of these cases

focused on:

® The recording of the original calls from the
public;
® The initial response and investigation of the

incident or crime;
® The recording of the incidents or crimes on

PULSE;

e The investigation process and who

investigated the crime;

e Management of any suspects and the
detection (solving) of a crime;

® The outcome of any court prosecution or
other criminal justice disposal;

* And most importantly, the service that was

provided to victims.

Following the request for information on these
cases, the Inspectorate received a large amount
of related PULSE records, case files and other



documents. Inresponse to the information supplied,
the Inspectorate requested additional information

and documentation from the seven divisions.

Parts 2 to 11 of this report examine what happened
to those 158 cases from the time of that first call
to the Garda Siochdna, through to any court

appearance for a suspect that was identified.

PULSE Data Analysis and Sampling

As part of the inspection process the Inspectorate
carried out extensive analysis of the use of PULSE
as an incident and crime recording system. The

analysis included:

e [Initially, a desktop examination of data
provided by the Garda Siochédna following a
request for information by the Inspectorate.
This information request sought data on a
range of topics including deployment and
fleet information as well as details relating

to incident recording;

* The second involved direct sampling of
almost 1,500 PULSE crime incident records
by the Inspectorate. This sampling took
the form of a number of visits to Garda
Headquarters to examine the PULSE
system. The exercise in sampling resulted
in the collection of PULSE incident record
information, which became the basis of
the Inspectorate’s analysis on incident

classification, reclassification and detections.

Contact with Victims

Victims are at the heart of this report and the
Inspectorate reached out to victims in a number
of ways. The intention was to establish the level of
service provided by the Garda Siochdna or other
criminal justice partners and most importantly to
understand the experience of victims. Following the
selection of the 158 Volume Crime Case Reviews,
the Inspectorate wrote a letter to some of the callers
who contacted the gardai about those crimes,
asking for an opportunity to discuss the level of
service provided. The Inspectorate did not attempt
to contact callers in cases involving domestic
violence or assaults where a letter might cause
difficulties for the person who called for help. The
Inspectorate sent the letter via the Garda Victims

Liaison Office who sent an accompanied letter to
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the victims of those crimes. The Inspectorate also
spoke to victims of crime who were referred by the
Crime Victims Helpline and non-governmental
organisations (NGOs). The Inspectorate was also

contacted directly by victims of crime.

The material provided by the victims who spoke
to the Inspectorate has been very valuable in
the consideration of this report and has greatly

informed the recommendations.

5. Structure of this Report

This inspection was the most extensive piece
of work conducted by the Inspectorate to date.
It examined the whole operation of the core
investigative functions of the Garda Siochana,

including crime policies, procedures and training.

This report contains a large number of
recommendations designed to assist the Garda
Siochédna in delivering the best possible customer
service efficiently. It includes recommendations
to improve implementation of policy and to
modernise equipment and technology. In order to
ensure maximum opportunity for implementation,
the recommendations are divided into those which
can be implemented in the short term (zero to six
months), medium term (six to twenty-four months)
and long term (more than twenty-four months).
Most of the recommendations are directed towards
action by the Garda Siochdna but there are other
responsible organisations and authorities within or
relevant to the efficiency of the crime investigation
process. The Department of Public Expenditure
and Reform, the Department of Justice and
Equality, the Irish Prison Service, the Office of
the Director of Public Prosecutions (DPP), the
Courts Service, Probation Service, Forensic Science
Laboratory and other partner agencies all have
parts to play in ensuring that the criminal justice
and investigation system runs efficiently and
effectively. Change within the Garda Siochana will
make a difference, but it is only through a cross-
organisational collaborative approach that real and

lasting progress can be made.

It should be noted that this report has been written
prior to the establishment of the proposed Garda
Siochédna Authority. It may be that the Authority
will be responsible for some of the functions



relevant to the recommendations in this report.
At the time of the completion of this report, the
Inspectorate was not in a position to assess the
impact of the establishment of the Authority on
the ownership of recommendations. This is a
matter which will have to be considered by the
Department of Justice and Equality, in conjunction
with the Inspectorate, once decisions on the roles

and functions of the Authority have been finalised.

A number of the recommendations fully reiterate or
update recommendations previously made by the
Inspectorate. It is the Inspectorate’s view that had
action been taken to implement several of those
recommendations, the findings of this inspection

would be quite different.

Presentation of the Report

Because of the complexity of each step in the crime
investigation process, the report is divided into
eleven separate parts which can be read separately,
but which are intrinsically linked. The report is

constructed as follows:

e Part 1 outlines the crime prevention process;

e Part 2 focuses on the crime investigation

context, structure and deployment;

e Part 3 examines calls for service and the
first steps in an investigation;

e Part 4 reviews the recording of crime
incidents;

e Part 5 looks at crime management;

e Part 6 examines how crime is investigated;

e Part 7 is a very important part, reviewing
how victims are dealt with in the
investigation of crime;

e Part 8 explores the gathering and evaluation
of information for policing intelligence
purposes;

e Part 9 focuses on the investigation of
suspects and detention at garda stations;

e Part 10 examines young and adult offender
management;

¢ Part 11 completes the review of the process

with a very important section on detection

of crime and bringing offenders to justice.

The Appendices include additional charts and a
list of the groups interviewed.
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During the final stages of this inspection, the
Minister for Justice and Equality requested the
Inspectorate to examine the issues identified in
the Guerin Report in the context of the Crime
Investigation inspection. The Inspectorate’s report

on this matter is included as an Addendum.

It must be noted that the overall impression
gleaned from the field visits is of an organisation
with a majority of very dedicated and committed
staff who strive to make their communities
safer places in which to live, visit and work. The
lengths to which many members go to do their
duty properly may not always be clear to the
general public, but the Inspectorate met many
committed members and staff, some of whom
take personal risks on a daily basis to make
Ireland a safer place. The findings in this report
in no way diminish their efforts. On the contrary,
the report shows that despite poor technology,
some weak processes and gaps in supervision, a
lot of decent men and women work very hard on

a daily basis to deliver a good policing service.

6. The Way Forward

This report contains a large number of
recommendations for action by the Garda
Siochana and other organisations, whose work
impacts on the delivery of criminal justice in
Ireland. The report highlights areas requiring
immediate action. It is essential that the report
is considered holistically to ensure that the
maximum benefit can be derived from this

inspection.

Recommendation 1

The Garda Inspectorate recommends that the
Department of Justice and Equality establish
and task a criminal justice service group,
comprised of the agencies and stakeholders
that are responsible for community safety in
Ireland, with overseeing the implementation
of all of the recommendations accepted from
this report.

The Inspectorate has also been requested to
review the structure and operational deployment
of the Garda Siochana under the Haddington
Road Agreement. Throughout this inspection, the
Inspectorate identified issues which will be further
developed in the Haddington Road Review. These

issues are referenced in this report.
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1.1 INTRODUCTION

The number one priority for any police service must be the prevention of crime.

Before embarking on the journey through the crime investigation process, it
is important to remember that many crimes can be prevented. Police services
place great emphasis on trying to prevent a crime from occurring in the first
place. The crime prevention process is also about reducing police demand and
particularly reducing the numbers of people who become a victim of crime.
Prevention saves personal costs to victims, organisational costs across the
public sector, particularly in the criminal justice services, as well as societal
costs.

Most crime is opportunist, such as the burglar who commits a crime because
a possibility arose and not because it was planned. New opportunities for
crime arise through new products entering the market, and criminals find
new ways to commit offences. It is important that police services influence
manufacturers and architects to design products and buildings that reduce
offending opportunities for criminals.

Early in the 19th Century, Sir Robert Peel outlined nine basic principles of
policing, which became the foundation for policing in countries around the
world. The following are three of those principles that refer to crime prevention
and are still relevant today:

* Thebasic mission for which the police exist is to prevent crime and disorder;

* Police must secure the willing co-operation of the public in voluntary
observance of the law to be able to secure and maintain the respect of the
public;

* The test of police efficiency is the absence of crime and disorder, not the
visible evidence of police action in dealing with it.

Part1 | 1



1.2 Crime Prevention
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In all parts of this crime investigation report, crime

prevention is strongly featured. The following

table shows the aspects of crime prevention that

are covered in Parts 2 to 11 of this report and how

changes in police activity can prevent crime.

Parts of the Report Crime Prevention Activity

Part 2
Divisional Policing

Part 3
First Response

Part 4
Incident Recording

Part 5
Crime Management

Part 6
Investigating Crime

Part 7
The Victims Experience

Part 8
Intelligence Led Policing

Part9
Investigation and Detention of
Suspects

Part 10
Offender Management

Part 11
Detecting and Prosecuting
Crime

Change to a divisional structure to release gardai for pro-active patrolling;

Focus superintendents on crime prevention and crime investigation;

Enhance front-line supervision;

Develop a resource allocation process that matches resources to policing demands;
Review the Garda Siochana roster to ensure that it matches resources to demands;

Ensure that all operational units are briefed, tasked with a crime prevention initiative
and de-briefed at the end of a tour of duty.

Improve the recording of calls from the public and deployment of available resources;

Respond to fast time crime incidents by re-deploying resources to prevent further
crimes;

Provide data on call demand to allow better deployment of resources;

Deploy garda reserves in a more pro-active way such as patrolling crime hot spots;
Improve the quality of crime scene examinations to identify offenders.

Improve the categorisation of crime to allow for more accurate analysis;

Increase garda visibility by ensuring that gardai do not have to return to a garda
station to complete a record of a crime;

Ensure that GPS co-ordinates are included in all crime records;

Reduce delays in completion of crime recording to allow for more accurate analysis of
particular crime types and dissemination of data for crime briefings.

Improve the re-categorisation of crime to allow for more accurate analysis of particular
crime types and patterns of offending;

Improve crime management processes to release gardai for pro-active patrolling.
Reduce crime investigations required by regular unit gardai to release uniform units to
conduct crime prevention activity;

Reduce incidents of domestic violence by providing a better service to victims and
focusing on violent offenders;

Effectively use CCTV and ANPR in crime prevention and crime investigation;
Reduce the time taken to investigate crime and to deal with suspected offenders.
Provide information on support organisations and networks for victims of crime;
Develop a policy to identify and respond to repeat victims of crime.

Use intelligence to task all operational units daily;

Focus Garda Siochana operations on those offenders who present the greatest risks;
Develop information sharing protocols with key partners agencies;

Develop Covert Human Intelligence Sources on volume crime offending;

Enhance confidential call lines to encourage members of the public to report suspicious
and criminal behaviour.

Reduce the time taken to investigate crimes with named suspects;
Improve garda skills in gathering evidence and interviewing suspects;
Develop an early arrest referral scheme for those prolific offenders who are drug users.

Develop a multi-agency co-located integrated youth offending service;

Promote the use of restorative justice processes;

Develop a multi-agency, co-located and integrated adult offender management service;
Ensure that high risk sex offenders are closely monitored;

Prioritise high risk warrants and warrants for high risk offenders;

Ensure that high risk offenders on bail are closely monitored.

Ensure that cases with named suspects are progressed effectively;
Reduce delays in bringing cases to court;

Reduce the number of gardai involved in court processes and release members for
operational duties.



The table highlights the importance of crime
prevention activity to prevent crime through
intelligence led policing and good offender

management processes.

1.3 Crime Prevention in the
Garda Siochéana

Crime Prevention Policy in the Garda
Siochana

In 2013, the Garda Siochana published a
document entitled ‘Community Crime Prevention
Programmes’. The document highlights the
importance of engaging local communities
in activity that encourages the two-way flow
of information between the police and the
community and engages local people in looking
after their own communities. However the Garda
Siochdna has not published a crime prevention
strategy that articulates how all available
resources will be used more effectively to reduce
crime. The Inspectorate believes that crime
prevention should be the number one priority for
the Garda Siochana and that there should be one
comprehensive and strategic document outlining

how garda resources will be used to prevent crime.

Recommendation 1.1

The Inspectorate recommends that the Garda
Siochdna develops and implements a crime
prevention strategy that articulates how
garda resources will be used to prevent crime.
(Short term)

White Paper on Crime and Anti-Crime
Strategy

The Inspectorate is aware that work by the
Department of Justice and Equality on the
development of a White Paper on Crime, which
incorporates a National Anti-Crime Strategy; is at
an advanced stage, following an extensive
consultation process. As policing responses are
a key component of the Strategy, finalisation of
this project needs to be considered in the context
of developments with respect to the review
of governance arrangements for the Garda

Siochéana.
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Designing Out Crime

‘Designing out crime’ is a concept which explores
crime prevention opportunities at the stage of
product development or creating plans for major
developments and is an important aspect of crime
prevention. In the US, Crime Prevention through
Environmental Design (CPTED) is a component
in all police crime prevention units. The Garda
Siochéna are also committed to CPTED and offer
services on the Garda website, but the Inspectorate
found limited evidence that the Garda Siochana
are engaged with manufactures and architects to
design out crime in new homes and buildings in
Ireland. In the UK, ‘Secure by Design’ (SBD) is a
well established crime prevention process in the
design phase of building developments. Research
over thirty years shows that police recorded crime
levels are lower on SBD estates, residents in those
estates felt safer and importantly offenders felt less

comfortable entering SBD properties.

Garda National Crime Prevention Unit

The Garda National Crime Prevention Unit (NCPU)
is part of the Community Relations Division and
is centrally based in Dublin. This is a small unit
that provides support to operational divisions and
national units in respect of crime prevention advice.
In particular, the unit provides support to divisions
that are trying to establish new Community Alert
and Neighbourhood Watch schemes.

The unit also provides crime prevention advice
on the Garda Portal (the Garda Siochédna internal
website) and for the benefit of the public on the

Garda Siochédna external website.

As a result of budgetary limitations during the
last four years, the unit has had limited capacity to
supply literature, such as crime prevention packs
for victims. It has also stopped hosting an annual
conference for garda crime prevention officers.
The unit has the remit for developing crime
prevention policy, but there has been limited policy

development over the last few years.

Garda Crime Prevention Officers

Each division should have a dedicated Crime
Prevention Officer (CPO), usually at sergeant
rank. The Inspectorate supports the use of crime

prevention officers, although assignments should



be based on skills and should not be dependant on
rank or sworn powers status. Some of the divisions
visited did not have a CPO at the time of the field
visit and divisions were told that the vacancy
could not be filled. The Inspectorate understands
that authority to replace those CPOs has now been
granted.

In other jurisdictions, crime prevention specialists
are particularly engaged at the early stages of
planning applications for new major developments,
providing advice on all aspects of crime prevention
design. As part of the planning application process,
plansaresenttolocal police divisions for their views.
In major developments, police crime prevention
officers play a significant role and planning
committees take into account recommendations
from crime prevention officers, before planning
decisions are made. Sometimes changes can
be small, such as increased lighting or security
fencing and sometimes the recommendations can
be extensive, such as including CCTV systems or
redesigning parts of the development. Currently
in Ireland, there is no formal process to pass plans
to CPOs. As part of the inspection process, the
Inspectorate met with County or City Managers
across the seven divisions and CPOs in post. All
of those interviewed saw obvious merits in this
approach, but currently have no formal process for
referring such plans. This needs to be addressed to
ensure that crime prevention is fully considered in
any major development. Some of the Garda CPOs
are trained in environmental design, but these

skills are not always sought or applied.

Recommendation 1.2

The Inspectorate recommends that the
Garda Siochana agrees a protocol with local
authorities to ensure that major development
planning applications are reviewed by crime
prevention officers trained in environmental

design. (Medium term).

This is a recommendation that may need to be
considered in conjunction with the Department
of the Environment, Community and Local

Government.
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Deployment of Crime Prevention Officers
The Inspectorate found an inconsistent approach to
the use of CPOs across the seven divisions visited.
Some CPOs are invited to attend local crime
management meetings and some are not included.
The Inspectorate believes that CPOs should be fully
engaged in all crime meetings and particularly
at tasking and co-ordinating meetings. In terms
of crime prevention, a good model of approach is
to focus on Victim, Offender and Location (VOL).
CPOs can play a key role in both victim and location
target hardening,! which will greatly impact on
offender behaviour.

Good Practice

During field visits, the Inspectorate identified
the following good practice initiatives led by

crime prevention officers:

* Developing local business watch schemes;
e Launching text alert schemes;
® Participating in local radio shows;

* Crime prevention initiatives such as “‘Farm
Watch’ that included cross border co-

operation with the PSNI.

A CPO described crime investigation and crime
detection as only impacting on a very small
percentage of the public, but crime prevention can

help everyone.

Recommendation 1.3

The Inspectorate recommends that the Garda
Siochdana develops a Standard Operating
Procedure for the use of crime prevention
officers to reduce offending opportunities.
(Short term).

To achieve the above recommendation, the

following key action needs to be taken:

e Review the need to deploy sergeants and

sworn members as crime prevention officers.

1 Asecurity term for crime prevention initiatives to strengthen
the security of a business or a home to reduce the risk of a
crime.



Crime prevention officers informed the Inspectorate
that the National Crime Prevention Unit (NCPU)
used to provide more literature and more direction.
Initiatives previously generated by the NCPU
included monthly crime prevention themes that
ensured that Garda CPOs were -consistently
deployed.

Recommendation 1.4

The Inspectorate recommends that the
Garda Siochana National Crime Prevention
Unit provides central co-ordination and
support to crime prevention officers activity
to ensure consistency of deployment.
(Short term).

Crime Surveys

CPOs and gardai conduct crime surveys to improve
home and business security and provide crime
prevention advice. Crime surveys are generally an
assessment of the security of a home or a business
with recommendations to improve security and
safety. This can be practical advice, such as better
window locks in a home and information to

businesses about safer cash handling arrangements.

Surveys are often completed after a crime has taken
place, although it is more productive to try and offer
a crime survey to prevent a crime from occurring.
CPOs do not have the capacity to complete crime
surveys for the majority of people who require
crime prevention advice. This is usually provided
by a garda at the time of dealing with a crime, or
a community garda is asked to provide security
advice to a person or community group concerned
about becoming victims. The Garda Siochdna must
ensure that gardai are provided with the necessary
skills to conduct crime prevention surveys.
Following burglary offences, community gardai
are often tasked to revisit a victim and to call on
neighbouring properties to advise occupiers that a
burglary has taken place. This is good practice, as it
alerts communities to the fact that a burglar may be

operating in that area.

CPOs are usually tasked to complete surveys for
businesses, or after a serious crime has taken place
or where the victim is particularly vulnerable.
With business premises, there was an inconsistent

approach to the monitoring of crime surveys. Some
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CPOs complete business surveys, but do not check
to see if recommendations were implemented. Some
CPOs re-visit businesses and are often frustrated
when recommendations are not put in place as they

do not have authority to ensure compliance.

Across the divisions visited, the Inspectorate
found an inconsistent approach in the provision of
crime prevention packs to victims of crime. Crime
prevention packs are usually provided to victims of
burglary to try and minimise the opportunity of a
repeat offence. In some divisions, crime prevention
information was made available to victims of
burglaries. In other divisions, no literature was
available. The Inspectorate believes that there
should be a national standard to delivering crime
prevention advice and to the provision of literature

to victims of crime.

Recommendation 1.5

The Inspectorate recommends that the Garda
Siochdna develops a national standard for
conducting crime surveys and providing

crime prevention literature. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Create a national standard crime prevention
pack for Garda Siochana priority crime
victims;

e Ensure that all gardai are trained to an
appropriate level to conduct an effective

crime prevention survey;

e Ensure that surveys for businesses are
monitored and checked for compliance and

crime outcomes.

Text Alert

The NCPU launched ‘Text Alert” in 2013, which
allows the gardai to send fast-time information to
members of the public who have signed up to the
scheme. This is now operating in several divisions
and requires members of the scheme to pay a small

sum to receive messages.

During community meetings attended by the
Inspectorate, there was some very positive feedback
on text alert schemes where communities receive
regular information. The Inspectorate was also

informed that some text alert schemes often rely



on an individual garda to send out alerts. It was
reported that if that garda is not at work, members
of the scheme do not receive information. Some
police services have incorporated text alert into
police telephony systems and messages are sent
directly from control rooms, rather than relying
on an individual officer to send out messages. The
Inspectorate is aware of successful notifications
from text alert schemes that have led to the

prevention of a crime or the arrest of an offender.

Recommendation 1.6

The Inspectorate recommends that the Garda
Siochana reviews the process for providing
information to text alert schemes and explores
options for enhancing the information that is

provided. (Medium term).

How Can the Public Help?

As mentioned earlier, many crimes are opportunist
and CPOs publish messages through local radio,
newspapers and Crimecall to remind people
not to leave items on display in vehicles and for
householders to remember to lock doors and close
windows when they are going out. Another public
message reminds young people who are stopped
and asked for the time by a stranger to be careful
as this can be used as an opportunity to snatch and

steal their mobile phone.

The Garda Siochana needs the public to report
suspicious behaviour before a crime takes place.
Where a person believes that a crime is about to
be committed they should dial 999 and report the
circumstances. In Part 8 of this report, there are
details of other options on how to report suspicious
activity to the Garda Siochdna in non-emergency

circumstances.

Watch Schemes

Since 1985, the Garda Siochédna has developed 1,345
Community Alert Schemes (rural schemes), 2,345
Neighbourhood Watches Schemes (urban schemes)
and a number of business watch and specialist
schemes such as Campus Watch. Half of all
Neighbourhood Watches are operating in Dublin.
These schemes are developed locally by districts
and divisions and rely on support from community

policing gardai and local crime prevention officers.
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The various schemes are an excellent way of
engaging local communities and businesses in
crime prevention initiatives and particularly to
look after members of the community who are
vulnerable. Schemes require local co-ordinators,
who operate on a street and area level for
maximum effectiveness. This allows gardai to
link into a small number of representatives from
individual schemes, who co-ordinate the activity of

scheme members.

Schemes are often initially very effective as
community members are engaged and focused on
activity to reduce crime. Whilst schemes should be
self-sufficient, they require information on crimes
that are occurring and occasional visits at meetings
from local gardai. Over time, and particularly if
successful in reducing crime, community members
can lose interest in the scheme, which can become
dormant (inactive). Of the schemes in operation,
gardai have estimated that approximately 30% are
currently dormant and need to be re-launched.
Schemes are most successful when members are
actively involved by reporting incidents to the

gardai and holding meetings with residents.

During field visits, the Inspectorate found that all
divisions had reduced the numbers of community
gardai and two divisions effectively had no full-
time community officers. The Inspectorate was
informed that the loss of community officers was
already impacting on the service provided to

community watch schemes.

On an annual Dbasis, divisional chief
superintendents and district officers are required
to meet with Neighbourhood Watch and

Community Alert members operating in their area.

Are Schemes in the Right Place and are they
Working?

Apart from the numbers of Neighbourhood Watch
and other schemes in operation, there are very few
garda metrics that measure the success of schemes.
The Inspectorate was unable to establish if schemes
are actually operating in crime hot-spots and in the
right places and whether crime in the areas where
schemes are operating is increasing or decreasing.
The identification of the location of schemes and
crime hot-spot locations would assist prioritisation
in re-launching dormant schemes or developing

new ones.



Recommendation 1.7

The Inspectorate recommends that the Garda
Siochana conducts an analysis of crime
hot-spots to identify priority areas for re-
launching dormant schemes or developing

new ones. (Short term).

Fear of Crime

Fear of crime can often be disproportionately
higher than the reality of becoming a victim. This
can have a major impact on peoples’ lives and can
affect particular community groups, such as the
elderly. Fear of crime can be impacted by a number
of factors, such as high profile incidents and
increased or sensationalised media reporting. The
visible presence of patrolling gardai and regular
information about crime in a community area can

significantly help to reduce the fear of crime.

Most districts maintain a register of vulnerable
members of the community and gardai are tasked to
call on people to provide reassurance and practical

crime prevention advice.

There are currently no indicators in place to
measure the fear of crime. The last Public Attitude
Survey (PAS) was completed by the Garda Siochana
in 2008. At the time of finalising this report, the
Inspectorate was informed that the Garda Siochdna
intends to conduct a PAS and has invited tenders

for the contract.

Garda Website

Most CPOs expressed the view that the Garda
Website for crime prevention could be improved.
The Inspectorate was informed that businesses and
local people often use websites other than the Garda

Siochana website, for crime prevention advice.

Recommendation 1.8

The Inspectorate recommends that the Garda
Siochdna reviews the provision of crime
prevention advice on the Garda Website and
seeks to adopt best international practice.
(Short term).

To achieve the above recommendation, the

following key action needs to be taken:

* Promote crime prevention information that

is available on the Garda Website.
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New Community Policing Model
A new community policing model has been
introduced in the North Central Division of the

Dublin Metropolitan Region.

Good Practice

In this division, the customer base has been
segmented along geographic, demographic,
and socio-economic lines, with specific focus
on local garda ownership of geographically
defined small areas (based on the CSO census
data 2011). Individual community gardai have
adopted a targeted approach to formal, pro-
active management of key customer groups and
their respective requirements; analysing those
requirements and responding to them through
investigations and operations. Key groups
covered include victims, main stakeholders,
residents of the small areas and recidivist
offenders. All issues are logged and tracked
using internal structures, which includes close
management oversight and accountability.

The model focuses on a customer-centric
approach and customer information is
obtained through local community interviews
and questionnaires. The response to issues
raised includes policing operations such as
‘Tempest’” and ‘Spire’, which tackled anti-
social behaviour associated with drug related
activity.

Property Marking

During the inspection the Inspectorate found that
property marking had not really progressed as a
concept. CPOs informed the Inspectorate that there
is limited equipment made available to do this.
Property marking equipment is not provided from
central budgets.

In other policing jurisdictions, concerted efforts
have been made to encourage the members of
watch schemes to mark property and particularly
items of sentimental or high value. Neighbourhood
Watch and Community Alert schemes provide an
excellent platform to encourage and help people
to mark their property. The marking of property
serves two purposes. Firstly, to deter criminals

from stealing property that may be traced back to



the scene of a crime and secondly, to enable the
police to return any recovered property. Bicycles are
frequently stolen and often police services recover
bicycles, but are unable to restore them to the
rightful owner. Marking bicycles though schools
and Neighbourhood Watch schemes is an area that
could be utilised. In some jurisdictions, ultraviolet
marker pens are sponsored and distributed at
neighbourhood watch meetings. In the US, some
police stations have electric marking tools that are
available to Neighbourhood Watches to mark items

of property.

Use of DNA

DNA is increasingly being used as a crime
prevention tool and it has opened up a new
approach to crime prevention and detection. DNA
products can be applied to property items and can
be linked to a specific address. This approach to
property marking is operating in New Zealand, the
U.S. and in the UK.

Businesses can install DNA systems that activate
when a burglary occurs, coating a suspect with a
fine DNA spray. The spray leaves a DNA imprint
that is only visible under ultra violet (UV) light.
Home owners are able to use DNA Kkits to mark
items of value, which can be traced back to where
it was stolen. Some police services are also using
DNA in decoy vehicles, where an item is left on
display and a suspect breaking into the car is
coated in DNA. Officers conducting searches on a
suspect’s address use UV lamps and many police
stations now have UV lamps at points of entry
for offenders brought into custody. Notices of the
application of the system are posted as a deterrent
to a criminal entering an area or approaching
a house. This system is of benefit to businesses
and private homes and the return of items of
sentimental value can have a significant impact on
a victim’s recovery. In some policing areas, the local
authority and the police provide DNA marking
kits for areas where burglary offences are most

prevalent.

Theissue of providing property marking equipment
including DNA may be suitable for sponsorship
activity.
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Recommendation 1.9

The Inspectorate recommends that the
Garda Siochana promotes property marking
initiatives through local Neighbourhood
Watch and Community Alert schemes and
explores the application of DNA products.

(Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Consider sponsorship opportunities.

Victims

For targeted crime prevention advice, there is a
need for more detailed analysis of crime to identify
if a particular crime is impacting on a particular age
group of victims or a particular community. This

allows far more targeted crime prevention activity.

Recommendation 1.10

The Inspectorate recommends that the Garda
Siochana tasks garda analysts to conduct
enhanced analysis of crime in respect of
identifying trends in victims and developing
activity to reduce victimisation rates.

(Medium term).

Distraction Burglaries

There are a number of criminals who target
vulnerable people by using deception to gain
entry into homes or businesses, using a variety
of methods; such as purporting to be officials
from utility companies or the gardai. Once inside,
offenders steal property and often leave a victim
unsuspecting that a crime has taken place. The
impact of this sort of crime is significant and
sometimes victims are too embarrassed to report
the crime. In cases of very vulnerable people,
offenders often return and victims are repeatedly
targeted.

Other police services use digital systems, which
are effectively small CCTV cameras that can be
concealed in suitable places. The devices are fitted
by the police, who download recordings following
a crime to identify and prosecute suspects. This sort
of evidence removes the need to rely on the evidence
of a victim, who may not be able to identify the

suspect, and often the footage provides sufficient



evidence to secure a conviction at court. It is
another initiative where police and local authorities
have purchased devices and deploy them to protect

vulnerable members of the community.

Recommendation 1.11

The Inspectorate recommends that the
Garda Siochana explores new technology
opportunities for the use in prevention and

detection of crime. (Medium term).

Reducing Demand

Internationally, police services regularly attend the
same locations to deal with similar types of calls,
sometimes involving repeat victims and suspects,
or a particular nightclub, a street or a person
that regularly comes to notice. Often, different
police officers are sent to deal with the identical
situations and there is no ownership to look for a
long term solution. Other policing organisations
have examined hot-spot locations and people that
generate regular calls for police services. Western
Australia Police identified the top twenty places
that required police attendance. By focusing on
problem solving and crime prevention initiatives,
the number of calls to these places reduced by 50%.
New Zealand Police identified the fifteen most
difficult areas to police, and targeted resources on
tackling the issues thatled to high incidents of crime
and anti-social behaviour. Problem Orientated
Policing is a much used international model for

addressing long term community problems.

Recommendation 1.12

The Inspectorate recommends that the Garda
Siochana conducts analysis of call data on a
divisional basis to identify the top places that
generate demand for policing services and
introduces initiatives to reduce the impact on

local policing. (Medium term).

Dealing with Anti-Social Behaviour

During community meetings attended by the
Inspectorate, participants said that anti-social
behaviour is not effectively addressed and that
community members regularly contact the gardai
about recurring problems. Addressing complex
problems with sometimes very challenging

individuals is not always the sole remit of the Garda

Crime Investigation Report
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Siochana. Often individuals causing problems are
known to more than one agency. In many police
services, long term problem solving is taken on by
community or neighbourhood officers who engage
partner agencies to look for long term solutions.
With the reallocation of community police officers
the Garda Siochdna will need to consider what
partner agencies should be involved and internally

who will deal with long term community issues.

With regard to anti-social behaviour legislation,
the Inspectorate found some evidence of divisions
issuing behavioural warnings to persons causing
harassment, alarm or distress but limited evidence
of any banning orders obtained or full anti-
social behaviour orders in existence. Obtaining a
banning order requires the issuing of three or more
behavioural warnings in a six month period. This

enables a power of arrest for any breach.

Recommendation 1.13

The Inspectorate recommends that the Garda
Siochdna conducts a review of the use of anti-
social behaviour legislation and ensures that
the available powers are used effectively.

(Medium term).

CCTYV Mobile Buses
Marked and highly visible CCTV mini-buses are a

good example of interagency working in the UK.
In many cases, they are funded by local authorities
and in Westminster (London) two CCTV buses are
fully operated by local authority staff. The buses are
used to prevent crime and not to deal with traffic
matters. The buses overtly record as they patrol
and are parked in key hot-spot locations to prevent
crime and disorderly behaviour. The CCTV buses
provide a good deterrent in high crime areas and, if
a crime occurs, provide an opportunity to identify

suspects who may have been captured on footage.

Partnership Working

In the UK, legislation ensures that partner agencies
work closely together to tackle crime and disorder.
Local authorities often take the lead for crime
prevention and other community safety initiatives.
West Yorkshire Police has developed the Safer Leeds
Community Safety Partnership that brings together
the police, local authority and other key parties.
This initiative includes co-location of police and



partner agency resources and the local authority
head of services is responsible for the partnership.
Responsibilities of the partnership include
management of the counter-terrorism strategy
and the co-ordination of various multi-agency
panels for monitoring high risk sex offenders,
domestic violence victims and perpetrators of
violent crime. The partnership has an intelligence
unit that analyses crime and disorder, co-ordinates
the sharing of information and has easy access to

partner data, such as health and social care.

There are many crimes and challenges that
impact on more than one agency, such as domestic
violence, anti-social behaviour, street drinking
and violence. The Inspectorate believes that
divisional chief superintendents should engage
local senior partners in key organisations, such
as local authorities and the HSE, to tackle long
term issues that impact on all services. Partner
agencies also regularly visit vulnerable people at
home. Other police services have engaged health
workers and social workers and briefed them on
what information would help the police to prevent
a person from becoming a victim. This
arrangement also allows the police to receive

notifications from partner agencies.

At present in Ireland, partner agencies are not
statutorily required to collaborate to tackle crime
and disorder and partnerships across the seven
divisions visited operated in many different ways.
The Inspectorate did not identify any division
where partner agency staff are co-located. Local
authorities visited in the seven divisions expressed
an interest in how partnerships operate in other
policing jurisdictions and particularly where joint
working arrangements are in place. The absence of
a statutory footing for partnerships allows some

agencies to disengage from joint working.

Joint Policing Committees (JPCs) were established
under the Garda Siochdna Act in 2005 to allow
collaboration on local policing issues between
garda divisions, local authorities, elected members
and community representatives. JPCs currently
operate in all twenty-eight divisions. The
Inspectorate believes that these groups should be

fully engaged in crime prevention activity.

Crime Investigation Report
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The Inspectorate believes that tackling crime
and disorder and making places safer requires
many agencies to work together, to agree shared
priorities, to co-locate resources where appropriate
and to facilitate sharing of partner data. A stronger
divisional focus, with a single point of contact, will
facilitate enhanced partnership development and

working.

Recommendation 1.14

The Inspectorate recommends that the Garda
Siochédna designates chief superintendents to
engage key strategic partners to address key
issues that impact on all partner agencies and
to develop joint plans to tackle local crime

and disorder. (Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Ensure that Joint Policing Committees are

fully engaged in crime prevention activity.



O

GARDA
INSPECTORATE

ality

Workload

=
or PDivisional

Policing

o+
o
SUSPECT
S
)
o+
©

Investigatig

CRIME INVESTIGATION REPORT

PART 2 DIVISIONAL POLICING



1
Crime Investigation Report | Part 2: Divisional Policing

2.1 INTRODUCTION

Ireland is divided into six policing regions, each managed by an assistant
commissioner. Within those regions there are a total of twenty-eight policing
areas called divisions. In general, divisions are aligned to county boundaries,
althoughanumber of divisions cover two counties. Each divisionis commanded
by a chief superintendent with responsibility for the delivery of all policing
services, including crime investigation. Within divisions there are a number
of garda districts that are managed by superintendents.

In Ireland, divisions and districts are the real heart of the police service,
having responsibility for the day-to-day contact with members of the public,
particularly victims of crime and delivering the vast majority of front-line
policing services.

This part of the report looks at the crime profiles at divisional level, the current
divisional management structure, the role of senior managers and particularly
the responsibility of detective supervisors for the deployment of resources to
investigate crime. It also introduces the various resources currently available to
tackle crime and broadly indicates how alternative deployment could provide
a better service. A more detailed examination of current garda resources and
the process of investigations is provided in further parts of this report. This
part of the report recommends a model for the delivery of local investigative
policing services.

2.2 Divisional Crime Profiles Throughout this report, a number of types of crime

o ) . are specifically examined, and the Inspectorate

For statistical purposes, all crime reported in L.

) ) o focused on what happened when a victim or
Ireland is recorded in the division where the offence .

someone on their behalf contacted the Garda

took place. There are some small variations to this, . .
P Siochéna to report that a crime had occurred.

such as when a complex fraud takes place and it

is difficult to determine where the crime actually The Inspectorate took the following approach to

occurred. In these circumstances, the crime is determining how the Garda Siochina manages

recorded at the division where the victim made the calls for service and crime investigation:

complaint about a crime.

¢ What was the initial response by the first
garda that dealt with the victim and the

action taken to gather evidence;

Response to Complaints of Crime
As mentioned in the introduction to this report, the

Inspectorate visited seven of the twenty-eight garda .
P Vi v wenty-eight & e If a crime occurred, how was that recorded

divisions, two in the Dublin Metropolitan Region L . .
P 5 on the Garda Siochdna crime recording

and one in each of the other five garda regions. The system;
intention was to visit at least one division in each
region to allow comparison across the regions and
to visit a broad range of divisions that provided a

balance of both urban and rural policing challenges.



¢ Who investigated the crime and how long
did it take;

e  What was the outcome of the investigation;

* Was the victim updated on developments in

their case.

Types of Crime

Serious Crimes

Serious crime in Ireland is relatively low compared
to other police jurisdictions.! These crimes are
by their definition, the more serious and violent
offences that occur, such as murder, rape and
aggravated burglary. This inspection has examined
what happens when a serious crime takes place,
who is in charge of the investigation and what

resources are used to conduct an investigation.

There are a large number of national and specialist
units that are available to provide assistance with
a serious crime. This report examines what takes
place when a more serious crime occurs and the

support provided by national units.

Volume Crime

The majority of crimes that gardai investigate are
those that are referred to as volume crimes.? These
are crimes, which through their sheer volume have
a significant impact on the community and are the
types of crimes that gardai deal with on a daily
basis. Examples of crimes in this category include
assault, burglary, car crime, robbery and domestic
violence. Some of these volume crimes are clearly

serious offences.

Domestic Violence

Domestic violence is a high volume crime that has a
dramatic impact on victims and extended families.
Itis a crime where the offence often takes place in the
home and the offender is known from the outset. In
Ireland, domestic violence is not a specific category
of crime. This means that an assault committed
within the home by somebody in a relationship, or
a previous relationship with the victim, should be
categorised as an assault and a marker placed on the
crime record to show that it was a domestic violence

offence. This is really important, as the failure to

1 Serious crime is fully explained in Part 6 of this Report.

2 Volume crime is fully explained in Part 6 of this Report.
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correctly mark a crime as domestic violence related,
will make it very difficult to establish the true levels

of such crimes.

Sometimes arguments take place within the home
where no specific crime has taken place. Where
gardai are called to such an incident and there is
no specific crime apparent or criminal complaint
made, the incident must be recorded as a ‘domestic
dispute —no offence disclosed ". This is not a distinct
crime in law, but an incident category, and the
PULSE entry under this category is a formal record
of garda attendance.

Other Crimes of Note

Whilst drug offences are not one of the main
crimes that feature in this report, the Inspectorate
recognises that many of the volume crimes
committed are carried out by those who may
commit crime to fuel a drug habit. As part of this
report, the Inspectorate will specifically look at that
category of offender and identify opportunities
to divert them away from crime. The Inspectorate
examined cases of possession of drugs and the

outcomes of those cases.

Cybercrime is another crime that is not specifically
featured in this report, but the Inspectorate
recognises that this is a crime with increasing
reports and will become a significant volume crime
in the future with the growth in new and expanding

technology.

158 Volume Crime Case Reviews

Throughout this report, each Part will discuss the
findings of a sample of calls to the Garda Siochana
selected by the Inspectorate from each of the seven
divisions. Following field work visits to divisions in
the six regions, the Inspectorate randomly selected
at least twenty calls per division for a total of 158

calls across the following five crime types:

e Assault;

e Burglary;

e  Domestic Violence;
e Robbery;

e Vehicle Crime.



The selection of calls made in 2012 was designed
to allow a minimum of twelve months to elapse in
order to see what action was taken following the call.
It will become evident in the various parts of this
report that this request caused significant difficulty
for the Garda Siochana. In providing details and
case files for each call, and it identified discrepancies

in recording and investigative practices.

The process of examining these cases is referred
to in each part of the report as the Volume Crime
Case Reviews. The Inspectorate conducted most of
the field visits in 2013; and selected calls for review
received by the Garda Siochdna from members of the

public some twelve months earlier.
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2.3 Divisional Crime Levels

Chart 2.1 shows the overall recorded crime statistics
across the twenty-eightdivisionsin2012. Thisisbased
on information provided by the Garda Siochana to
the Central Statistics Office (CSO) and excludes some
traffic offences and some other minor offences. The
inclusion of traffic offences significantly impacts
on crime statistics. The information is displayed by
the number of crimes per 100,000 population and
the position of each division relative to the national
average, of the 243,968 total crimes reported in 2012.
This display is not for comparison purposes but to

show recorded crime levels.

Chart 2.1 shows a wide variance across the divisions.
It is important to recognise that a smaller residential
population, high footfall and higher crime levels
will obviously impact on this data.

Chart 2.1
All Recorded Crime in Ireland
By Division 2012 Per 100,000 Population
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Chart 2.2
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Crime Levels in the Divisions Visited
Chart 2.2 shows the total crime levels recorded
in 2012 per 100,000 population for the divisions

examined as part of this inspection.

The variances in crime levels in the divisions visited

are also highlighted in this chart.

Crime Types

Charts showing the crime levels for four of the
five volume crimes, which are the focus of this
inspection, are contained at Appendix 3. This crime
data is important when considering the various
sampling processes that are discussed in later parts
of the report. The Garda Siochdna was unable to

provide reliable data for domestic violence crimes.

2.4 A Divisional Approach to
Local Policing

Divisional Model of Policing

In most comparable policing services, the equivalent
of a division is the heart of local policing and while
there will be a number of other police stations

operating within a division, the model is very much

divisionally based.

This crime investigation report will highlight a
number of significant and compelling issues that
support a move away from the current district
structure, towards a divisional model. This can
effectively happen overnight, without additional
cost and with limited impact on local policing. The
main change is to the management of functions,
as outlined in this part and changes to working
practices from district to divisions can be sequenced

over a period of time.

Divisional Chief Superintendents

Divisions are generally aligned to county
boundaries with a chief superintendent in overall
charge. The Inspectorate found variations in the
way that chief superintendents operated across the
seven divisions visited. In some divisions, chief
superintendents appeared to be involved in all
elements of policing and in others appeared to be
more policy-oriented and district officers were the
focal point for operational decision making. The

number of gardai in each division varies greatly,
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with some chief superintendents working with
more than 600 members and some working with
less than 300.

Gardai in Non-Operational Posts

In garda districts, the Inspectorate found a
significant number of members in non-operational
roles. Of particular note were the high numbers
working in administration units, doing functions
that did not require sworn powers or police
expertise and are more suitable for police support
staff. In one division, the Inspectorate found five

gardai deployed in a divisional administration unit.

The Inspectorate acknowledges that there will be
occasions when gardai are restricted to a station,
but where practicable should be in roles that release
other gardai for patrol, such as public offices
or control rooms, not in administration units.
The Inspectorate believes that across Ireland, a
significant number of garda resources could be
released and reinvested into crime investigation or

other front-line services.

Administration Units

In all divisions visited, each district has:

¢ Its own separate administration unit;

e A further overall divisional administration

unit, sited within one of the district stations.

Some divisions also had other units doing
administrative tasks, such as a sergeant-in-charge

office.

All staff in these units reported duplication of
some functions. With regard to crime investigation
and case files, the Inspectorate found many
examples where both the divisional and the district
administration units were keeping copies of the

same case file in the same building.

Other policing jurisdictions have moved to
a single divisional model of administration.
The Inspectorate believes that all the district
administration units should be amalgamated
into one unit that services the needs of the
division. A single divisional administration unit

would be more efficient and would release a



considerable number of people currently working
on administrative duties for assignment to other

operational roles.

Unnecessary Administration
Throughout the fieldwork, the Inspectorate found
that case papers, case files and reports dominate the

operation of divisions. In one district station:

¢ Theadministration unitlogs correspondence

and reports;

e Sends them to the Public Office (in the same
building);

® The same documents are logged in another
register which are then collected by
individual sergeants who maintain their

own register.

The Inspectorate was informed by senior gardai
that they are still expected to write and sign reports
that are sent to regional offices and headquarters,
when in many cases an e-mail would appear to be
sufficient. There are clearly opportunities for better
use of the e-mail system and reducing the volume
of unnecessary reports that form part of every day

life in divisions.

The issue of bureaucracy should be addressed as a
national and corporate issue rather than individual
divisions trying to break through the many

obstacles and barriers that exist to prevent change.

Good Practice

The Inspectorate found some good examples
where individual administration units were
scanning documents and reducing the amount
of paper records kept. The introduction of
a national Garda Siochana correspondence
system to some divisions is seen as good
practice and the Inspectorate would encourage
the roll-out across all divisions to be completed

at the earliest opportunity.
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Operational Structure

The Inspectorate believes that the Garda Siochana
should develop a new policing model to deliver local
policing services. Divisions are well established and
the Inspectorate supports the retention of divisions,
but recommends a new approach that changes
the current district structure to a divisional one.
This approach will not necessarily require station
closures. The lead for a division should remain as
a chief superintendent, supported by a number
of superintendents with specific roles for key
functions. The intention is to free up senior garda
time from administrative tasks and to allow them
to spend more time with front-line gardai and local
communities. These functions will be discussed in

section 2.6.

Within districts, there are a number of units and
individuals that must be part of a new divisional
structure. This includes detective wunits and
Criminal Intelligence Officers (CIOs) who should
be amalgamated into divisional units. CIOs are
fully discussed in Part 8 and should be co-located
in newly developed divisional intelligence hubs.
Throughout this report, the Inspectorate will
recommend changes to the way crimeis investigated

that will support a new model of policing.

The Inspectorate notes that the Garda Siochana
has already considered models for operating at
divisional level and assigning senior gardai to
functional roles, rather than with geographic
responsibilities. The Inspectorate believes that the
Garda Siochédna are ready to remodel the delivery
of local policing based on divisions, rather than
on the current district structure. This crime
investigation report contains recommendations to
deliver better policing services and more effective
crime investigation. The current district structure
is a barrier to delivering a more efficient service and
the time is right to move to a new and more efficient

way of using resources.

A move to a divisional structure will remove many
of the inconsistencies that currently exist and the
Inspectorate believes that it will be much easier
to implement and monitor Garda policies across
twenty-eight divisions, rather than ninety-six

districts.



Recommendation 2.1

The Inspectorate recommends that the Garda
Siochana implements a new divisional model

of delivering policing services. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Develop a divisional approach to the

deployment of detective units;
¢ Create a single divisional intelligence hub;

e Develop a single divisional administration
unit and redeploy any additional resources
to crime investigation or front-line policing

services;

* Develop a divisional approach to the

deployment of regular units;

e Develop a divisional approach for the
deployment of specialist units ie. drugs

units, traffic and community policing;

* Seek all opportunities to utilise police staff

to release gardai for operational roles.

Recommendation 2.2

The Inspectorate recommends that the Garda
Siochana develops a bureaucracy taskforce
on a national level that brings together
representatives from divisions and specialist
units to prioritise key actions for reducing
unnecessary bureaucracy and waste of

resources. (Short term).

2.5 Delivery of Local Policing
Districts and District Officers

Within divisions there is a further structural
breakdown into garda districts, and within these
districts there are a number of stations. Districts
have responsibility for the delivery of policing
services in clearly defined geographical areas. The
numbers of districts within a division ranges from
two in Meath to six in Galway. As at April 2014,
there are twenty-eight divisions, ninety-six districts

and 564 garda stations in Ireland.
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Garda districts are managed by uniformed
superintendents, referred to as the district officer.
Each district officer has responsibility for providing
policing services in their assigned areas with key

responsibilities including:?

e Identifying district priorities and creating

plans and operational goals;

¢ Consulting and engaging local communities

and other stakeholders;
¢ Crime investigations;
e Prosecutions;
e (Crime detection;
e HR, resource and finance functions;

e Investigating Garda Siochana Ombudsman
Commission complaints and internal
discipline;

e Ensuring discipline and professionalism of
all staff.

At the time of the inspection, the number of people
in each district managed by district officers varied
greatly from approximately thirty in the smaller
districts to nearly 300 in the larger ones. The
Inspectorate does not believe that management or
cost efficiencies are delivered by a superintendent
supervising very small numbers of staff. In effect,
at the smaller stations and, in the absence of other
supervisors, superintendents are performing a
front-line supervision role, in addition to their

management responsibilities.

A district officer is in sole charge of a defined
geographical area within a division. Within a
district, a superintendent has responsibility for
providing a good police response to emergency
calls, for ensuring that crime is effectively
investigated and for making decisions as to whether
to prosecute people for certain crimes committed in

that area.

District officers informed the Inspectorate that
they believe success or failure as a district officer
is based on whether crime is rising or falling in
the district and the ability to detect offences that
have occurred. This perception of success criteria

has, in some divisions visited, encouraged district

3 Source: The Garda Code: Superintendent management and
leadership responsibilities.



officers to focus solely on their specific district,
rather than looking across all the other districts
in the division and making decisions based on the
best needs of the whole division. The Inspectorate
found that in many cases, districts operate almost
as separate entities within their divisions. This can
manifest itself in pockets of competition between
superintendents within the same division and in
some places it hindered the better deployment
of resources. Conversely, where superintendents
worked well together and shared resources, the
Inspectorate found a much more co-ordinated

response to crime.

Good Practice

In one division, the Inspectorate found a good
example where two superintendents shared
resources to tackle a spate of burglaries and
car crimes. This resulted in two cross-district
crime operations that reduced the crime levels

in this area.

The district officer carries the full weight of
responsibility for all operational matters, is the
ultimate decision maker in all aspects of crime
investigation and is responsible for the management
and welfare of their staff. During field work visits
to regions and divisions, the Inspectorate found
a gap in senior management police staff support
in terms of human resource management and
financial expertise. This level of staff support is
not available locally to divisions and districts and
a large proportion of senior garda time is spent on
people management, welfare and finance; which
takes superintendents away from their main role of
providing an effective policing service in their area.
This will be further addressed in the Haddington
Road Review.

An additional function for district officers outside
of the Dublin Metropolitan Region (DMR) is the
responsibility for prosecuting criminal cases in
the local district courts. This is time-consuming in
terms of case preparation, court time and completing
case files at the conclusion of a court sitting. This
is a role that could be performed by other gardai,
and the Inspectorate has previously made a

recommendation about releasing superintendents
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from this process.* The role of presenting court
cases is further discussed in Part 11 of this report

and the forthcoming Haddington Road Review.

Another function that takes up a lot of a
superintendent’s time is the investigation of public
complaints against gardai made to the Garda
Siochana Ombudsman Commission. Currently,
30% of those complaints are returned to the
Garda Siochana for investigation. District officers
are nominated to investigate complaints against
members in other districts and do not investigate
their own staff. As a result, district officers have to
travel to conduct interviews and in more rural areas
the distance can be considerable. This is an area
that is currently under review by the Department
of Justice and Equality. If changes are made to the
authority responsible for the investigation of garda
complaints, the number of complaints investigated
by the Garda Siochédna is likely to fall. Another
area of responsibility is the number of internal
garda investigations for breaches of discipline. This
function also takes many superintendents away
from the main management role of preventing and

investigating crime and disorder in the local area.

Throughout this inspection and during
pre-inspection visits to garda stations, the
Inspectorate met with many district officers.
Their skills and experience varied greatly from
those with good experience of managing crime
to those with limited exposure and experience
in this area. District officers are the key decision
makers for all aspects of crime and particularly
in deciding what category of crime will be
recorded and whether that crime is shown
as detected (solved). There are ninety-six
individual district officers making key decisions
about crime. In regard to the Crime Counting
Rules,® the Inspectorate found wide inconsistency
in the way that the rules are interpreted and

applied.

4 This recommendation, contained in the Report of the
Garda Siochédna Inspectorate, Policing in Ireland - Looking
Forward, August 2007 (page 27), was rejected by the Garda
Siochdna, and was restated in the Report of the Garda
Siochana Inspectorate, Front-Line Supervision, April 2012,
(page 27).

5 Crime counting rules are a standard approach to categorise,
record, measure and analyse crime.



When senior gardai were interviewed as part of this
process and questioned about decision making with
regard to crime, it was clear that district officers are
viewed as the person with full responsibility for
making decisions. This report will show that there
is very little evidence of intrusive supervision at
an organisational level about how districts operate
and the decision-making of the district officer. A
district officer effectively has the final decision on

all aspects of crime and how it is managed.

This report will show that the isolated and
unsupervised nature of decision-making has
direct consequences for the way that incidents are
managed, the way that crime is recorded and the

way that detections are claimed.

Regional Detective Superintendents

In the five regions outside of the DMR, there
are regionally based detective superintendents
with responsibility for more than one division.
Assistant commissioners were very positive
about the contribution of the regional detective
superintendents and saw their role as pivotal
in managing organised criminality and serious
offending that crossed divisional and international
borders. These superintendents are not directly
accountable for local divisional crime and in many
ways perform an advisory role to the divisions.
Regional detective superintendents have additional
responsibility for specialist units such as regional

armed support and surveillance units.

Divisional Detective Superintendents

Within the DMR, detective superintendents are
attached to each division and although more
engaged with local divisional crime, they are still
highly focused on more serious cases; such as
organised criminality and offenders operating
across divisions. The detective superintendent in
the DMR usually has responsibility for managing
divisional crime scene examiners (forensic experts),
but does not control any of the divisional detective
resources, including the divisional detective

inspector.

The relationship between the divisional detective
superintendents and the district officers is on the
whole a very good one, but in some divisions, the

Inspectorate found it to be more complex and at
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times it is somewhat strained in respect of funding
of operations and criminal investigations. Detective
superintendents do not control any budgets and are
required to approach individual district officers

when operations require funding.

Some of the detective superintendents who met
with the Inspectorate were unclear about their role
within a division. In many respects they are used
in a similar advisory role to those operating on a
regional basis and are used to assist and support
district officers. The Inspectorate believes the
current deployment of detective superintendents is
a lost opportunity for using many of these detective
superintendents crime investigation skills to

address the challenges posed by volume crime.

2.6 Functionality versus Geographical
Responsibilities of all  Divisional

Superintendents

There are two main models of divisional police

management used by police services.

The first is the geographical model used by the
Garda Siochana, which aligns superintendents
to defined geographical areas. Within that area
the superintendent is responsible for all policing
issues, including all crime investigation, traffic
administration, providing a 24/7 response to
calls from the public and delivering community
policing. This model relies on an omnicompetent
superintendent. The Garda Siochana views the
alignment of superintendents on a district level as

very important to local communities.

The second model more commonly used by
police services is a functionality model that aligns
superintendents to particular areas of responsibility

such as:

e Crime investigation and prosecutions;
e Operations (responding to calls from the
public) and public order planning;

® Partnerships, community policing and

administrative functions.

In this model, a division has one superintendent
leading on a key area of responsibility, rather than
the system used by the Garda Siochana, where



every district officer leads on the same functions,
but within their own districts. The functionality
system provides much greater consistency in
approach to key functions e.g. one superintendent
leads on responding to calls from the public and
ensures that across the division there is consistency
in approach. It also allows a chief superintendent to
look at the skills of the superintendents and to post
people to roles that best suit their skills or to align
a superintendent to a function which addresses an

area of development.

In other policing jurisdictions, the functional role
of crime investigation and prosecution falls to
the most senior detective, which is seen as best
use of their crime investigation skills. Uniform
superintendents usually perform all of the other

roles in a functional model.

Barriers

The district structure has many barriers that
negatively impact on delivery of policing services.
Police services operating the functionality model
find that it provides much greater flexibility to
move resources around divisions, without having
to negotiate with other superintendents. In other
police services, an officer posted to a division can
be moved anywhere within that division. In the
case of a serious crime, the Inspectorate identified
a case where a detective inspector had to ring all of
the district officers in the division to request some
of their detective resources. In most cases such
requests are not refused, but this process added an
unnecessary delay to the investigation of a serious
crime. In one of the seven divisions visited, there
was a complete imbalance of sergeant numbers
across the various districts. Despite a severe
shortage of sergeants at one district and a larger
number in another, the chief superintendent was

reluctant to direct people to move.

Inconsistency with decision making and operating
procedures features throughout this report
and sometimes within the same division. The
Inspectorate found that units were deployed in
a variety of ways and decision-making in respect
of crime investigation and policy compliance was
inconsistent. A move to functionality would ensure
a much more consistent approach to decision-

making and application of Garda Siochana policies.
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Functional responsibilities would also allow senior
managers to look at where all of the divisional
units are located and, if more efficient, to relocate
units to provide a better customer service. For
example, it might be more efficient to move all
detective resources to one or two central locations,
or to operate units from garda stations with good
custody facilities. Functionality allows managers
to focus on their areas of responsibility and make
choices about where resources should be located in

order to improve service delivery.

The Inspectorate acknowledges that the geography
of some divisions, particularly with regards to very
remote areas, presents policing challenges not faced
in more urban divisions. In addition, the numbers
of staff and crime levels are very different across
the divisions and a functionality model will need
to be adjusted for urban and rural needs. As part
of the Haddington Road Review, the Inspectorate
will further develop divisional management team

models.

Recommendation 2.3

The Inspectorate recommends that the Garda
Siochana develops anew model of functionality
for divisional superintendents. (Medium term).
(See Delivery Divisional Model Functionality
Responsibilities Chart 2.11)

To achieve the above recommendation, the

following actions need to be taken:

e Establish key functional roles at the
divisional level and appoint superintendents

to fill these roles;

e Appoint a detective superintendent or
crime manager for each division, with
responsibility for crime investigation and

criminal justice issues;
¢ Line management of all divisional detectives

and other crime resources to be placed with

the senior detective.



2.7 Postings and Transfers
There are three types of postings that apply

to gardai. Firstly, on completing foundation
training, gardai are posted to one of the twenty-
eight divisions. Secondly, on promotion, chief
superintendents, superintendents, inspectors and
sergeants are posted by Human Resources Division
at Garda Headquarters to fill vacancies within
divisions, national units and specialist posts.
Finally, when a member wants to transfer or move to
a specialist post, a transfer application is submitted

and managed centrally by Human Resources.

With regard to people posted on promotion, the
Inspectorate found that many people are posted
very long distances away from their home, which
has a considerable impact on travel arrangements
and personal circumstances. For some, this involves
long journeys to work on a daily basis and for others
it entails finding accommodation nearer to the new

place of work.

There are a number of consequences to this
approach and one of the main disadvantages is the
reluctance of some excellent candidates to apply for
promotion. There is also a significant cost factor for
the Garda Siochédna in terms of payments for those

who have to relocate closer to the new place of work.

With regard to postings, divisional chief
superintendents play no part in determining
the transfer of superintendents to their division
and have no influence on their assignment as a
superintendent within the division. There are a
number of divisions that are more demanding than
others and this would include divisions with high
crime rates or those that manage large sporting
events. These posts often require specialist skills
and are not always the best place to send a newly
promoted superintendent, particularly where the
member has limited operational experience. In
other policing jurisdictions, it is usual for a division
to publish the role that is available, and to highlight
the necessary skills that are required for the post.
Within a division, a chief superintendent should
be able to decide the best role for a newly arriving
superintendent, based on the skill and experience
required, and also to allow for the re-assignment of

other superintendents who may wish to change their
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role. Succession planning for chief superintendents
and superintendents should include a period of

working alongside the incumbent officer.

‘Travelling superintendents” was a term frequently
mentioned during field visits. This refers to a
superintendent, usually posted on promotion to
a district that is a long way from home. There are
some exceptions to the rule, but in many cases the
superintendent does not want to work a long way
from home and most importantly, the members
and police staff in that district become aware very
quickly that the superintendent does not want to be
there. During one field visit, the Inspectorate found
that a newly promoted superintendent handed
in a transfer application on their second day in
the new post. This is not an isolated occurrence,
and the Inspectorate is aware of one district that
had four new ‘travelling superintendents” in four
years. The Inspectorate was also informed that
some individuals who are posted a long way from
home are committing to Dublin-based projects or
other initiatives that regularly take them back to
the area in which they previously worked. This
is an additional abstraction that takes them away
from managing their district. The constant churn of
superintendents and other supervisors is not good
for leadership, management of the district, crime
management or for building relationships and trust
with the local community and key partners. The
Inspectorate also received negative feedback from
partner agencies that have to regularly build new

relationships with senior gardai.

The working patterns of these superintendents were
also raised as a issue, with some superintendents
arriving in the district at some point on a Monday
and leaving at some point on a Thursday. Policing
is a 24/7 business and it requires superintendents
to be available at all times of the day, particularly at
weekends for local community events. With regard
to crime investigation, it is very important that a
superintendent is fully engaged in the role and has
the time and commitment to robustly supervise the

investigation of crime.

The Inspectorate also met a number of supervisors
who were travelling long distances to work or
living away from home for extended periods, who

provide an excellent service. The Inspectorate



welcomes the recognition of this issue by the
Interim Commissioner and the transfers that took

place recently to move people closer to home.

Other policing jurisdictions take a different
approach to postings, inviting those selected on
promotion to nominate places where they can
travel to without necessitating a change of personal
address. It is good practice to have a clear tenure
policy and agree tenure with newly promoted or
transferred officers. Internationally, many police
services place a minimum tenure of two to three
years for divisional chief superintendents and for
superintendents taking up a new post. As part of
the Haddington Road Review, the Inspectorate will

address the area of promotions and postings.

Recommendation 2.4

The Inspectorate recommends that the Garda
Siochdna develops a new model for posting
people and particularly those on promotion.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

® Restrict the number of people that are forced

to travel long distances;

e Engage chief superintendents in selection
processes for senior staff by creating role

specific requirements for the post;

e Allow chief superintendents to decide on
the specific posting of superintendents and
senior staff;

® Succession planning for chief

superintendents and  superintendents
should include a period of working

alongside the incumbent officer;
¢ Introduce minimum term tenure for chief
superintendents and superintendents;

* Develop a new approach to the posting and
deployment of superintendents and other

supervisors.

|
Crime Investigation Report 1 Part 2: Divisional Policing
__________________ P

2.8 Senior Garda Visibility

A gap identified throughout this inspection is the
disconnect between Garda Siochana policy and the
implementation of that policy in daily policing. The
current role of a superintendent is to ensure that
garda policy is transferred into operational activity.
Ensuring that adherence to policy requires senior
managers to be visible and to spend time with staff.
During focus groups with all ranks, the perceived
lack of visibility of senior gardai was raised. While
many senior gardai stated that they have an ‘open
door policy’, it was highlighted that very few step
outside of that door and engage with their staff.

The lack of meaningful engagement between
members and senior gardai was noted by the
Inspectorate. With divisions and districts where
members and police support staff are working in
different buildings and on different shifts, the
contact was far less and in some cases non-existent.
When asked about patrolling, senior gardai
generally reported that they do patrol, but when
questioned, it appeared that this was usually as
part of a local event such as a concert. The feedback
from focus groups reported a limited amount of
patrolling by senior gardai. This may seem like
a small issue, but the leadership importance of
spending time with those delivering front-line
services cannot be underestimated. Spending time
with staff allows people to raise issues that senior
managers can address and often those on front-
line duties have good ideas about how to resolve

policing problems.

In garda national units, where chief
superintendents, superintendents, senior gardai
and members were in the same building, it was
often easier for members to have contact with
managers. It was however noticeable that with
national units, there was very little structured
interaction between senior gardai and their staff.
In many units it was reported that the focus
groups conducted by the Inspectorate at the time
of field visits were, for many, the first structured
opportunity to raise issues about working practices.
Most superintendents reported being overburdened
with administrative tasks and this reduces their

ability to spend more time with their staff.



To ensure senior manager visibility, the
Inspectorate recommends that divisions and
national units should have a system of allocating
responsibility of visibility to a senior manager on
rotation. Each senior manager must be given specific
tasks to complete, such as to attend a number of
parades, to go on patrol and to have meaningful
engagements with staff. Assigning specific periods
to senior gardai does not stop another member
of the senior team from engagement activity, but
it does ensure that every week, at least one of the

senior members is providing visibility.

The Inspectorate welcomes the recent introduction
of communication meetings with all staff led by the

Interim Garda Commissioner.

There are other good divisional practice
initiatives that operate in other policing services,
which include annual divisional commendation
ceremonies for officers and police staff for
members of the public to recognise acts of
bravery or outstanding performance of duty. The
presentation of the annual divisional Policing Plan
to all staff is another such opportunity, allowing
senior managers to meet with every member
of staff to discuss the policing priorities for the
year ahead, to deliver key messages and most

importantly, to engage and consult with staff.

Recommendation 2.5

The Inspectorate recommends that the Garda
Siochana develops a visibility model for senior
gardai and a model for engagement with staff.

(Medium term).

2.9 Supervision of Crime and
Incidents

Uniform Inspectors

Uniform inspectors are key to supporting the work
of district officers. At the time of the inspection
visits, the numbers of uniformed inspectors varied
greatly across divisions visited; from thirteen
in the DMR North to one in Mayo. In the DMR,
some of the inspectors are in charge of units that
provide first response to calls from the public, but
with limited numbers outside of the DMR, this is
not always possible. In one division visited, the
number of inspectors allocated has decreased
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from eleven to six and resulting in an absence of
inspector coverage on a 24/7 basis. In most other
policing jurisdictions, an equivalent division will
always have an inspector on duty at all times.
This is key to ensuring that serious incidents are
well managed from the outset, that garda policies
are implemented and to provide leadership and

visibility for operational members and police staff.

The Garda Code sets out specific roles and
responsibilities for all garda members by rank.
In addition to those responsibilities, districts
and divisions also allocate responsibilities
to supervisors. The Inspectorate found that
inspectors have large portfolios of responsibilities,
which include some crime investigation elements,
such as domestic violence, sex offenders, case
files and warrant management. When vacancies
arise in the inspector rank the responsibilities
of those who leave a division or a national unit
are assigned to the remaining inspectors. During
focus groups with inspectors, it was clear that
as the breadth of responsibilities expands, their
crime responsibilities do not always receive the
attention required. In one division, an inspector
had twenty-nine specific responsibilities,
including the very significant one of domestic
violence. As part of the Haddington Road Review,
the Inspectorate will examine the numbers and
deployment of inspectors and deliver a model for

more effective supervision.

Recommendation 2.6

The Inspectorate recommends that the Garda
Siochana develops a policing model that has
at least one uniform inspector on duty in each

division at all times. (Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Create new roles and responsibilities for

inspectors.

Front-Line Uniform Sergeants

Perhaps one of the most important elements in
garda supervision is the role of a uniform sergeant.
Traditionally, regular units were led by a number of
sergeants who provided that first line of supervision
in terms of briefing gardai before patrol, attending

incidents to ensure a good response and checking



that crimes are correctly recorded and investigated.
Throughout this inspection, the allocation of
sufficient numbers of these front-line supervisors
was raised as a real area of concern for the Garda
Siochana. Prior to the implementation of the new
garda roster, some regular units were already
operating without a sergeant on each unit, as
identified in the Front-line Supervision Report. The
introduction of the roster has further reduced the

presence of sergeants in front-line operational roles.

With the recommendation to change to a divisional
model, the Inspectorate believes that there are
opportunities to amalgamate regular units. This
must be accompanied by the allocation of dedicated
patrol sergeants that cover 24/7 to respond to calls
and to provide guidance to patrolling units. This
cannot be a sergeant that has other administrative
functions. The Inspectorate’s Front-Line Supervision
Report completed in 2012 recommended that each
station operating a 24/7 service should have a 24/7
patrol sergeant.® This report will show that there is
an absence of front-line supervision and the lack
of availability of sergeants is having a detrimental

impact on crime investigation.

Recommendation 2.7

The Inspectorate recommends that the
Garda Siochana develops a policing model
and that has at least one dedicated uniform
patrol sergeant on duty in each division at

all times. (Medium term).

To achieve the above recommendation, the
following key action needs to be taken:
* Create new roles and responsibilities for

patrol sergeants.

6 Report of the Garda Siochdna Inspectorate, Front-Line
Supervision, April 2012, Recommendation 3.
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2.10 The First Responders
Regular Units

As required under the pilot roster,” districts have
five dedicated teams 24/7 (A-E) called regular units,
deployed from each district station. Their primary
role is to respond to both emergency and non-

emergency calls received from the public.

The first responders to calls are most likely to be
the garda that investigates the crime or incident

recorded as a result of the call.

Members on regular units also fill 24/7 positions
within a garda station such as the public office
dealing with callers, control rooms answering
telephone calls and looking after people who are

arrested.

This report will show that regular unit gardai are
responding to most calls received from the public
and investigating the vast majority of crimes
recorded in districts. Coupled with a reallocation
of regular unit gardai, due to the implementation
of the new roster, members are under pressure and
mistakes are being made in criminal investigations.
This report will recommend some major changes
to the way that first responders are deployed in the
future, with a view to releasing members from the
volume of investigations that they currently hold.
This approach will allow regular units to become
responders to calls and not full-time investigators

of crime.

2.11 Detective Resources

All divisions have access to senior detectives at
both superintendent and inspector ranks. DMR
divisions have an added advantage in having both
a detective superintendent and detective inspectors
within their divisions; but outside of the DMR,
detective superintendents usually operate on a

regional basis, covering more than one division.

Detective Inspectors

Within the DMR, detective inspectors are based
in each district. Whilst there is a detective
superintendent covering the division, the inspector

is primarily the most senior detective in the district.

7 A new roster was introduced in April 2012 on a pilot basis.



This officer has responsibility for all detectives
working in their district and reports to the district

officer.

Outside of the DMR, detective inspectors operate
on a divisional basis and are effectively the most
senior detective within the division. The detective
inspector is in a similar position to the detective
superintendent, who is not responsible for all
of the detective resources in districts within the
division. A district officer has responsibility for
all of their resources and similarly to the detective
superintendent, the detective inspector has to
approach individual district officers for use of
resources and funding® for operations. In other
policing jurisdictions, senior detective managers
can deploy resources to deal with crime and have
a dedicated budget to fund their own policing
operations. Whilst a detective inspector officially
reports to a district officer and in some places to the
divisional chief superintendent, in practice they see
the detective superintendent as the main person to

whom they report.

If a serious crime takes place in a division or a
district, the detective inspector will usually take on
the role of the Senior Investigating Officer (SIO). An
SIO leads an investigation and for a period of time
this will reduce their ability to manage day-to-day

divisional crime investigations.

Recommendation 2.8

The Inspectorate recommends that the
Garda Siochana develops a policing model
that places detective inspectors under the
line management of a divisional detective

superintendent. (Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Update the roles and responsibilities of

detective inspectors.

8  Travel and subsistence expenses and overtime costs.
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Detective Sergeants

Detective sergeants are key individuals in the
day-to-day supervision of crime investigation and
managing detective resources. The allocation of
detective sergeants to this function is an issue for
the Inspectorate. With the implementation of the
new roster, many detective sergeants are effectively
not available Monday to Friday during office
hours, when they are most needed for advice and
guidance.

In some districts with limited detective sergeants
providing supervision across five units working
the garda roster is challenging and detective
sergeants on the roster struggle to maintain regular
contact with detectives. (This is further discussed
in Part 6). Some detective sergeants have decided
to remove themselves from the roster to provide
better coverage and better supervision. The
Inspectorate believes that the impact of the roster
on the availability of detective sergeants and their
ability to effectively supervise detective resources
has been negative.

Recommendation 2.9

The Inspectorate recommends that the
Garda Siochdna develops a policing model
for divisional detective units that provides
effective supervision of detective resources.
(Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Create new roles and responsibilities for

detective sergeants.

Detective Gardai and Detective Aides

The Inspectorate found that where divisional
officers felt that they needed additional detectives,
they were restricted in the ability to appoint new
detectives into vacant posts. As a result, some
divisions are managing with what they have
and others have supplemented detectives with
uniform gardaf attached to detective units. These
gardai are referred to as ‘detective aides’. Some
divisions have reached a point where there are
comparable numbers of detectives and detective
aides.

Detective aides do not receive any formal detective
training, but alongside detective colleagues, are
investigating the full range of crimes. The use of
detectives and detective aides is fully explored in
Part 6.



2.12 Deployment of Resources

The terms of reference for this inspection
specifically requested that the Inspectorate
should examine the allocation of garda resources,
in particular detective resources at district
and divisional levels, for the purpose of crime
investigation; and that this examination should
have regard to relevant international practice.
The most valuable resource available to the Garda
Siochana are the actual members, support staff and
reserves. This inspection has specifically looked at
how people resources are used and where there are
opportunities to use them more effectively.

Regular units are supported by other uniformed
district and divisional units, such as traffic units
and community policing officers that generally
have responsibility for a specific geographical area.
There are also a number of other groups of persons
that provide support for crime investigation, such
as juvenile liaison officers, criminal intelligence
officers, crime prevention officers and crime scene

examiners.

Armed support in Dublin is provided by the
Special Detective and Emergency Response Units

and outside of Dublin by Regional Support Units.

Chart 2.3

1
Crime Investigation Report | Part 2: Divisional Policing

These units provide fast time support for incidents
that pose a significant risk to the safety of the public

or officers.

All divisions have officers that are not in uniform,
but who are available for patrol and operations,
such as detective units, drug units and task forces.
Most of the larger divisions have specific task forces
that are used to tackle crimes such as burglaries

and robberies.

The Garda Siochdna has conducted an internal
review of all garda specialist units and the
Inspectorate will examine that report as part of the
Haddington Road Review.

The use of a large number of specialist units can
sometimes lead to demarcation of responsibilities
with units that will only deal with certain calls. With
recent reallocation in personnel from specialist
units to regular units, the Inspectorate believes
that the Garda Siochdna has reached a point where
many specialist units have become unsustainable
in their present structure. The Haddington Road
Review will identify opportunities to rationalise
specialist units at national, regional and divisional
levels and recommend a modern functional

structure for the Garda Siochéna.

Deployment of Gardai by Rank and Location as at February 2013
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Chart 2.4
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Deployment of all Garda Members

Chart 2.3 shows the deployment of all garda
members by their rank across three main duty

types.

There are a significant percentage of people in
specific ranks such as inspector and sergeant
working in non-operational roles at Garda

Headquarters, as outlined in the chart.

The garda rank accounts for the largest number of
members. Chart 2.4 shows the deployment of all
garda members in three main locations across the

twenty-eight divisions.

The majority of gardai are based in divisions, but
there are a significant number of gardai in specialist

duties and in Headquarters as outlined in Chart

Chart 2.5

2.4. The Haddington Road Review will recommend
a structure that will release gardai from non-

operational posts back to front-line policing duties.

Divisional Deployment of Gardai in the
Selected Divisions

Chart 2.5 shows the deployment of gardai across
the twenty-eight divisions into eight duty types.

Across all twenty-eight divisions, only 56% of gardai
are attached to regular units, the main cohort that is
currently investigating crime as outlined in Chart
2.5. The significant percentage of gardai engaged
in administrative and non-operational duties is
noteworthy, with more gardai in administrative/
non-operational posts than in community policing
and an equivalent amount deployed on detective

duties.

Deployment of Gardai in Operational Divisions as at February 2013
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Chart 2.6
Analysis of Deployment in the Selected Divisions as at February 2013

Deployment D.M.R. D.M Donegal Limerick Mayo Waterford Average of
Duty Northern Sou 7 Divisions

Administration/ 9% 9% 9% 8% 9% 10% 12% 9%
Non Operational

Community 11% 10% 6% 0% 11% 1% 19% 8%
Policing

Crime Task 4% 2% 1% 0% 0% 0% 3% 2%
Force/Crime Unit

0% 13% EA 9% 11%

Detective Duty 14% 5%

Drugs Duty 4% 4% 2% 1% 2% 2% 3% 3%
Operational 4% 6% 3% 3% 3% 3% 5% 4%
Support

Traffic Policing 3% 7% 6% 7% 8% 6%

Uniform Regular  51% 52% 64% 65% 56% 57%
Unit

fotal  lwo%  [100%  |100%  |w00%  |100%  [100% | 100% | 100%

Source: PULSE data supplied by the Garda Siochdna

Deployment by Duty Type in Seven
Divisions

To build on the previous chart (2.5), chart 2.6 shows

policing units. The Inspectorate noted that two
divisions have more gardai in administrative duty

roles than in detective duties.

a breakdown of garda deployments by each of the
Detective and Detective Aide Divisional

selected divisions in the eight categories. In this
Deployments

chart, the highlighted areas show the divisions

with the highest (in red) and the lowest (in orange) Chart 2.7 shows the deployment of gardai in

percentage of gardai deployed in that duty type. detective and detective aide roles across the twenty-
eight divisions as a percentage of total divisional

Chart 2.6 shows variations in deployments of resources as at February 2013.

gardai to particular duties. The new garda roster
is impacting on the choices made by divisions and

is reflected in the removal of some community

Chart 2.7
Deployment of Detectives/Detective Aides in Operational Divisions
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The number of appointed detectives is an important
factor for crime investigation. The chart shows
a wide variance from division to division in the
numbers of detectives and detective aides deployed.
The investigative role of detectives and detective

aides is further explored in Part 6.

Allocation of People Resources

During the inspection process, the Inspectorate did
not meet any senior garda who was able to explain
the rationale behind the numbers of people in
particular divisions or in national units; and could
not recall when the allocation of resources was last
reviewed. The Garda Siochdna has a model called
GERM (Garda Establishment Resource Model)
created in 1999 for allocating garda resources, but
it has been a considerable period of time since
this model redistributed staff. In many divisions
and national units, it was difficult to determine
the rationale behind the allocation of staff and
it appeared that this was based on historical
decisions that were not always still applicable and
staffing levels were determined by the numbers of
retirements or transfers. To enable planning at the
start of a policing year, it is imperative that a head
of unit knows how many people will be available
at various points of the year. From the analysis of
deployment data and from field visits to divisions
and national units, it is clear to the Inspectorate that
garda resources are not currently deployed in terms

of policing need and crime levels.

A move to a divisional model of policing is an
ideal opportunity to look at the choices made
about where gardai and support staff should be
deployed in the future. The Haddington Road
Review will provide more details about where
those choices should be. Following any additional
recommendations in the Haddington Road
Review, the Garda Siochdna must develop a new
resource allocation formula that allocates resources
efficiently, effectively and fairly to meet local

policing and community demands.
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Recommendation 2.10

The Inspectorate recommends that the
Garda Siochdna designs a national resource
allocation model that allocates resources
fairly and matches resources to policing

needs. (Long term).’

2.13 Allocation of Other
Resources
Vehicle Fleet

The vehicle fleet was raised as an issue during every
field visit by gardai of all ranks. There are clearly
issues about the quality and type of vehicles used
and the number available for use. These difficulties
are having an impact on the ability of the Garda
Siochana to respond to calls from the public and
to provide a visible policing presence in some of
the more rural parts of Ireland. This position is
further exacerbated by the high number of daily
abstractions, such as prisoner escorts that takes
gardai and vehicles away from other duties. The
vehicle fleet issues are impacting on all operational

units.

Alack of suitable vehicles has many impacts and the
following issues were raised with the Inspectorate

during field visits:

e Impact on garda responses to emergency calls;

e Overlap shifts in more rural areas are sometimes

left without transportation to patrol;

e Insufficient vehicles for investigators impacts
on the ability to take statements and conduct

other enquiries;

® Vehicle pursuits are conducted in cars that are
not designed for such activity;

e Reduced garda visibility;

¢ In the absence of a station van, cars are used

to transport non-compliant persons to garda

stations.

In one district visited, the only district detective
had no access to a car and as a result the detective

was moved to another garda district.

9  This recommendation was contained in the Report of the
Garda Siochana Inspectorate, Resource Allocation, October
2009 (page 7).



With the closure of garda stations and particularly
in more rural areas, the mobility of gardai is very
important to provide a physical policing presence
in these areas. The Inspectorate is aware that the
Garda Siochana is trying to address the issues
with the vehicle fleet and central funding has been

provided to assist with additional vehicles.

Sometimes a police service may have insufficient
resources, and sometimes those resources may not
be in the right place. The Inspectorate believes that
both of those conditions exist with the vehicle fleet.

Chart 2.8 shows the allocation of garda cars by the
main location types and a breakdown of whether
the cars are marked (with police markings) or

unmarked.

A significant proportion of garda vehicles are
deployed in specialist roles, where there are
significantly less gardai. The percentage of
unmarked cars is very high and as a proportion of
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the vehicle fleet, is much higher than in other police
services. The Inspectorate is aware that this can
be affected by the earlier replacement of marked
cars that are used far more often. A rebalancing
towards additional marked cars is more expensive,
but provides a much more visible policing presence
than uniformed garda patrolling in a car without

garda markings.

Linked to the allocation of people, the Inspectorate
was unable to determine a rationale behind the
allocation of garda cars to divisions. Chart 2.9
shows a comparison of garda cars per number of
members across the twenty-eight divisions. There
are wide variations in the allocation of cars to garda
members ranging from one division, where the
ratio of cars to members is eight, to another division
with a ratio of just under sixteen members to each

car.

Deployment of Garda Cars

Chart 2.8
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Chart 2.9
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Source: Data supplied by the Garda Siochdna

Chart 2.10

Garda to Car Ratio in Selected Operational Divisions
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Source: Data supplied by the Garda Siochana

Chart 2.10 shows the ratio of members to cars in
the selected divisions, with one division having

fourteen gardai to one car and another with eight.

Abstractions

Planned abstractions for vehicles and gardai
include conducting cash escorts, protection duties
and fixed posts on a number of facilities. These
abstractions remove both people and vehicles for
that day. Whilst the Inspectorate still believes that
other solutions for these tasks should be found, at
least this is a known commitment. In addition, there
are the unplanned abstractions of large numbers of

gardai and vehicles for escorts to and from courts

and prisons. This impacts on staffing levels of all
uniform units and disrupts any planned activity
that an individual may have for that particular day.
The net result is fewer officers and cars to deal with
calls from the public and broken appointments,
where members have arranged to visit a victim
of crime. The issue of escorts is the subject of a

recommendation in Part 11.1°

10 A recommendation to this effect was made in the Report
of the Garda Siochdna Inspectorate, Policing in Ireland -
Looking Forward, August 2007, page 27.



Recommendation 2.11

The Inspectorate recommends that the Garda
Siochana design a national vehicle allocation
model that allocates resources fairly and

matches resources to policing needs.

To achieve the above recommendation, the

following key action needs to be taken:

e Take account of the Haddington Road

Review recommendations.

2.14 Garda Roster

In the 2009 Resource Allocation Report by the
Garda Inspectorate, a recommendation was made
to change the Garda roster in operation at that time.
The Inspectorate recommended that the new roster
should match resources to demand and comply
with the European Working Time Directive. At that
time the Inspectorate did not recommend any roster
options and the Inspectorate was not involved in

the development process for the current roster.

A change of Garda Siochdna roster in April
2012 was a significant step, that moved the
organisational roster effectively from a four shift
and four unit (eight hour) roster, to a five shift
(ten hour) roster. This required the creation of
an additional fifth unit. This new roster applies
to most inspector, sergeant and garda members;
regardless of the role performed and the needs
of their units. The new roster operates around
members working six longer days followed by

four days off duty.

Throughout the inspection, operational problems
with the roster featured in every visit and during
most focus groups. The impact of a ‘one size fits
all” roster is having a serious impact on policing
in Ireland. The various parts of this crime
investigation report will provide many examples of
the difficulties that it has created. From a member’s
perspective, many people like the roster and the
period of four days off. As the pilot has been in
effect for over twenty-four months, members have
arranged their personal circumstances around the
roster and any subsequent change may impact on

those arrangements.
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The roster provides additional gardai at particular
times of the week who are available to deal with
late night policing issues, but it also provides for
additional members during an equal amount of time
when not needed. The Garda Siochdna planned to
conduct a twelve month review of the roster, and at
the time of the completion of this report it had not

been finalised.

No additional staffing was reallocated to create
the fifth unit and personnel had to be found from
other units. The impact of the roster on working
practices is perhaps greatest on regular units,
district detective units and national units. In
districts, members were taken from other regular
units and from specialist duties to create a fifth
unit. In some places, the net effect was that
numbers in regular units were divided by five
instead of four. Now each unit currently operates
with greatly reduced numbers. This problem
was particularly evident in rural districts. Some
districts reduced the numbers of garda on traffic
and community policing and some removed all

full-time community gardai.

The introduction of a four day off period is having
a negative impact on the timely investigation of
crime and particularly in respect of progressing
investigations and maintaining contact with

victims and witnesses.

Police services introduce rosters to ensure that
resources better match policing demands and to
ensure compliance with working time directives.
The new roster does not meet the demands of
policing in Ireland and many garda patrol and
investigation days are now lost as a result of this

change.

Impact of the Roster on Detectives

The new roster changed the way that detectives
operate. Previously, they worked very much a
Monday to Friday roster with limited coverage at
weekends and generally two days off. This work
schedule worked well for crime investigation and for
court appearances. The pilot roster divided already
small detective teams into smaller ones, operating a
six days on and four days off pattern. In interviews,
most senior managers and many detective gardai

described the roster as negatively impacting on



crime investigation. The four day break has greatly
impacted on the continuity of investigations and
for serious crime; the unavailability of detectives
is a major problem. Many detective supervisors are
working the new roster and are often unavailable
for advice when needed most. In national units, the
Inspectorate is aware that many detective gardai
are working the roster and are at work at times
when not needed and are subsequently unavailable

when they are required.

The roster is part of the Haddington Road Review
and will be the subject of further consideration in
that report.

Recommendation 2.12

The Inspectorate recommends that the
Garda Siochidna completes the review of
the pilot roster, with particular focus on the
availability of front-line supervisors and the
impact of the roster on detective units and on

the investigation of crime.

To achieve the above recommendation, the

following key action needs to be taken:

e Take account of the Haddington Road

Review recommendations.

2.15 Impact of the District Model
on Operational Policing

Crime Briefings: ‘Front-Line Supervision’
Report

The Garda Inspectorate completed a report in April
2012 entitled ‘Front-Line Supervision’. The report
identified a number of key issues that required
action and contained eleven recommendations for
implementation. In respect of this part of the Crime
Investigation Report, the following matters are still

unresolved today:

e Significant gaps in front-line supervision,
particularly with patrol sergeants;

e Parades and briefings do not occur in all

divisions at the start of every tour of duty.

A traditional function in any police service is the
holding of a parade or briefing at the start of each
tour of duty (usually held three times per day at
the times that regular units start their duty). This
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provides an opportunity for supervisors to check
who is on duty, to ensure that members have all
their equipment and to provide a briefing on recent
criminal intelligence. A key element of a briefing is

the allocating of tasks to be completed for that day.

There is a Garda HQ Directive that places
responsibility with district officers to ensure that
there is a structured briefing for all operational
members on the commencement of a tour of duty
(referred to as ‘parade’). The Inspectorate, in its
report ‘Policing in Ireland — Looking Forward’
recommended a structured briefing of garda
units at shift changeovers.! This should include
information on incidents that have just occurred and

intelligence on crime trends and active criminals.

Under the current district structure, small numbers
of gardai are starting their duty at different garda
district stations across a division. During the
inspection, the Inspectorate attended some of the
district stations and found that there was an absence
of parades in most places and invariably there was
no sergeant or other garda supervisor available to
brief members. There is an organisational risk when
gardai are sent out on patrol without information
that is readily available about a person or an address

where there is a potential risk to an officer’s safety.

In most districts visited, members are very much
left to work on their own initiative and in more
rural districts, the Inspectorate observed numbers
of gardai coming on duty and going out on patrol

without any briefing.

The Inspectorate observed a very good regular unit
parade, which was well attended and members from
several units also took part. However, following the
parade, members confirmed to the Inspectorate
that this was not usual practice. During parades,
most members did not take out their garda note
books to record information that was provided.
This information included specific details of cars
of interest and the names and details of wanted
suspects. It is important that information provided
is recorded before people leave a garda station.

Some of the parades observed were lacklustre and

11 Report of the Garda Siochdna Inspectorate, Policing in
Ireland - Looking Forward, August 2007, Page 27.



the Inspectorate did not feel that the supervisor
was sending out a well briefed, tasked or motivated

team.

Most police services’ parades now have access
to video-linking, which provides a facility for
supervisors to ensure that all units receive a

personal targeted briefing.

Crime Tasking

The most important part of any parade is the
allocation of intelligence-led tasks to individual
officers. Where no sergeant was present at a
parade, there was a distinct absence of tasking,
although at one district, tasking was allocated
via a ‘Duty Detail” station book system. At some
districts, members were allocated tasks and these
were usually to conduct checkpoints for crime or

mandatory alcohol testing (MAT).

Besides being allocated tasks, it is equally
important that officers provide details of whether
they completed the task and what the outcome
was. In terms of checkpoints, the Garda Siochana
was unable to quantify what the actual outcomes
were from checkpoints, such as how many arrests
and prosecutions have resulted from this activity.
This information is critical to determine if the check
points were in fact conducted and if they were
conducted in the right places.

Good tasking includes checking those offenders
who have bail conditions and patrolling in defined
areas (hot spot crime areas) to prevent crimes or to
catch offenders. In Scotland and West Yorkshire,
patrol officers are given specific crime areas
(intelligence-led default tasking) to patrol when
not dispatched to deal with an incident. This places
officers in the right place at the right time, where
crime is likely to be committed. The Inspectorate
firmly believes that every patrolling member
should be given a specific intelligence-led task for
each tour of duty and should provide the result for
that task at the end of the day. One division visited
had a good system in place for conducting checks

on people with bail conditions.

|
Crime Investigation Report 1 Part 2: Divisional Policing
__________________ P

De-briefing

At the end of a tour of duty, a short de-brief by a
supervisor is essential to ensure that all members
are accounted for, to make sure that all incidents are
correctly recorded and that any welfare needs of
staff are catered for. Itis also important to hand over
any relevant information to the on-coming shift.
The Inspectorate found a complete absence of de-
briefing across all divisions, and a lost opportunity
to ensure that all the tasks of the day are correctly
recorded. This de-briefing process can be short, but
it is essential to close that day’s work. With gardai
sometimes working alone and in remote locations,
it is important that supervisors check to make sure
that they have returned safe and well after their

day’s work.

The consequences of failing to de-brief gardai after
each shift contributes significantly to many of the
problems that will be outlined in this report in

respect of incident and crime recording.

De-briefing after Serious Incidents

Following a serious incident, it is good practice
to hold a separate de-brief to discuss the incident
and ensure that all evidence is gathered. It is
equally important to ensure that any gardai that
are or may be affected by the incident receive
immediate support. Most gardai that met with
the Inspectorate had dealt with serious incidents
and the vast majority were not formally de-
briefed on the day and some did not receive the
welfare support required. Peer Support (members
designated to provide support) was mentioned as
anoptionavailable in such cases, but most members
preferred to talk to a trained professional, rather

than a colleague.

The introduction of good parades and end of shift
de-briefs should operate daily at every division in

Ireland.



Good Practice

One division has introduced an integrated
briefing held on Tuesday and Thursday
mornings. All available staff are required to
attend and a combination of different units
are briefed. The district officer hosts the
briefing, which is used to tell people about
recent criminal intelligence and to discuss
new policies or procedures. Those attending
find the briefings useful and to some extent
they fill a void arising from the reduction
in divisional training days. This is not an
operational briefing where people are tasked,
but it is a good way of providing information
and allowing staff an opportunity to discuss
recent events and new policies and to interact

with senior officers.

Recommendation 2.13

The Inspectorate recommends that the Garda
Siochana implements a system that delivers
an effective briefing, tasking and de-briefing
process to all operational members. (Short

term).

2.16 Performance Management

The Inspectorate is aware that the Garda Siochana
is developing a new Performance and Learning
Framework (PALF), but it is at an early stage
and unlikely to be used to hold an individual to
account for poor performance. There is a real sense
of frustration throughout the Garda Siochana
that unproductive members are not dealt with

appropriately.

Another common theme that emerged throughout
this inspection was that most members work hard
and do their very best, but a small number are
underperforming and do very little. In smaller
units, the impact of those who do very little is felt

greater by the rest of their colleagues.

Currently, the ethos in the Garda Siochana is to
assess performance on a team basis, rather than
as an individual. This can allow underperforming
staff to do very little and still be credited as part of
a high performing unit.
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Specialist units in divisions also raised concerns
that many of their tasks, such as community officers
running local events or attending meetings, are not
recorded on any IT system; so that supervisors can
view their good work that contributes to community

safety.

Western Australia Police Service use a document
called a '‘Running Sheet” to log officer activity. Each
officer completes a record of their activity for that
day and it contains details of what was done and
when tasks were completed. At the end of duty,
the officer hands this to a supervisor, who checks
it to see the officer’s return of work. This running
sheet holds no fear for those who work hard, but
has identified those who do very little. It also allows
officers to record activity that is important, but will

not appear in any management information.

Performance management is a key theme that will

be part of the Haddington Road Review.

Recommendation 2.14

The Inspectorate recommends that the
Garda Siochdna develops a performance
management system that holds individuals
to account and deals with under performance.

(Medium term).?

To achieve the above recommendation, the

following key action needs to be taken:

e Take account of the Haddington Road

Review recommendations.

Divisional Model and Functionality
Responsibilities

Chart 211 is an optional model based on
functionality that is only intended to show how a
division might look like in the future. It is included

only to demonstrate functionality.

Some units are included that were not discussed in
Part 2, but will be introduced later in other parts
of this report. The Inspectorate understands that
the twenty-eight divisions have different policing
demands and different staffing levels. Any model
will need to be flexible to cater for both rural and

urban policing challenges.

12 Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009, (Page 7).
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As part of the Haddington Road Review, the
Inspectorate will recommend operational models

for implementation.

When considering this model, the most important
elements are the functionality responsibilities
for superintendents and the new structure for

managing detective resources.

2.17 A New Model of Service
Delivery

Divisional Approach to Local Policing

The Inspectorate has recommended a move to a
divisional rather than a district model of policing.
The divisional chief superintendent must be the
focal point for delivering performance, supported
by a number of senior managers with functional

responsibility.

As part of the Haddington Road Review, the
Inspectorate will look at options to release senior
gardai to enable them to lead their staff and increase

their visibility.

Assigning a detective superintendent on a
divisional basis will be a positive step and one
that the Inspectorate believes should be applied
across Ireland. This is a common feature in other
jurisdictions, where a detective superintendent
usually takes the lead, not just for serious crime,
but for all divisional actions involving crime

investigation and criminal justice.

In the new divisional model, superintendents
would change from the role of district officer to a
functional role with responsibility for all divisional

resources.

The Inspectorate acknowledges the importance
placed on the presence of senior gardai in a
community, but that can be achieved through other
means. Most police services have a superintendent
assigned full-time to partnership and community
issues. The coverage in a wider community of one
person doing the role full-time, is significantly
higher than three superintendents who have other
roles that take them away from engaging local

people and partner agencies.
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The investigation of Garda Siochdna Ombudsman
Commission complaints and conducting internal
discipline investigations is a time-consuming
activity that takes district superintendents away
from their primary role. During development of
a new structure, in the interim, there could be a
case for using one of the superintendents to have
administrative functions such as dealing with

complaints and internal misconduct.

Divisions

As can be seen from the information presented so
far in this report, there are significant differences
in the demands placed on divisions and there are
variances in the allocation of resources. Most other
policing jurisdictions have looked at the delivery of
front-line services and have significantly reduced
the number of divisions. Key drivers include
increased efficiencies and a desire to reduce
management numbers, whilst trying to retain front-

line policing numbers.

To enable a divisional model to function effectively
the Garda Siochdna needs to develop HR and

financial support on a divisional or a regional basis.

Regions

Currently, regions are led by an assistant
commissioner, with responsibility for between four
and six divisions. Assistant commissioners see their
role as supporting divisions with serious crime
investigations, whilst holding them to account for
crime performance. What is less clear, is their role
in respect of the allocation of people and other
resources. Primarily, the allocation of resources is
managed centrally and assistant commissioners
have little discretion in changing those allocations.
The Inspectorate’s 2007 report ‘Policing in Ireland’,
recommended greater devolution to the regions;
but to date that level of devolution has not
materialised. Some of the current post holders have
other responsibilities such as traffic, organisation
development and strategic planning and share their

time between two roles.



Civilianisation (Workforce Modernisation)

During the inspection, the Inspectorate found
many functions that do not need to be performed
by a fully trained garda. At divisional level, these
include gardai in administration units, in control
rooms and those in public offices. At a national
level, gardai are assigned to roles more appropriate
to police support staff, such as the Press Office,
Housing, HR and Finance. Recommendation 1 in the
2009 Inspectorate report on ‘Resource Allocation’,
highlighted that the Garda Siochana should plan
to bring the ratio of police staff to police officers
in line with international norms. Limited progress

has been made to date.

The Inspectorate believes that the Garda Siochdna
has an excellent opportunity to reshape the
delivery of front-line policing services in a more
efficient and effective way. Opportunities for
change will be fully explored in the Haddington

Road Review.

|
Crime Investigation Report 1 Part 2: Divisional Policing

L



O

GARDA
INSPECTORATE

Criminal

Workload

First
Response

ODE

Response

SERGEAZL

CRIME INVESTIGATION REPORT

PART 3 FIRST RESPONSE



1
Crime Investigation Report 1| Part 3: First Response

3.1 INTRODUCTION

The accessibility of police officers and the experience of that first encounter are
critical to creating confidence amongst members of the public in their police
service. Indeed, for many people the service provided in their first encounter
may well shape their future views of the police service.

Recording of calls received from the public provides a good indication of the
varying demands on a police service. Accurate recording of call data provides
excellent management information on call demand and the effectiveness of
the first response. Conversely, inaccurate data will result in poor decisions
about resource allocation and weak deployment of available resources. Call
data also provides invaluable information for crime research and analysis.

This part of the report explores the various ways that members of the public
contact the Garda Siochéna, how that contact is managed and recorded, and
the levels of service provided.

The first police attendance at the scene of an incident is a critical part in the
investigation of a crime. Other police services use the ‘Golden Hour’ principle
when dealing with a serious incident. The investigation during the first hour
of an incident will have a significant impact on any subsequent investigation.
The first officer needs to quickly assess the situation and provide a professional
response to victims and witnesses. The responding officer may have an
opportunity to find and detain a suspect and, importantly, must preserve and
gather evidence that will be central to the success of the investigation.

Many police services focus on “getting it right first time” at an incident. The
first responder must be sent with a mindset to investigate a crime, rather than
attending to simply take a report of an incident. Effective early investigation
can remove the need for an officer to return to a crime scene at a later date. This
is particularly important in rural locations, where officers are travelling long
distances. Good initial investigation at first instance also assists a supervisor
in deciding what further action needs to take place.

This part examines the initial steps in a crime investigation by the first
responders to an incident.

Part3 | 1



3.2 The Garda Inspectorate
Report on ‘Resource Allocation’
October 2009

The Garda Inspectorate completed a report in
October 2009 titled ‘Resource Allocation”. The
report made twenty-seven recommendations and
at that time advocated a national Computer Aided
Dispatch (CAD) system for Ireland, operating out
of two call centre locations. CAD is an electronic
recording system containing initial details of
the incident reported to the Garda Siochana and
information on the unit assigned to respond to the

call.

Although the focus of this current inspection is
different to the one previously conducted, the
various processes around CAD and deployment of
resources are considered to be critical components
of this inspection. In the absence of good structures,
systems and working practices; the first response to

a crime investigation will not be an effective one.

While many of the recommendations in the
Resource Allocation report with regard to CAD
are still under consideration, most of the concerns
raised in 2009 have not been adequately addressed
and the need for good call support data is similar

to the one found five years ago.

The key areas for improvement and

recommendations from the 2009 report listed below,
are still awaiting action. The recommendations

included the introduction of systems to:!

e Improve the quality of computer aided
dispatch data;

e Improve call handling with constant

monitoring of standards;
* Improve incident recording;

* Electronically record all 999 calls received in

every control room;
e Publish a single non-emergency number;

¢ Improve supervision in control rooms.

1 Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009. (pages 6 to 10)
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The report also highlighted concerns about serious
gaps in CAD and IT systems that are standard
technologies in place for decades in most European
and North American police agencies. The report
noted that the Garda Siochédna did not have systems

in place to accurately measure:

e  Workloads;
* Average response times to calls for service;
e Nature of calls;

* How long officers spend dealing with most

incidents.

This inspection has found that these areas have
still not been addressed and a major omission is
the failure to implement an electronic system that

records all calls made to the Garda Siochana.

The lack of good detailed information on call
demand prevents the Garda Siochana from
accurately matching garda resources to demands
for policing services. This part of the report will
outline major issues with poor recording practices
and show that a CAD enabled system must be
introduced to ensure that all calls received are

recorded electronically.



Chart 3.1

|
Crime Investigation Report | Part 3: First Response

999 Calls Received by the Garda Siochana
October 2011 - October 2012

Total 999 Calls Average No of Calls per Month

DMR 250,870
Cavan / Monaghan 9,142
Clare 9,360
Cork City 35,424
Cork North 8,119
Cork West 4,390
Donegal 10,171
Galway 20,147
Kerry 10,150
Kildare 19,279
Kilkenny / Carlow 14,420
Laois / Offaly 15,237
Limerick 27,481
Louth 17,237
Mayo 10,336
Meath 12,979
Roscommon / Longford 10,534
Sligo / Leitrim 7,508
Tipperary 12,739
Waterford 12,539
Westmeath 11,252
Wexford 12,931
Wicklow 12,420

20,905
761
780
2,952
676
365
847
1,678
845
1,602
1,201
1,269
2,290
1,436
861
1,081
877
625
1,061
1,044
937
1,077
1,035

Source: Data supplied by the Garda Siochadna
3.3 Recording Calls from the
Public

The first steps in a crime investigation start with
the initial contact between a member of the public
calling for assistance and the representative of the

Garda Siochédna that receives that call.

Traditional methods of contacting police services

are still in operation in Ireland, such as:

e Using the 999/112 system for emergency

services;
e Approaching gardai directly in the street;
¢ Telephoning or visiting garda stations;
e Usinga third party such as a local councillor;
e Writing directly to a garda station;

¢ Using anonymous contact numbers to report

criminal activity.

A relatively new Garda Siochana initiative is on-

line reporting of some theft crimes.

Calls for Service

Emergency Calls

The Garda Siochédna receives approximately half a
million emergency calls for service per year via the
999 system. Chart 3.1 details the total number of 999
calls made over a twelve month period to the Garda
Siochédna, broken down by division. Emergency
calls are made to a private service provider that
answers the initial call and puts that call through to

the relevant garda division.

Computer Aided Dispatch (CAD)

Computer Aided Dispatch (CAD) is an electronic
system that records the details of all emergency
and non-emergency calls. It is also used to record
information from telephone calls made directly
to local garda stations. Not every telephone call
received needs to be recorded on CAD, but it should
be used to record all calls that require a police

response.



A CAD system has operated in Dublin since 1989
and there is a centralised Central Command and
Control Centre (CCC) covering all calls for the
six divisions in the DMR. The CCC also provides
a number of national functions, including out of
office hours press enquiries, responding to high risk
missing children, liaison with international police

services and calling out specialist garda units.

At the time of the Inspectorate’s field visits, a
number of stand alone CAD pilot programmes
were operating in Cork, Limerick, Galway and
Waterford.

Divisions without CAD use paper based systems
for recording calls received. The Garda Siochana
would like to roll out CAD across all regions and
would eventually like to move towards a number of
regional control rooms. The Inspectorate is aware
that the Garda Siochdna has made a business case
to try to secure funding for a CAD system for all

divisions.

Call Data and Data Quality

The absence of a national CAD system is a major
gap in the ability of the Garda Siochédna to precisely
record and monitor calls received for policing
services and therefore accurately identify demand.
In all other police services visited as part of this
inspection, an electronic call management system
was operating in most places and the systems in
operation were significantly more advanced than
the CAD system currently used in Ireland. Data
quality of calls received by the Garda Siochana
for service in the CAD based divisions was
significantly better than those divisions that
are using paper based systems to record calls.
However, within divisions operating CAD, input of
important data sets, such as times of arrival had poor
compliance? rates and the results that were shown
for those calls provided limited information.
With non-CAD systems, the data quality
was poor and in many cases, indecipherable
handwriting made entries hard to understand.
Most call takers in non-CAD control rooms
had not received formal training and the
recording of data was lacking detail. For

example in paper records, there was no

2 Compliance in this context means the data was not entered
on the CAD system.
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evidence of any incident grading, no risk
assessment, no times of dispatch, no times of arrival

and very few results.

CAD Recording

Four of the seven divisions visited had no CAD
system. There was an absence of analytical
information that would tell managers how busy
the units are, what sort of calls are being dealt
with, how long units spend on those calls and what
the outcomes are. Most of the regional assistant
commissioners would like a proper command
and control system for their areas, but believe that
with reduced budgets this is going to be difficult to
introduce. ‘Command and control” is terminology
used to describe a well directed call handling and
deployment system. Most DMR divisions also have
officers within their district stations that are tasked
daily to receive telephone calls directly from the
public, to create a CAD message and to assign local

resources to deal with lower level incidents.

The Inspectorate supports the intention to roll out
a national CAD system across all divisions, but
this is unlikely to happen without investment in
modern technology. The Inspectorate is aware that
the planned roll out of the current CAD system
to divisions will be a more limited version of the
dated system currently used in the DMR. A new
regional control room will undoubtedly receive
calls for locations that are covered by another
region, but the proposed CAD system will not
allow a region to transfer such a call electronically
to the regional centre covering the incident’s
location. During this inspection, questions were
raised to the Inspectorate about the resilience of
the new regional CAD control rooms and what will
happen to calls, if anything disrupts the service to

one of the new regional control rooms.

Recommendation 3.1

The Inspectorate recommends that the Garda
Siochdna implements a command and control
system that accurately records calls for service
and effectively identifies and uses all available
resources to manage demand more efficiently.

(Medium term).?

3 Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009 made several recommendations
covering this matter.



Chart 3.2 shows a nine month period of calls
made to CCC and to garda stations in the six DMR

divisions.

Chart 3.2

|
Crime Investigation Report | Part 3: First Response
____________________ [ S

CAD Data for the Period January 2012 - September 2012

m Recorded at Command & Control | Recorded at Station % Recorded at Station

D.M.R. Eastern 8,828

D.M.R. North Central 14,754
D.M.R. Northern 17,960
D.M.R. South Central 15,985
D.M.R. Southern 16,221
D.M.R. Western 20,942

16,596 65%
18,720 56%
26,415 60%
18,369 53%
23,301 59%
29,860 59%

Source: Data supplied by the Garda Siochédna

Calls Made Directly to Garda Stations
During field visits to divisions in the DMR and
through checking CAD messages, the Inspectorate
found that a large number of emergency and non-
emergency calls are made directly to garda stations.
In fact, in the DMR, the Inspectorate found that
more calls are made directly to district stations than
to the DMR CCC.

The current telephony system used in garda
stations is outdated, does not provide call waiting
information and it does not give an engaged signal
to callers. The Inspectorate has spoken to members
of the public who have given up trying to get
through to a garda station when the telephone rings

out repeatedly.

Other police services have moved away from a
system where members of the public ring a local
station towards a more centralised call centre
approach. This ensures that calls are answered
far more quickly, and with the advent of better
telephony systems and the routing of calls to call
centres, this has greatly improved the service

provided to the public.

Effective training of control room staff is very
important and particularly for those using the CAD
system. As previously mentioned, a significant
percentage of calls created on CAD result from a
call made directly to local garda district stations. In
these stations, gardai are operating the CAD system
and creating CAD messages without any formal
training. Some members received familiarisation

training, but reported that this was informal peer

training. The Inspectorate does not believe that it is
a good approach to allow members to operate CAD
without any formal training. Detail and accuracy
at this stage significantly assist in the quality of
initial response and in the conduct of any later
investigation. Where a call requires an emergency
response, a district station sends the CAD message
to CCC which deploys units. Where the call is a
non-emergency, the local district station deploys

units to the call.

Recommendation 3.2

The Inspectorate recommends that the Garda
Siochana (i) allows only trained members to
create and update live CAD messages and
(ii) improves practices in non-CAD stations.

(Medium term).

Single Non-Emergency Number

Internationally, separate emergency and non-
emergency numbers are used by the public to contact
the police. All emergency and non-emergency calls
are directed to a small number of call centres.
Non-emergency incidents include minor traffic
collisions and damage to property. The non-
emergency call numbers have removed a significant
number of calls that were previously managed
through police stations. Greater Manchester Police
informed the Inspectorate that a significant level of
calls previously received on the 999 emergency call
system are now received on their non-emergency
number 101. The development of such a system in
Ireland would provide a much quicker answering

service for emergency calls, a more consistent



approach to dealing with calls and the dispatching
of calls to the appropriate unit or person. It is good
practice to ensure that sufficient resources are used
to answer telephone calls and generally members of
the public are far more satisfied once the police are

aware of the call.

Recommendation 3.3

The Inspectorate recommends a Department
of Justice and Equality working group review
the feasibility and impact of a single non-

emergency number.* (Long term).

Control Room Resources

In 2009, there were twenty-two control rooms
across Ireland and most of those are still operating
today. Other police services operate a much
smaller number of call centres and have moved to
centralised locations. Greater Manchester Police
operate from three call centres, which receive
approximately 3,000 calls a day. The PSNI also
operate from three call centres. Centralisation
increases response efficiency, reduces duplication
and ensures resources are better directed to front-

line needs.

Centralised control rooms are generally very busy
environments, managing large volumes of calls
from the public and deploying appropriate units
to deal with those calls. With regard to crime
investigation, control rooms play a significant role
in assessing each call individually and deciding on
the priority in which those calls will be dealt with.
An effective control room is generally one that has
sufficient numbers of well trained operators; where
there is a physical presence of supervisors, and
there are systems for the effective deployment of all
available resources through direct communications

with response units.

Recommendation 3.4

The Inspectorate recommends that the Garda
Siochdna rationalises the number of control
rooms in operation and moves towards a small

number of call centres.’ (Medium term).

4 A similar recommendation on the introduction of a non-
emergency number was made in the Inspectorate’s report,
Resource Allocation, October 2009.

5 A similar recommendation on the number of Control Rooms
was made in the Inspectorate’s report, Resource Allocation,
October 2009.

|
Crime Investigation Report | Part 3: First Response

____________________ L

This recommendation will be further developed in
the Inspectorate’s Haddington Road Review.

Creating a CAD Call Message
On receipt of a telephone call in a CAD enabled

control room or at a district station that operates this
system, an incident is created on CAD by the call
taker and it generates a unique reference number.
The call taker should obtain as much information
as possible from the caller to determine the type
of incident which has occurred and to determine
the level of response that is required. The time of
all entries is recorded and dated along with the
details of the call taker or person updating the CAD

message.

Categorising Calls
A call taker must categorise an incident on CAD by
choosing from a number of abbreviated incident

codes e.g. burglary is coded as BURG.

With the current CAD incident codes, some
crime categories such as domestic violence and
sexual assault are grouped together with the code
DV/SA. This compilation of two incidents with
one code is unhelpful when searching to find
particular types of incidents or analysing call
demand. The Inspectorate believes that each type

of incident should have its own unique CAD code.

Recommendation 3.5

The Inspectorate recommends that the
Garda Siochana develops a broader range of
Computer Aided Dispatch (CAD) incident
assignment codes and ensures that divisions
without CAD are accurately recording the
type of incident and the full details of what
has happened. (Short term).

Estimating Time of Arrivals and Call Backs

In the 2009 Resource Allocation Report, the
Inspectorate recommended that for all incidents,
a call taker should provide the caller with an
estimated time of arrival for a unit. This is also a
commitment in the Garda Charter.® From sampling
CAD and paper records, the Inspectorate found no

evidence to show that this was happening. This is

6  The purpose of the Garda Charter is to inform the public
as to the standards and service they can expect from their
interaction with An Garda Siochana.



particularly important in serious incidents, where a
victim or caller is clearly distressed, or where there

is likely to be a delay in a unit attending.

The Inspectorate found limited evidence of a control
room contacting a caller to explain any previously
unforeseen delays in a unit attending. This is an

important issue for good customer and victim care.

The Inspectorate did find CAD incidents where
callers rang back to see why there was a delay in an
officer attending. The Inspectorate also found calls
where there were long delays in garda attendance
and the victim or witness had left the scene by the

time the garda attended.

Recommendation 3.6

The Inspectorate recommends that the Garda
Siochana provides an estimated time of arrival
at the first point of contact and updates callers
with details of undue delays in attendance.
(Short term).”

Control Rooms Outside of the DMR

In the majority of divisions outside of the DMR,
calls for police service are put through to the
divisional control room, which is the first point
of garda contact with the caller. A control room
outside of the DMR usually consists of one or two
gardai with responsibility for answering telephone
calls from the public and deploying units. The
control room also deals with radio enquiries from
gardai, such as requests to conduct car and name

searches.

Callsreceived by these control rooms are recorded in
manuscript in a variety of different books, registers
and paper pro formas. On examination of these
paper records, the Inspectorate found that there
was often sparse detail with limited information
about the incident which had occurred. The limited
information gathering at this stage represents lost
opportunities in obtaining important information
from a caller. Other missing information included
the time that units were deployed, time spent on the

call and, most importantly, details of the result.

7 Report of the Garda Siochdna Inspectorate, Resource
Allocation, October 2009
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Where a call received in the divisional control room
needs to be sent to a district station within that
division, the call is transferred by telephone and the
new receiving station should record the details of
the call. The Inspectorate has found cases where the
receiving district station did not record the details
of a transferred call. This part of the report will
show that without a message log being completed
the district station have no record of the call, do not
know who dealt with it and, in some cases, do not

know if a unit went to deal with the call.

In comparing CAD and paper records, the
Inspectorate found that on most occasions
the electronic CAD record contained far more
information about an incident and information on
the outcome, than an incident that was recorded in a
paper based system. CAD records were more likely
to have descriptions of suspects and details about
what had actually happened. Paper records often
just recorded the fact that a 999 call was received for

a robbery or an assault.

A recommendation by the Inspectorate in 2009
to electronically record all 999 calls in non-
CAD environments was accepted by the Garda
Siochdna, but has not been implemented. The
use of paper records is a vulnerability in terms of
call management, and paper records provide no
easily extractable data on call demand and police
response. The use of paper records is an antiquated
practice that must be stopped and an electronic
recording system is now even more essential than
in 2009 for recording both emergency and non-

emergency calls for police services.



Chart 3.3
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CAD Call Grades

Emergency Code E
Incident Priority Code 1
Incident Priority Code 2
Incident Priority Code 3
Source: Data supplied by the Garda Siochana

3.4 Control Room Operations

Garda Siochana Incident Grading

All CAD calls are graded by the call taker. This is
an important process as it determines the priority
given to particular calls and the speed and level
at which resources are deployed to deal with it.
Chart 3.3 highlights the grades used and provides
examples of the types of calls for those grades.

In non-CAD control rooms, there was no evidence
of any formal system of grading calls received and
prioritisation is left to those working in control
rooms. The grading of calls is an important process,
as it will determine which calls are dealt with and
in which order. It is also important that non-CAD
divisions also grade calls to ensure that calls for

service are prioritised.

Response Times to Emergency Calls

Most police services focus on making sure that
officers attend emergency calls and non-emergency
calls within specified targets and at the earliest

opportunity.

Chart 3.4

A bomb scare or danger to life
A serious crime is in progress e.g. an intruder on premises
A burglary where an intruder is not on premises

A minor incident or offence

As mentioned earlier, the Garda Siochdna has
specific targets as part of the Garda Charter. These
include a target to answer “80% of calls within 7
seconds and deploy resources immediately and
give an estimated time of arrival”. In urban areas,
members endeavour to attend an incident within 15
minutes of receiving the call and as soon as possible

in rural areas.

Chart 3.4 shows the response times in the DMR for
the period January to September 2012. The response
time is calculated by recording the time that a CAD
message is created to the time it takes for a unit to
reach the scene of an incident. Later in this part of
the report, analysis will show that in a sample of
CAD messages, the Inspectorate found that only
69% of messages had a time of arrival shown.®
This is important data that needs to be recorded to

measure response times to calls.

Average Response Time (in minutes) to CAD Calls for
Service in DMR Divisions
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Good Practice

Across the six divisions the response times to
Emergency and Priority 1 calls are excellent

and well within the target time.

This data is invaluable to measure the demands
placed upon individual divisions and to look at

performance against targets.

Outside of the DMR there is little data to allow
analysis of how well the Garda Siochana is
performing. In the West Yorkshire Police, each
division receives a weekly breakdown of the
number of calls for service, the type of incidents
and whether demand is changing. A breakdown of
response times to emergency incidents is provided,
including whether targets are achieved in attending

such calls within fifteen minutes.

Recommendation 3.7

The Inspectorate recommends that the Garda
Siochana introduces divisional data on call
demand and performance data against Garda
Charter targets for management review and

action. (Short term).

Times of Arrival at Calls

To ensure the accuracy of data and to measure the
time it takes to respond to a call, it is important
that units inform a control room when they arrive
at the scene of an incident. Without that data, it
is impossible to measure how long it took for a
unit to attend and how long it took to deal with
an incident. As part of the inspection process, the
Inspectorate examined a number of CAD calls for
service and identified that in 30% of cases, no time
of arrival was shown.’ In non-CAD control rooms,
the Inspectorate found that many messages did
not contain any detail about the time a unit was
assigned and the time of arrival at a call was not

recorded in most cases.

In some other police services visited, analysis of
the response times for different types of crimes
showed wide variances in attendance times.
Of particular note were the differences in the
response times to a call to a suspected burglar in

a property, and the time taken to attend a call to a

9  Source: Volume Crime Case Reviews
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violent offender for domestic violence in a home. In
essence, there was a significantly slower response
time to calls to domestic violence incidents. This
point is made to illustrate that the absence of such
data prevents these sorts of issues from being
identified and addressed.

Recommendation 3.8

The Inspectorate recommends that the Garda
Siochana (i) grades all calls received from the
public, (ii) records the time a unit is deployed,
the time of arrival and the time a unit is
finished with a call. (Short term).™

Control Room Staffing Levels

The DMR CCC is well established and it has a
combination of gardai and support staff. It is a busy
control room, which has just changed its staff shift
roster to provide better coverage at peak times. The
CCC operates in a similar way to call centres in
other police services. In the CCC and divisions that
are using CAD systems, the operating functions
are usually split between call takers (those who
answer the telephone and create an electronic
incident record for the call received) and call
dispatchers (those who receive those incidents,
assign resources and monitor the incident until it
is completed). The job of dispatcher is a specialist,
skilled role which requires good decision-making
skills and an ability to make good use of available
resources; particularly in fast moving incidents.
The role does not have to be performed by a police
officer, but it is a post that requires operational
knowledge. CCC support staff are currently only
deployed as call takers.

Outside of the DMR, gardai are generally deployed
to perform all of the control room functions.
During inspection visits, the Inspectorate
witnessed these control rooms operating below
locally set minimum staffing levels, which impacts
on the quality of service provided. At the times of
the visits there were usually two gardai deployed in

a control room.

The Inspectorate was told by those working
in control rooms that, at busy times, the unit
is physically unable to deal with the volume of

telephone calls and do not have sufficient units

10 As previously recommended in the Report of the Garda
Siochana Inspectorate, Resources Allocation, October 2009.



to deal with the amount of calls. The pressure
of the numbers of incoming calls has led to the
development of some poor practices, such as

cancelling telephone lines that are ringing.

Shortages of control room staff also impact on the
service provided to their fellow members who are
out on patrol. Not allocating sufficient staffing
reduces the ability of control rooms to risk assess a
call and to supply important information to gardai
who are dispatched to crime scenes or who are

dealing with potential suspects for crime.

The staffing of control rooms sometimes causes a
dilemma for district officers and, in some cases,
they run below the minimum control room staffing

levels, in order to put additional gardai on patrol.

Recommendation 3.9

The Inspectorate recommends that the Garda
Siochanaimplements minimum staffinglevels
for control rooms and ensures compliance.
(Short term).

Use of Police Support Staff in Control
Rooms

The use of police support staff as call takers in the
DMR CCC is a positive step and provides significant
savings for the Garda Siochdna. Extending this
across Ireland provides an opportunity to release
more gardai for front-line services, which is a
critical foundation for good crime investigation. In
most other police services, police staff are now fully
utilised in both call taking and call dispatching.
In these services police staff started in call taker
posts, but have now progressed to become effective
dispatchers and control room supervisors. The
move to a regional CAD system across Ireland
should coincide with a new approach to the
staffing of control rooms. The continued use of
sworn officers in all control room roles no longer
represents the most effective approach, given front-

line policing demands.

Recommendation 3.10

The Inspectorate recommends that the
Garda Siochana explores all opportunities to
reallocate police support staff to control room
duties, thereby releasing gardai for front-line

duties. (Medium term).

|
Crime Investigation Report | Part 3: First Response

____________________ L

3.5 Supervision in Control Rooms

Good supervision in control rooms is seen as the
key to providing an effective service and ensuring
that calls that require crime scene management
and investigation, are well managed from start to
the finish. In the DMR CCC, sergeants are routinely
assigned to control rooms, but outside of the DMR

there was a general absence of a formal supervisor.

Control rooms regularly ask if there is any unit
available to deal with a call, rather than directly
assigning a unit to deal with a particular incident.
Control rooms operate far more effectively when
calls are given to specific units, rather than through
the appeal for “any unit to deal”.

Throughout the inspection process, examples
were provided about individuals and units that
do not respond to their radios and requests to
deal with calls. The Inspectorate found a real
sense of frustration from members that this often
goes unchallenged by supervisors. In many
places, members felt that individual gardai were
choosing the calls which they wanted to go to and
ignoring other calls. This is not new to policing,
but it requires strong management, not just within
control rooms, but also with support from front-line
supervisors. For example, alocal sergeant will know
who is available and should be challenging their
non-response to calls. In police services that have
tackled this particular issue, there is regular input
on the radio by patrol sergeants and inspectors
challenging those that are not answering radios or
unavailable for a particular call. In Ireland, there is
currently an absence of regular radio intervention

by supervisors.

The Inspectorate believes that a move to regionally
based control rooms requires strong leadership and

the full time presence of a supervisor.

Recommendation 3.11

The Inspectorate recommends that the Garda
Siochdna implements a system of control room

supervisors. (Long term).



3.6 Deployment of Units
Deployment Technology

Most garda control rooms have limited technology
available to assist with managing calls. Good
deployment in most police services is supported
by high level technology, which includes mapping
facilities (street maps). This technology must
be rolled out across regional control rooms and
is particularly important if those dispatching
resources are unfamiliar with the geographical

area of dispatch.

The Garda Siochana has the technology to track
and pinpoint locations based on the position of
garda radios and patrol cars, but it has not yet
been fully activated in any area apart from DMR
North Central. The technology is called Automatic
Vehicle Location System (AVLS). The Inspectorate
has viewed the benefits of this technology in
operation in the pilot environment and believes
that, notwithstanding the migration issues,
the system should be fully activated as soon as
possible, and linked to mapping facilities. This
would allow dispatchers to see exactly who is on
duty, where all the resources are and to deploy the

most appropriate or nearest unit to a call.

This location technology also allows dispatchers to
see which units are attending incidents for which
there are no dispatch details. Self deploying of units
occurs in other police services, where an individual
unit or an officer decides to attend a call even
when there are already sufficient units deployed
to deal with it. South Wales police have also used
this technology to address police officers driving
at unnecessarily high speeds. As a result of action
taken, South Wales Police have reduced police

officer collisions by 50%.

Technology is also available on garda radios to
identify the location of a member who calls for
assistance. The technology will pinpoint the
location of the garda and allow assistance to
reach them more quickly. The technology provides
a historical footprint of where wunits have
patrolled on a given day. This is important when
confirming to see if instructions given to units to
patrol certain areas at certain times, were actually

completed.
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Recommendation 3.12

The Inspectorate recommends that the Garda
Siochdana immediately activates the portable
radio and vehicle location systems. (Short

term).

CCTYV Links

There are many excellent local authority Closed
Circuit Television (CCTV) systems currently linked
into garda divisions. These are part of the current
control room configuration and are high quality
systems, covering many cities and some town
centres. With any move to centralised call centres,
the CCTV links should be transferred to any new

regional control rooms.

Recommendation 3.13

The Inspectorate recommends that the Garda
Siochdna maintains the current CCTV links
with any move to centralised call centres.

(Long term).

Non Physical Barriers that Prevent Better
Deployment

During the inspection, the Inspectorate found
limited evidence of cross district deployment
(within the same division) and even rarer
were examples of gardai dealing with calls on
neighbouring divisions. A move to regional/
centralised control rooms and a divisional
approach to policing will provide better
deployment based on the nearest unit to the call
(see also Part 2 of this report). Better supervision
in and out of control rooms and use of technology
will also improve the way that garda resources
are used. The Inspectorate acknowledges that
members will always break such barriers to
go to the help of another member that needs
assistance, but in other cases, crossing district

and divisional boundaries is less common.



Inefficient Deployment of Specialist and
Other Units

During the inspection, the Inspectorate identified
other inefficiencies with the deployment of
resources. For example, many forensic Crime Scene
Examiners (CSEs) reported occasions whereupon
returning to a garda station, have found a fax
message requesting attendance at a crime scene in
an area that they had just left. This is particularly
relevant in rural parts of Ireland, where distances
travelled are far greater. CSEs should be booked
on with a control room and should be contacted
directly by radio or telephone with details about a

crime scene.

Recommendation 3.14

The Inspectorate recommends that all
control rooms have details of all operational
units to allow for direct deployment to calls.
(Short term).

Garda Reserves

The Garda Reserve programme has been in place
for over seven years, but the Inspectorate believes it
could play a far greater role in assisting the Garda
Siochana to deal with calls for police services.
Other police services use the equivalent of reserves
in a more pro-active and productive way. They
have provided far greater powers and trained their

reserves to perform the full range of policing duties.

The current practice of placing a reserve as a third
person in a patrol car is a waste of a valuable
resource. The Inspectorate met with reserves
during all field visits and identified a sense of
frustration with underutilisation. Many of these
reserves have excellent people skills and could be
used far more effectively to interact with the public.
Reserves have received training in powers and
procedures, but are not currently permitted to use
them. It is inefficient for reserves to be accompanied
by a garda and the programme offers a great

opportunity to increase uniform policing visibility.
Reserves could be used in many ways including:

e Patrolling crime hot spots to prevent crime;

e Tackling quality of life issues such as anti

social behaviour or public order issues;

* Engaging local communities.
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Many reserves come on duty where there is no
supervisor present and often waste time waiting
for someone to accompany them on patrol. Not all
supervisors are fully aware of the reserve’s function
and role. The Inspectorate believes that the role of
reserves should be developed towards patrolling,
without the need for supervision by a garda and
used as a resource that can be deployed to specific

calls.

Recommendation 3.15

The Inspectorate recommends that the Garda
Siochana fully utilises the skills and training
provided toreserves in an operational capacity.

(Long term).

To achieve the above recommendation, the

following key actions need to be taken:

e Where a reserve is assessed as competent,

allow them to conduct independent patrol;

* Where a reserve is assessed as competent,
provide them with the authority to enforce

powers for which training was provided.

3.7 Responding to calls
Operational Staff Booking On and Off

In the majority of control rooms visited during
the inspection, staff were unaware of the totality
of resources that were available to them on that
day. It is good practice for all garda units that are
available for patrol and assignment of calls to notify
their control room. With community officers, it is
important to know their hours of duty, where they
are patrolling and have clear protocols about the
sort of calls that they can deal with. In the absence
of an IT system to complete this function, control
rooms could use white boards or other systems to

record all available units.

In many divisions there is poor compliance with
people booking on and off with control rooms.
There is no standard process for booking on and
off. In some places there is good compliance, while
in other places there is not. The Inspectorate was
told that officers are regularly reminded to do so,
but if compliance is not checked on a daily basis

then it becomes a process that deteriorates over



time. As found in a previous inspection, some
district officers are at times unaware of who is on

duty and available for deployment.

The Garda Siochdna must have a resource
management system fully integrated with CAD,
providing a daily list of all staff on duty and
detailing what their duty is for that day. In the
absence of such a system, it is important that all
operational units provide control rooms (CAD or
non-CAD) with the details of who is on duty, the
times of duty and the types of calls that they are
available to deal with. From visiting control rooms
it was noted that there was varied success with

ensuring people book on.

Recommendation 3.16

The Inspectorate recommends that the Garda

Siochéana:

(i) Implement a resource management system
that is fully integrated with CAD and any
other management deployment system.

(Medium term).

(ii) In the interim, ensure that all available
divisional and national unit staff book on and
off with regional or divisional control rooms.
(Short term).

3.8 Starting the Investigation
The First Contact

One of the regions visited is keen to implement
a pilot that focuses on call takers starting the
investigation process at the point of taking a
call. This would include obtaining more detailed
information from victims or witnesses about
possible suspects and advising callers on issues
such as what items not to touch (forensics). Any
additional information would be passed to the
officers attending that call. This is good practice
and should be adopted as a standard operating
procedure. This approach also emphasises that the

investigation starts with that first call.

11 Report of the Garda Siochdna Inspectorate, Resources
Allocation, October 2009.
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Recommendation 3.17

The Inspectorate recommends that the Garda
Siochdna delivers awareness training to all
call takers on the importance of gathering,
recording and actioning information received
during the first call. (Short term).

Risk Assessment

Police call centres in other jurisdictions risk assess
calls that are received and where possible provide
information to officers attending calls. Such
information may include an address that police
have attended several times in the last few weeks or
one which officers could face a potentially violent
suspect. This sort of information is well received by
officers, but current control rooms in Ireland do not
always have the time to do this and the technology
is not in place to facilitate it. The Inspectorate was
informed that members often ask a colleague at
their district station to check an address to obtain
any intelligence on the people or the location that

they are attending.

Recommendation 3.18

The Inspectorate recommends that the
Garda Siochdna develops a risk assessment
process that identifies and relays important
information that should be available to gardai
who are assigned to an incident. (Medium

term).

Recording Incidents Dealt with Directly
Where a garda not assigned to a call comes across an
incident such as a traffic collision, it is good practice
to inform a control room that they are dealing with
an incident. In response, the call taker should create
a CAD incident or a paper record. This ensures that
a record is created and allows the incident to be
recorded and supervised. The original garda is then
shown as unavailable for other calls. Not every call
needs to be recorded, but where the garda will have
to take further action, it is good practice to record
the activity. In the absence of such a record, the
incident could stay in a garda notebook and if an
enquiry is later made, it can be difficult to establish
which garda dealt with that incident.



Recommendation 3.19

The Inspectorate recommends that the Garda
Siochana ensures that all gardai notify a
control room when they come across an
incident directly and where that incident will

require further action. (Short term).

Patrol Car Technology

Unlike most other international police services,
garda patrol cars are not fitted with Mobile Data
Terminals (MDT).? Other police services have
MDTs in patrol cars that allow CAD calls and other
messages to be sent directly to the patrol car, and
facilitates name and vehicle enquiries without
having to contact a control room. Having the facility
to do this reduces the traffic over radio airwaves
and keeps radios clear for emergencies. MDTs allow
patrol units to easily enter the time of arrival at a

call and to enter the result.

Another missing feature from garda patrol vehicles
is a satellite navigation system or similar equipment
to help patrol officers to find locations quickly. This
is certainly an issue in more rural parts of Ireland,
where officers face difficulty in finding remote
locations. The introduction of individual postcodes
for every house or building in 2015 will assist in

identifying the exact location of calls for service.

Technology

The Garda Siochana must become more mobile and
must look at technology opportunities to modernise
the response to incidents and incident recording.
The Inspectorate was informed that the Garda
Siochana has just launched an initiative in the
DMR, where gardai will have some remote access
to conducting name and vehicle searches through
a mobile phone application. The Inspectorate
welcomes the use of new technology to help gardai
who are dealing with incidents. The availability of
additional applications could allow gardai to access
guidance notes and other information when away

from a garda station.

Other police services are developing the use of
palm or hand held devices, such as tablets to
record incidents and allow that information to be
downloaded directly onto crime recording systems.
This technology allows exhibits to be digitally

transferred fast time from crime scenes.

12 Also known as Mobile Data Computers (MDC).
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Body Worn Video Cameras

Many other police services are trialling the use of
Body Worn Video equipment issued to patrolling
officers. This is used to record conversations and
evidence when officers are dealing with incidents.
The trials are at an early stage, but some of the
results are promising. One police service found that
police complaints reduced; there was a 26% drop
in minor offences and an increase in the number
of early guilty pleas in court cases. There are thirty
international trials currently running and the
evaluation of those should provide a good basis
for consideration of their application by the Garda

Siochéna.

Recommendation 3.20

The Inspectorate recommends that the Garda
Siochana improves the mobility of garda
resources by developing mobile technology
for use by gardai and particularly for use in

vehicles. (Long term).

3.9 Deployment of First
Responders
The First Responder

For most cases, the first responder to a victim
of crime will be the person who conducts an
investigation. In the majority of cases, this will be

gardai on regular units.

Many other policing jurisdictions have reviewed
and significantly changed their approach to
responding to calls from the public. Most police
services assign dedicated resources, whose
primary function is to be the first responder
to an incident, ensuring arrival at the earliest
opportunity. These officers are usually freed
up from other responsibilities, such as crime
investigation. In these jurisdictions, the first
responder will attend a crime scene and complete
the initial investigation. These officers are expected
to complete a thorough investigation and to gather
all available evidence. The case is usually allocated
to a dedicated investigator that will continue with
the investigation. The first responders hand over
responsibility for most investigations when they
finish duty, having completed all the necessary

reports for that case.



The situation in Ireland is very different. The
regular units are, in most cases, the first responder
and will not only complete the initial investigation,
butalso the continuing investigation of that crime. A
problem raised by all regular units is that members
are often under pressure to move from a call they
are dealing with to the next call for service. This
often results in incomplete initial investigations
and actions that should be completed at the time,
are postponed to another day. Enquiries that are
not always completed include: taking a victim or
witness statement; calling on neighbours (house
to house enquiries); or, seizing CCTV. The role of
regular units investigating crime is fully discussed
in Part 6 and recommendations are made about
where some of the criminal investigations currently

conducted by them should be moved.

The Inspectorate believes that there must be a real

commitment to deal with today’s crime today.

Recommendation 3.21

The Inspectorate recommends that the Garda
Siochana develops a Standard Operating
Procedure based on the concept of ‘getting it
right first time’. (Short term).

Recommendation 3.22

The Inspectorate recommends that the Garda
Siochana reviews the role of first response and
develops a new model of response policing.

(Medium term).

Burglary Investigation Units

Many other police services use a dedicated car
(often staffed by a detective) for responding to
all burglary incidents. This means that a much
smaller number of officers are attending burglary
incidents, which removes some of the pressures
on first response units. These investigation units
complete a thorough initial investigation and focus
on completing all enquiries at the time to reduce
the need to return to the crime scene. Experience
in the UK has shown that the intelligence picture
gathered from a crime scene is more comprehensive
and detection rates higher when an investigation
unit is dispatched. These units retain responsibility

for the investigation of all burglaries.

|
Crime Investigation Report | Part 3: First Response

____________________ L

Scheduled Appointment Cars

Scotland and West Yorkshire police services use
appointment cars to respond to incidents or crimes
that donot require an immediate response. They are
assigned through control rooms and only require
one officer’s attendance. Other units, are released
for crime patrolling and fast time responding to
incidents that require the immediate presence
of an officer. Appointment cars usually operate
between 0700-2200 and are popular with the public,
who can effectively arrange a suitable time for an
officer to call. The success of the initiative very
much depends on keeping the appointments. They
work particularly well in urban environments, but
with lower staffing numbers and greater distances
to travel in more rural areas, this can prove more

difficult to manage.

The DMR is implementing a new way of responding
to minor crimes and burglary cases where a suspect
is not present at the scene. These calls are removed
from the workload of regular units and are assigned
to other units such as community policing officers.
This was not in operation at the time of the field
visits, but the Inspectorate supports the use of

scheduled appointments.

Recommendation 3.23

The Inspectorate recommends that the
Garda Siochana develops new approaches to
responding to calls for service, such as using
appointment cars and burglary reporting

units. (Medium term).'®

Directing Resources to Reduce Further
Crimes

Greater Manchester Police has extended the remit of
their control rooms to include identifying fast time
trends in crime and moving resources immediately.
Where a call is received to a recent burglary, the
control room reviews where resources are and can
move resources to stop a potential second offence
from happening. This is a far more pro-active
approach to responding to crimes. In addition, all
units (whether intending to patrol or office based)
in the station are required to book on with the

control room. If there are insufficient numbers of

13 Report of the Garda Siochdna Inspectorate, Resources
Allocation, October 2009.



units to deal with the number of calls, non-patrol
officers working in offices are dispatched to come
out and help. This is a major cultural change, but
is focused on giving a better service to the public.

Recommendation 3.24

The Inspectorate recommends that the Garda
Siochana develops new approaches in control
rooms to ensure that members are pro-active
to fast time information and crimes that are

being reported. (Short term).

3.10 Actions at a Crime Scene

Minimum Standards of Investigation

The Inspectorate found an inconsistent approach in
most garda districts around what action would be
completed at an incident or a crime scene. In some
districts, members try to take statements from
victims and do house to house enquiries at the
time of the initial recording of a crime and at some

districts this does not happen.

In other police services, there are minimum
standards of investigation required by officers who
attend certain calls, e.g. those crime types that are
deemed to be a priority. The Inspectorate found
many examples of good practice from other police
services that are used for offences such as robbery
and burglary. Minimum standards are just that:
the minimum points that would be expected to be
included atevery crime scene. For burglary offences,
this includes making enquiries with neighbours
and obtaining CCTV or showing photographs of
potential suspects to a victim. These standards
ensure that officers cover the key points for crime
scenes. On completing a record of the crime, officers
should complete those reports using the minimum

standards to cover all of the salient points.

With robbery offences committed on people in the
street, criminal research shows that many suspects
operate in areas close to where they live. It is good
practice to return to the crime scene (ideally with
the victim or any witnesses) within a short period
of the crime taking place and at times thereafter
(called anniversary visits), as suspects often return

to the same places to commit further crimes.
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Recommendation 3.25

The Inspectorate recommends that the Garda
Siochdna creates and implements minimum
standards of investigation for key crime types,
including the volume offences of burglary,
robbery, theft, domestic violence and assault

reviewed in this report. (Medium term).

3.11 Gathering Evidence

Victim and Witness Statements

Improvements in statement taking could release
a lot of garda time. Officers are routinely taking
statements for crimes that, due to lack of evidence,
are never going to be prosecuted. In some places,
statements are taken on first response and on
other occasions taken weeks or even months
later. In burglary cases, a statement taken at the
time may help with a later prosecution, but that
is only likely to be in cases where there is other
available evidence such as CCTV footage or DNA or
fingerprint evidence. In one case, the Inspectorate
noted a burglary where there were no suspects
for the crime and yet an officer went back seven
months later to take a formal statement from the
victim. Throughout the inspection, members have
reported taking a large number of statements and
in the vast majority of cases, no prosecutions ever
took place. In Denmark, statements are only taken
in cases that are serious or where it is likely to result
in a prosecution. Most police services record the
victim’s account in a notebook and use this as the

basis for an investigation.

This is an area that needs to be clarified and there
are significant opportunities to reduce the volume
of unnecessary statement taking. This issue is
further explored in Part 6 and is the subject of a

recommendation.

Supervision of Incidents

A model of intrusive and supportive supervision is
crucial in terms of ensuring effective investigations
at crime scenes. The availability of an inspector
or a sergeant to attend a crime scene provides
reassurance to gardai dealing with a serious
or complex crime. The Inspectorate’s report on
Front-Line Supervision highlighted that there
were insufficient available and properly allocated

sergeants and inspectors to provide appropriate



guidance and visibility to front-line officers. The
relationship between a control room supervisor and
the patrol sergeant is seen as important to ensuring
that calls for service are well managed.

The report also noted that most supervisors
would like to be able to spend more time out of
the station on patrol with their officers, but with
growing administrative responsibilities this is not
always possible. Since the introduction of the pilot
roster, the Inspectorate has found the situation to
be far worse than when the Front-line Supervision
report was written. As a result many regular units
and other teams do not always have a dedicated
supervisor and in most divisions visited during the
inspection, there was an absence of supervision at

incidents.

There are many Garda Siochdna operational
policies in place on crime investigation and
converting policies into action requires that first
line supervisors ensure that gardai understand
the policy and then check compliance. The
Inspectorate views the absence of patrol sergeants
as a major contributor to the deficiencies in crime

investigations found in this inspection.

Forensics

Forensic evidence is an increasingly important
aspect of crime investigation and crime scene
management. It is important that the first
responder identifies and secures any potential
exhibit opportunities for examination by a
forensic expert. Crime Scene Examiners (CSEs) are
dispatched to attend a variety of different crime
scenes and will deal with most crimes reported at
divisions, particularly burglary offences. Again, the
first response is very important and gardai should
have good knowledge about what CSEs can and
cannot do and should be able to identify good

opportunities for a CSE to find evidence.

CSEs are locally based forensics experts that
operate on a divisional basis. They are all gardai,
some are detectives, and most CSE units have a
sergeant that supervises them. In most other police
services, the function of crime scene examination is

now performed by non-sworn police support staff.

When a serious crime occurs, a local CSE may still
deal with the forensic elements of the crime scene,
but could be supported by other experts from the
Technical Bureau at Garda Headquarters or the

Forensic Laboratory.
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Focus Groups with CSEs
During field visits, the Inspectorate met with CSEs
from all seven divisions who raised a number of

key issues:

e (SEs are often called to crime scenes where

there are no forensics opportunities;

e All gardai require refresher forensic
training, particularly about what a CSE can

and cannot retrieve at a crime scene;

e Criminals are becoming more forensically
aware and are careful to avoid leaving trace

evidence.

Forensic Issues
During the inspection the Inspectorate identified

the following issues:

e  Whilst there is a fingerprint database, there
are no garda databases for other retrievals
such as tool or shoe marks. The Forensic
Laboratory holds a database on shoe marks,
but receives very few from crime scenes.
This is a matter on which other police
services have refocused and are starting to

see positive results.

® Some CSEs struggle to deal with the volume
of calls on certain days; and may not keep up

with appointments.

® The use of CSEs appears to be focused on
quantity and not quality of crime scene

examinations.

e CSE statements are completed for crime
scenes where evidence is found; but in the

majority of cases there is no prosecution.

e CSEs act as couriers, personally delivering
exhibits to the laboratories in Dublin, and for
rural divisions furthest away from Dublin,
this can result in the loss of two CSEs for a
day.

® CSEs operate generally in poor working
conditions, with poor quality and antiquated

equipment e.g. powder and latent print tape.

e Very little CSE examination results are
placed onto PULSE and are still being
entered on ledger books at the station.



Outputs and Outcomes

CSEs need to play an integral role in crime
investigation by finding evidence that can link a
suspect to a crime. Internationally, CSEs are varied
in performance with some who will achieve far
better results than others. It is important to identify
those top performers and use their skills to develop
others. Many senior managers believe that CSEs

could be used more productively.

As part of this inspection, the Inspectorate
submitted an information request to the Garda
Siochana requesting the following types of data to
determine the outputs from CSEs (what was found
and what was submitted) and outcomes (positive

identifications):

e Numbers of crime scenes attended;

e Numbers of retrievals by CSEs at crime

scenes;

e Number of those retrievals that were

converted into evidence;

e Number of arrests that resulted from those

identifications; and

e Number of arrests that resulted in a charge

or other judicial outcome.

This information is available in many other police
services but is not currently available in Ireland.
There are many CSEs who are excellent examiners,
but there is no data to show how their work

contributes to identifying offenders.

Technical Bureau

Exhibits found at crime scenes are sent to Technical
Bureau in Garda Headquarters. The Garda
Technical Bureau has developed expert status in
certain fields, such as fingerprints and photographs.
Technical Bureau receive many of the exhibits from
CSEs and conduct examinations of fingerprints
or photographs from crime scenes. The quality
of submissions sent to Technical Bureau varies,
with some good submissions that are turned into
evidence and some poor submissions, where many
items are sent for examination, but none of the
items have any retrievable evidence. Some CSEs are
regularly submitting large volumes of exhibits from

crime scenes, without successful identification.
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Training

Currently, CSEs receive five week’s training at the
Garda College, compared to nine week’s training in
other police services. The Garda course has a 100%
pass rate for CSEs, compared to some other police
services where the pass rate is 75%. There are some
elements of the course, such as photography, where
CSEs receive limited training relative to the level of
expertise required. An investment in selection and
training processes for CSEs could make a significant

difference to the quality of criminal investigations.

Recommendation 3.26

The Inspectorate recommends that the Garda
Siochana develops new Standard Operating
Procedures for Crime Scene Examiners
(CSEs). (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Review the standard training for CSEs, and
ensure consistency with international best

practice;

e Ensure that CSEs have appropriate
equipment to retrieve evidence at crime

scenes;

e Provide better station facilities to allow
examinations to be conducted in a

professional manner;

¢ Develop additional forensic databases such

as tool and shoe marks;

e Establish performance indicators for all
CSEgs;

e Provide CSEs with continuous professional

development;

e Provide ongoing training for all gardai on

crime scene management.

When an Incident is Not Actually a Crime

There are occasions when a call is received to an
incident that appears to suggest a crime has taken
place, but when officers attend, they find that there
is no credible evidence that a crime has occurred.
For example, a person reports a stolen car, but when
officers arrive they find that a family member had
lawfully taken the car. In such cases, it is good
international practice to record a clear rationale
on CAD or on a paper record to explain why a

crime is not going to be recorded. In Ireland, this

14 Source: Data as per Garda Technical Bureau



does not happen, and if an enquiry or complaint is
later made, the officer that dealt with the call has
to be contacted to find out what happened. Over
time, this becomes far more problematic and
unnecessary time is wasted. The practice of logging
a clear rationale for not recording an incident as a
crime should be implemented immediately and it

can happen without any cost or technical change.

Recommendation 3.27

The Inspectorate recommends that the Garda
Siochdna ensures a clear rationale is recorded
as to why no PULSE incident number was
created where CAD and paper records for calls
suggest that a crime has taken place. (Short

term).

Keeping CAD Calls Open and Linking
CAD and Crime IT Systems

Once a garda unit informs a control room that they
have finished dealing with a call, the CAD message
is formally closed. Without showing a CAD
message as closed, call takers are unable to assign
the unit to another call. This should be changed, as
it is not a complication in other places with similar
CAD systems where a unit can be de-assigned from
a CAD message that is left open.

Other police services do not close CAD incidents
if there is still action to be taken or a call awaits
a result. In Scotland and West Yorkshire police
services, a CAD message cannot be closed without
including a crime reference number (where
applicable). Thislinks the CAD system and the crime
system. This also ensures that control rooms check
that an officer has completed a crime report before
finishing their duty. Incidents are also kept open
if there is a named suspect wanted in connection
with a crime e.g. in a domestic violence case where a
suspect left prior to police arrival. Keeping the CAD
message open ensures that oncoming officers are
aware of the incident and can be tasked to find that
individual. Scotland and West Yorkshire produce
a handover package for domestic violence cases
which is used to brief oncoming teams to continue

to look for identified individuals.

Recommendation 3.28

The Inspectorate recommends that the Garda
Siochana ensures that CAD incidents are not
closed without a PULSE incident number or in
cases where there are outstanding actions or

outstanding suspects. (Short term).
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Results and Closure of Incidents

Where an incident is managed on CAD, there is a
process to formally close the message. This requires
a dispatcher to place a code in the results part of
the message. There is a choice of six options and the
most frequently used result code found during this
inspection is RPSTN “report to station”. When this
codeis used, itis intended that a garda will complete
a report for the incident. From a supervisory point
of view and a management information perspective,
this code is inadequate as it does not indicate the
type of report that the garda intends to complete
and in the case of a crime, what crime was actually
committed.

In a review of calls for service incidents, the
Inspectorate found that the majority of incidents
are coded as “report to station”, but there is often no
accompanying report.

In one dip sample of CAD messages, the
Inspectorate checked twenty-three CAD calls for
one division and all twenty-three CAD incidents
checked had a result entered as ‘report to station’.
On checking the outcomes of each incident the
Inspectorate found that only twelve reports were
ever completed.” This code appears to be used as
a catch-all for resulting incidents, irrespective of
whether a report will ever be completed. In non-
CAD control rooms there was generally an absence
of any results written on the paper records.

In completing call message logs, it would be far
more useful if a qualified code was used for a
result, such as a report is going to be completed
for an assault or a missing person. There is no cost
or technical reason that precludes this from being
immediately implemented. It is the Inspectorate’s
view that in the longer term, CAD incident result
codes must be updated to provide more alternatives

for the outcomes of calls.

Recommendation 3.29

The Inspectorate recommends that the Garda
Siochdna develop a broader range of CAD
incident result codes that accurately record the

type of incident. (Short term).

15 Source: Volume Crime Case Reviews



3.12 Domestic and Sexual Assault
Calls and Positive Action

Domestic Violence (DV) is a high volume incident
that requires particular attention. As previously
mentioned, DV shares the same CAD code (which
is DVSA) with sexual assaults and this makes it
difficult to analyse DV CAD incident data. The
following data is from all DMR Divisions between
January and September 2012. Chart 3.5 shows the
number of total calls received with the CAD code
DVSA, the number of those calls which had a result
code of “report to station” (RPSTN) and the number
which shows that prisoners (PTSN) were arrested at
the time of the call.

During this period a total of 10,373 calls shown as
DV/SA were received and recorded on CAD. A high
volume of calls show the result as Report to Station
(RPTSN). From analysis of other CAD incident
data where the result was shown as RPSTN, the
Inspectorate found that in 50% of the cases no

reports were actually completed.

The Garda Siochdna has a positive arrest policy
for domestic violence cases. During field visits,
the Inspectorate found a complete absence of
supervision in such cases and an absence
of management data on how divisions were
performing. The sample conducted by the
Inspectorate shows that out of 10,373 cases, only
247 CAD calls had a CAD result recorded as

Chart 3.5
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Prisoner to Station (PTSN). On checking those cases
where an arrest was made, it was often for a breach
of a domestic violence barring order, rather than for

crimes such as an assault.

3.13 Crime Reporting at Garda
Stations

The public office in a garda station deals with
general enquiries from the public, either in person
or by telephone. This office has the dedicated
station telephone number and is usually staffed
by gardai who have responsibility for dealing with
visitors, answering and recording telephone calls
from the public and managing persons detained
in custody. The multiple functions of this role can
put individuals under pressure to deal with the

competing demands placed upon them.

The physical environment of public offices varied
greatly from station to station. Some were bright,
open spaces that were customer friendly, while
others were far less inviting. Reception areas
were often very small and privacy was an issue,
particularly for those wishing to report an incident
of a sensitive nature. Some stations did not have a
suitable room available for a person who wished to

discuss a matter in a private setting.

The Inspectorate found inconsistency with the
information and literature that was available and
displayed in garda stations. Some stations had

posters about particular crimes and details about

DVSA CAD Call Data in DMR - January to September 2012
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support agencies. Conversely, some stations had
Call Selection

The selection of the 158 calls was chosen on a

little information available or had posters that were

not maintained and were out of date.

Recommendation 3.30

The Inspectorate recommends that the Garda
Siochana audits public office facilities and
improves their design to facilitate a more

customer focussed environment. (Long term).

Volume Crime Case Reviews
158 Calls for Service

Volume Crime Case Reviews

A major component of this crime investigation
report was the tracking of 158 calls from
members of the public to the Garda Siochana

across the seven divisions visited.

Intention
The intention was to track selected calls from
the time the call was made through to the final

outcome.
This part of the report will examine:

e The recording of the original calls from
the public;

e The initial response and investigation of
the incident or crime;

e How many of those calls were recorded

as crimes or incidents.

Further parts of the report will follow these
same incidents through the garda investigation

process including:

e Where a crime took place, who investigated
the crime;

e Management of any suspects and the
detection (solving) of a crime;

e The outcome of any court prosecution or
other criminal justice disposal;

* And most importantly the service that was

provided to the victims.

random basis from lists of CAD records and from
control room paper records. All calls were chosen
on the basis that the member of the public who
contacted the Garda Siochana stated that a crime

had been committed when the call was made.

Crimes from the five categories of assault,
burglary, domestic violence, robbery and vehicle
crime were chosen. These are categories of
crimes that are generally referred to as volume
crimes and are the types of crimes that are dealt

with daily at garda districts.

A minimum of four calls for each crime category,

for each division were selected.

The Inspectorate selected calls that were received
in mid-2012 and approximately twelve months
prior to the visits to each division in late 2012 and
2013. At some more rural divisions and for some
crime types the time frame for selection was
extended to find calls in certain crime categories.
The selection of the calls from 2012 allowed the
Garda Siochdna twelve months to conduct an

investigation.

Each call has been categorised as a case. In total,
158 cases were selected and reviewed from the
first point of call, through to the conclusion of

the case.

The Garda Siochana has an incident and crime
recording system called Police Using Leading
Systems Effectively (PULSE). When a crime or
an incident is reported to the Garda Siochana, a
PULSE record should be completed and a crime
recorded when there is reasonable probability

that a crime took place.



3.14 Volume Crime Case Reviews
The Findings for Calls for Service

Recording of Calls for Service

In divisions operating a CAD system, the process
of indentifying calls for the Volume Crime Case
Reviews was reasonably straightforward. However,
in divisions not operating CAD, this proved to be

a far more complex and time consuming process.

In two garda districts without a CAD system, the
Inspectorate found that no paper records were used
to record any 999 or non-emergency calls received.
In the absence of any record of calls received,
there is no way to identify how many calls a year
are received; what types of calls; who dealt with a
specific incident and what the results were. In these
districts, there is no record of work demands and
without a record of calls, a supervisor is unable
to check if all calls received were correctly dealt
with. The absence of call recording was brought
to the attention of the relevant divisional chief

superintendents at the time of the visits.

In garda districts working on paper records, the
Inspectorate identified that in some district stations
the recording of calls received from the public was
inconsistent. In one district, there were gaps of up
to a week in the recording of calls. From speaking
to members, it appeared that individual gardai
made decisions on whether or not to record the calls

received.

Where paper records existed, they were often hard
toread and contained limited details of the incident
in respect of how the call was managed and what

the result was.

At most garda districts, the Inspectorate found little
or no evidence of a supervisor checking paper or
CAD records to make sure that incidents were dealt

with appropriately and recorded correctly.

Information Request for Call Details

Following the field visits and having selected
calls for service from each visit, the Inspectorate
requested information on the calls through Garda

Headquarters.
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An information request was submitted with a series
of questions about the cases. The request also asked

for copies of any of the following documents:

e A PULSE report;
e Aninvestigation case file;

e A custody record for any persons arrested

and interview records;

e A prosecution file or court papers.

The information that the Inspectorate requested
would be routinely available in other police services.
During meetings with other police services, it was
estimated that such information should be available
within days.

The Inspectorate recognised that this request for
cases would be a good exercise in checking the
accuracy of recording of incidents and to find any
associated case papers. The first request to a division
for information on twenty-one incidents took four
and a half months to arrive and when it did, two
cases were missing and were shown as still under
investigation. The quickest response received took
three months to reach the Inspectorate. Extensive
delays that followed the requests, show that there
are deficiencies in the ability of the Garda Siochana
to find and provide such information. Most cases
sent to the Inspectorate consisted of a copy of a
PULSE incident, and in some cases, a victim’s

statement or a garda investigation pro forma.

Calls Not on PULSE

In each division, it was clear that difficulties arose
when an incident was not recorded on PULSE. In the
absence of a PULSE record, divisions had to go back
to the original call on CAD or to paper records. The
next stage was to try and identify who dealt with
the call. In particular, the limited information on
paper records made it very difficult to ascertain
who was actually assigned to the calls. Even those
divisions operating CAD were in some cases
unable to determine who dealt with a particular

call and the action taken.

In selecting calls that were by this stage over twelve
months old, the situation was exacerbated by the
fact that some gardai had retired, had transferred
or were off duty on extended absences. The

Inspectorate received large numbers of internal



garda memoranda for cases where individual gardai
and sergeants were questioned about whether they
could remember dealing with a call and what the
result was. In some cases none of the gardai on duty
at the time of the call were able to recollect details

of the incidents.

Calls with No Record of Attendance

Of the original 158 calls received by the Garda
Siochana, there are eight calls where a unit should
have attended an incident, but there is no record of

actual attendance.

There are a further three calls to domestic violence
incidents, where the caller subsequently re-
contacted the garda to cancel a unit attending. In
these cases, it is good practice to still attend a call to
check on a person’s welfare and to make sure that
the person is not under any duress. There is still
one assault case, where eighteen months later the
division has not responded on the outcome of the

call.

In respect of the eight calls where a unit does
not appear to have attended the incident, the
contributing factors appear to be the poor systems
for recording calls from the public and an absence
of supervision to ensure that a call is properly dealt
with. In some of these cases, all of the gardai on
duty on the day have no recollection of receiving

information about the incident.

In an effort to respond to the Inspectorate’s request,
some divisions decided to contact the people who
made the original call, at time periods ranging from
twelve to eighteen months later, to determine what
happened on the day that the gardai were called.
At least one division decided not to contact the
caller to establish what happened on the day.

The following are four examples out of the eight
calls, where gardai did not attend an incident and
where the division is unable to confirm if anyone

attended and what action was taken.
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In May 2012, a caller stated that her
husband had beaten her and hit her
with a small table. Shortly afterwards,
the woman called back to say that her
husband had just left the address. The
garda control room recorded on the CAD
record that gardai would still call to check
on her welfare. The result to the call on
CAD is shown as a report to station. The
unit assigned to the call has since reported
that the members were cancelled to the
call by the control room. This information
conflicts with the details contained on the
CAD message. The potential ramifications
for this are serious. No one called to check
on the victim’s physical condition and this
incident was never recorded. One year
later, and after the Inspectorate’s request,
gardai attended the address to speak to the
caller about the incident.

In September 2012, a call was received
to a robbery where two males stole
charity money. A wunit is shown on
CAD as assigned to the call and a result
is shown as a ‘report to station’ The
division concerned has reported to the
Inspectorate that it was not possible to
establish what happened to the call and
whether a unit attended.

In May 2012, a caller stated that her
boyfriend was beating her and also had
tried to choke her. A unit was assigned
and the CAD message recorded that
the unit arrived on scene within eight
minutes and left the scene six minutes
later. The call is recorded as a report
to the station. This incident was never
recorded on PULSE. All members spoken
to do not recall dealing with this incident.
In February 2014, gardai attended the
caller’s address and took a statement from

the original caller.



e In May 2012, a caller stated that there
was a domestic incident and that a family
member was causing problems. The
original call went to the divisional control
room and it was later transferred to a
district station to assign a unit. The district
station has no record of receiving this call
and all members canvassed on that day,
do not recall dealing with the incident.
The division reported that it was busy on
that day, with other incidents. The district
officer submitted a report stating that it was
highly probable that the call was recorded
by a member and that it was dealt with and

brought to a successful conclusion.

The examples highlight poor recording and
deployment practices and, in some cases, may have
it resulted in the non-attendance of a garda unit

to an emergency call.

This inspection has identified a gap in the
transferring of calls received in divisional non-CAD
control rooms that are subsequently transferred to
a district station to deploy a unit to deal with the
incident. In some district stations, no written record

of the call that was transferred can be found.

Following the supply of PULSE records and other
documents in the 158 cases, the Inspectorate sent
further information requests to each division. In
many cases, where a PULSE was not created and
supplied to the Inspectorate, no information or
explanation was supplied to explain the absence of
a PULSE report.

The follow up enquiries included requests for

information on:

*  Why the call was not recorded as a crime;

¢ Copies of documents that were not supplied

as requested;

e Verification of information that was

supplied.

In the majority of cases, divisions provided the
follow-up information that was requested. In
two cases, divisions returned the request for

more information with a PULSE record for a case
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where it had initially reported that that no PULSE
incident was created. At the time of completion
of this report, responses are still awaited to some

follow up questions and requests for information.

Garda Notebooks

Members have official garda notebooks which are
used to record incidents that they deal with and to

note crimes or arrests.

Where a crime was not recorded on PULSE, or
there was no explanation as to why a crime was not
recorded, the Inspectorate asked for a copy of the
rationale for not recording a crime. In some cases,
the Inspectorate specifically asked for a copy of
the members’ notebooks for particular incidents.
Notebooks should have records of the details of
any investigation and action taken at the time. In
October 2013, the Inspectorate requested copies of
notebook entries for eight cases from one division.
At the time of the completion of this report, three
responses were received on typed memoranda, and
no notebook entries have been received. There was

no response in relation to the other five cases.

Attending Incidents

Chart 3.6 shows call data selected from the seven
divisions visited by the Inspectorate. The data was
taken from CAD incidents and from paper records
maintained on calls for service. Information
includes average response times to the 158 calls
for service, the time taken to arrive, the time spent
dealing with the call and the incidents for which a
result is shown. In non-CAD divisions most of the

data was not included in records of calls.
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Chart 3.6

Volume Crime Case Reviews — Calls for Service Attending Incidents

Division Number of Average response | % incidents with Average time at % of incidents with
incidents times (minutes) time of arrival the crime scene a result shown
shown (minutes)
DMR North (CAD) 21 22 67% 25 95% (all bar 2
RPSTN)
DMR South (CAD) 23 8 70% 70 100% RPSTN
Donegal 21 Not recorded Not recorded Not recorded 28%
Kildare 23 Not recorded Not recorded Not recorded Not recorded
Limerick 24 Not recorded Not recorded Not recorded Not recorded
Mayo 23 Not recorded Not recorded Not recorded 21%
Waterford (CAD) 23 9 70% 36 100% RPSTN
Total 158 NA NA NA NA

Source: Data provided by the Garda Siochana.

General Findings as an incident and categorised as a “domestic
In relation to the recording of call details, the dispute — no offence disclosed”. Not all callers will
Inspectorate found significantly more information be able to identify the precise crime category, but
recorded on electronic CAD systems about the a victim knows if they have been an injured party
actual incident than on paper records e.g. the unit in an assault or that an item of their property was
assigned and the time of assignment was always stolen. There will always be some occasions where a
recorded: person contacts the police to report a crime that had

not in fact taken place.
e In the three locations where CAD is in

operation, on average the time of arrival at Chart 3.7 shows the percentage of the 158 cases
incidents was recorded in 69% of the calls recorded as incidents on the PULSE system
received; across the selected divisions. The majority of the

. . incidents were recorded at the time the call was
* The average time at crime scenes ranged

from one minute for an assault to 185 first received, but the Inspectorate noted that an

. - . average of 28% of the calls were never recorded
minutes for a robbery incident;

o on PULSE. Following a request for information
e All bar two CAD incidents had results

) ) about these calls for service, the Inspectorate
shown as “report to station”, but in less than

o further noted a number of incidents were recorded
50% of incidents, a report was created; , .
after the Inspectorate’s request. This amounted

¢ For non-CAD divisions, a result was shown to 9% of the calls for service. The information

in only 12% of calls; request was made over twelve months after the

e For non-CAD divisions, no times of arrival call was initially made in 2012. In the event that
were usually shown and there was no data a call for service, is not recorded on PULSE, the
as to how long units spent dealing with calls. Inspectorate expected to see a rationale recorded

on the case papers reviewed. The chart also shows

Incident Recording where a rationale was outlined on CAD or on

In most policing jurisdictions, where a call from the case papers for not recording an incident on
the public is received which suggest that a crime PUILSE.

has occurred, an incident record would normally

be completed. This is particularly the case when

a person states that they have been the victim of a

property crime, such as a burglary or a car crime.

In domestic violence cases, there will be occasions

where a crime has not been committed strictly in

law, but such incidents should usually be recorded



Chart 3.7

Volume Crime Case Reviews
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Conversion Rate of Calls for Service to PULSE Records

% calls for service
recorded on

Number of calls
for service

Division

PULSE at the time
of the first call

DMR North 21 71%
DMR South 23 61%
Donegal 21 62%
Kildare 23 69%
Limerick 24 63%
Mayo 23 65%
Waterford 23 52%

% calls for service
not recorded on
PULSE

% calls for
service incidents
recorded after
with Inspectorate
request

% calls for service
without a clear
rationale for not
recording on PULSE

29% 0% 100%
26% 13% 83%
19% 19% 75%
22% 9% 100%
33% 4% 100%
31% 4% 100%
35% 13% 88%

I S T S T S S TS

Source: Data supplied by the Garda Siochana.

Findings
* The average conversion rate from the call for
service to the creation of a PULSE incident is
low at 63%;

e 9% of the incidents were recorded in 2013

after the request from the Inspectorate;

e In the majority of cases where an incident
was not recorded on PULSE, there was no
rationale recorded on CAD or paper records

to explain why a crime was not recorded;

e It is noted that in one division, 35% of calls
for service were not recorded on PULSE.
This is a significantly high rate of under-
recording.

The incidents recorded on PULSE twelve months
later (after the Inspectorate’s request) included

offences from all of the five categories including;:

e Three robberies;
e Two thefts from vehicles;

¢ Five domestic incidents.

The following is an example of a case where the
PULSE record was created in 2013.

In June 2012, a caller stated that her husband
had raped her in the past and had hit her on that
day. Caller wanted him arrested, she has five
children and is scared. The CAD result is shown
as report to station. Although gardai are shown
as spending 62 minutes at the scene of this call,
no record of the incident was created on PULSE
at the time. In June 2013, a PULSE incident was
created for the domestic dispute, and the record
says “husband not present when gardai arrived.
No The PULSE record

created some 12 months later is in direct conflict

offences disclosed”.

with the information supplied to the garda call
taker. In this case, a sergeant described the non-

recording at the time as an “oversight”.

Chart 3.8 examines the call data from the five
selected crime types relating to the 158 cases
and examines the recording rates for each crime

category.



Chart 3.8
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Volume Crime Case Reviews
Conversion Rate of Calls for Service to PULSE Records by Crime Type

Crime Type Number of calls

% calls for service recorded | % calls for service not
on PULSE at the time of the | recorded on PULSE

% calls for service recorded
after Inspectorate request

for service
first call
Assault 30 47%
Burglary 40 87%
Domestic Violence 33 39%
Robbery 27 78%
Vehicle Crime 28 61%

47% 6%
10% 3%
45% 15%
11% 1%
28% 1%

Source: Data supplied by the Garda Siochana.

Key Findings

In comparison to all of the sample:

e For property crimes such as burglaries and
robbery crime offences, there is a much

higher recording rates;

e For domestic violence and assault cases the
conversion rates from the call to PULSE was

significantly lower;

* Domestic violence cases accounted for
the largest percentage of cases that were
recorded after the Inspectorate’s request in
2013.

Categories Recorded on PULSE
In Part 4 of this report, the Inspectorate examines
the category that the incident was placed into and

whether the Inspectorate agreed with that decision.

Conversion from a Call to a Crime
Chart 39 shows the number of calls that were
recorded as incidents on PULSE and the number

that were recorded as crime incidents.

Chart 3.9
Volume Crime Case Reviews Conversion
Rate of Calls for Service to PULSE Crime
Records

Number Number Number % calls

of calls for of calls of PULSE for service
incidents recorded as

Service for service
recorded on | recorded as | a crime
PULSE a crime

158 114 90 57%
Source: Data supplied by the Garda Siochana.

General Finding

® Only 57% of the total calls received were

recorded as crimes.

Non-recorded Cases

The following are some of the themes that are
present from the sixty-eight cases out of the original
158 calls for service, that were either not recorded

on PULSE or were recorded in a non-crime category.

Victims unwilling to make a statement

of complaint

This is an issue which arose in many of the sixty-
eight incidents that were not recorded on PULSE
at the time of reporting. A statement of complaint
is effectively a written statement taken from a
victim outlining the nature of the offence and an
agreement by the victim or a witness to assist in
the prosecution of an offender and if necessary to

attend court to give evidence.

A difficulty arises when a victim reports that a
crime has taken place, but declines to provide a
written statement of complaint. The Inspectorate
found examples where gardai stated that the
crime was not recorded, because the victim
would not make a written statement of complaint.
The refusal to provide a statement of complaint
can be very frustrating for gardai and can often
occur in cases of domestic violence and other
assaults. However, the rules around this state
that if there is reasonable probability that a crime
occurred (and no evidence to the contrary) then
even if the victim does not want the matter taken
any further, a crime should be recorded (Crime
Counting Rules).



Victims told to consider their course

of action

The Inspectorate found a number of calls where
gardai recorded that the victim was going to
think about their course of action and that the
victim would re-contact the gardai. This was
often linked to assault cases, but also in a case
of robbery and, sometimes, the victim was
described as being intoxicated. In most police
services where on the balance of probabilities
an assault took place, a record of the crime is
created at the time and contact is made with
the victim at a later date. In Ireland these same
rules of recording apply, but it appears that such
crimes are not always recorded. In the incidents
that were examined, there was no evidence of
further contact with victims to establish if the
victim wanted to report a crime. In most cases
the victim’s details were known and gardai
should make contact at a later date to see if the

victim wants to report a crime.

Victims or callers who left the scene
before gardai arrived

During this analysis, the Inspectorate found
several calls where victims had left a location
prior to the arrival of a garda. On occasions,
this was due to a delayed response by the garda

attending the incident. Examples include:

e A call to a hospital where there was a victim
with a suspected broken jaw. It took two
hours for a unit to attend the hospital and by
that time the victim had left.

e A call to a domestic incident received in the
early hours of the morning took gardai over
two hours to attend; and by that time there
was no reply at the address.

In these cases, there was no evidence of any
attempt to re-contact the victim and no crimes
were subsequently recorded. Reasonable
enquiries should have taken place to speak to

the caller or any witnesses.
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Victims advised to call to a garda station

The Inspectorate also identified calls where an
arrangement was made for a victim to come to a
garda station to report an incident or a crime. On
two occasions, this occurred because it suited
the victim to do so. In these cases, no crime
was ever recorded and there is no record of any
attempts to re-contact the victims to see if the

person wanted to report the crime.

Best Practice

Many police services have adopted bureaucratic
processes of exhaustively trying to contact
potential victims to establish if a crime has taken
place and whether the victim wishes to report
it. A sensible approach must be taken in terms of
trying to contact a victim to see if a crime has taken
place. The Inspectorate advocates that reasonable
attempts should be made to contact a person who
has previously reported a crime to the garda and
for whatever reason, the crime was not recorded at
the first notification. Any such attempts to contact
a caller should be recorded on the original CAD

message or on the paper record.

Recommendation 3.31

The Inspectorate recommends that the Garda
Siochana creates a Standard Operating
Procedure for dealing with victims of crime.

(Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Provide clear guidelines about when to

record a formal statement of complaint;

¢ Develop a standard national approach for
follow-up enquiries with victims who have
left a crime scene prior to the arrival of
gardaf;

* Promote the importance of the first

interaction with a victim of crime.



Unrecorded Crimes — Individual Decisions
by Gardai

As mentioned in the introduction to this report,
there will always be a number of crimes that are
not reported to the police. Internationally, under
reporting is monitored through surveys of various
types. Whilst this occurs across the full range
of crime types, it is particularly prevalent with
crime types such as domestic violence, race crime
or homophobic crimes. Sometimes it is because
victims do not think that the police will take them

seriously or they are afraid of retribution.

In contrast to the decision by a victim not to report
a crime, the inspection learned of an unacceptable
practice where individual gardai were deciding not

to record a crime.

Examples of the type of unrecorded cases that

were provided to the Inspectorate

* In assault cases, gardai sometimes give the
victim time to consider their next course of
action and do not always record the victim’s
complaint. This is particularly used when a
victim may have consumed alcohol. Many
victims later decide not to make a formal

complaint and a crime is never recorded.

e In domestic violence cases, where a victim
has injuries but is unwilling to make a
statement of complaint, members sometimes
do not record the incident on PULSE; or it
is recorded on PULSE without details of
any injuries to the victim and incorrectly
categorised as a domestic dispute. In the
latter case, this crime is categorised as a
“domestic dispute - no offences disclosed”.
This matter is effectively closed and the
assault is not recorded. This is a very unsafe

practice for such a crime.

e  Where the victim is a tourist, some members
do not record the crime as they think that

the person will not follow-up on the report.

* Some low level incidents are not always
recorded as the district officer would expect
a full investigation.

* Some crimes are recorded in a non-crime
category. This is further discussed in the
next part of the report (Part 4).
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e Victims are sometimes asked to provide
proof that an offence has taken place before
a crime is recorded. Examples were given in
theft of oil cases, where victims were asked
to provide receipts for oil purchases. In these
cases, members said that this was completed

on the instructions of a supervisor.

Members have told the Inspectorate that they are
aware that the failure to record a crime is likely
to lead to a disciplinary enquiry. District officers
informed the Inspectorate that unless a complaint
or enquiry was later received, it is unlikely to be
discovered that a crime was not recorded in these
circumstances. The Inspectorate was informed
that supervisors cannot guarantee that everything
goes onto the PULSE crime recording system.
Some supervisors were unclear on their authority
to review notebooks. On checking the Garda Code,
the Inspectorate noted that it sets out the duty of

supervisors to check garda notebooks.

In Ireland, there is no formal process for allocating
crimes for investigation. Other police services
have formal allocation processes and often have
investigation teams that deal with particular
crime types. As the first responding garda usually
investigates an incident, if a garda records a crime,
they know that they are allocating an investigation
to themselves. This means that an individual can
essentially decide what they will investigate. It may
also determine whether the incident will ever be
entered onto the crime incident reporting system
and also under which category it will be classified.

This issue is exacerbated by poor supervision.

Heavy workloads were the main reason provided
by gardai for not recording incidents on PULSE.
Members explained that all crimes are required to
be investigated to the same level and where a less
serious crime is recorded on PULSE, the district
officer will request a full investigation file and send
out a long list of instructions for the gardai to carry

out.

Failure to record crimes and incidents was
consistently reported to the Inspectorate across all

seven divisions.



Approach of Individual Officers

The first member to deal with a victim of any crime
has a critical role and may determine the satisfaction
levels of the victim with the service provided. The
Inspectorate was informed by members and victims
that it can often be the approach of the first officer
that determines what a victim will do.

3.15 The Victim’s Experience

The following are examples of cases brought to the
attention of the Inspectorate during the course of
the inspection, that were not recorded as crimes.
The Inspectorate spoke to the victims in Cases 1

and 2 and also the witness to Case 3.

Case 1

A victim of a previous burglary was the victim
of another burglary. Following the second crime,
the victim received a garda victim’s letter from
the district officer. This victim had not received
a victim’s letter for the first crime and assumed
that the letter was a new garda initiative. A
subsequent review of the PULSE system showed

that the first crime had never been recorded.

Case 2

A family on holiday in Ireland were the victims
of a violent attempted robbery. On seeing two
gardai they reported what had happened. The
members called an ambulance for the victims
and conducted a short search for the suspects.
The gardaiinformed the victims that they would
have to report the crime at another station. The
victims were shocked that the officers did not
want to take the report. This crime was not

recorded.

Case 3

A member of the Garda Siochana saw suspects
at the rear of their neighbour’s house attempting
to break in and dialled 999. Two gardai arrived
in a patrol car. The gardai did not get out of the
car or search the back of the house and they left
without talking to the witness. The incident was

not recorded as a crime.
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Case 4

A robbery involving the taking of a mobile phone
was reported to a garda. Three weeks later the
victim’s mother attended the garda station to get
a claim form stamped. On checking PULSE the

crime was not recorded.

Supervision

During the inspection of CAD and paper call
recording systems, the Inspectorate found very
little evidence of supervision to check that a call
was correctly dealt with. With regard to crime
investigation, it is important that a supervisor
makes sure that an officer has taken all necessary
actions at a crime scene and has completed a

detailed crime report.

The Inspectorate has identified a gap between the
number of calls that are received from the public
and the numbers of incidents that are actually
recorded in electronic and paper records. This
gap needs to be urgently addressed, and robust
and meaningful supervision is required to ensure

that calls are properly recorded and actioned.

Garda Action for Non-recording of Crimes
and Other Incidents

Out of the 158 calls, 14 PULSE incidents were
created some 12 months after the call was first
received by the Garda Siochana and six out of the
seven divisions created reports after the request for

documents by the Inspectorate.

The Inspectorate has received some feedback on
Garda Siochéna action taken for the non-recording
of these crimes and other incidents. This ranged
from no action taken to several cases of discipline.
In one division, the Chief Superintendent reported
that as a result of the Inspectorate’s request for
cases, two members are under investigation for
breaches of discipline; one member has retired,
but if still serving would have faced discipline
proceedings and three other incidents should
have been recorded and instructions were given to
gardai about this. This is effectively 28% of the total
cases examined for that division. This showed the
seriousness in which one division viewed the non-
recording decisions made. Other divisions have

taken different approaches.



These case reviews across the seven divisions
identified that a large percentage of crimes that
took place were never recorded and subsequently

never investigated.

The analysis of call handling has identified a
serious problem with the recording of incidents

and crimes across the seven divisions.

3.16 Not Recording Incidents -

What Does This Mean to Crime
Recording in Ireland?

It is almost impossible to determine the level of
crime that is not currently recorded. However, the
information provided to the Inspectorate and the
Volume Crime Case Reviews indicates that it could

be significant.

Victims and witnesses who come forward to report
a crime are entitled to have complete confidence
that the Garda Siochana will record crimes and
conduct appropriate investigations. The incidents
described by the members, the information from
victims and case file reviews show that this is not

always the case in crimes reported by the public.

The failure to accurately record crime at this stage

has serious ramifications:

e Crime data is inaccurate;

e Crime policies and directives are not

implemented;
¢ Criminal offences are not investigated;

e Many offenders are not dealt with
appropriately;

e Early intervention action in less serious
crimes is not being taken, which has the
potential to prevent more serious crimes

from occurring;

* Analysis of crime and deployment of garda
resources is not based on the full picture of
reported crime, resulting in the wasteful

allocation of scarce resources;
* Victims and witnesses are not receiving the

service they are entitled to expect from the
Garda Siochéna.
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The non-recording of crime is not a new issue.
The Inspectorate report titled ‘Responding to
Child Sexual Abuse, completed in November
2010, identified a failure by the Garda Siochana to
record child sexual offences as crimes. The recent
inspection shows that the recording deficiencies
found in the Inspectorate’s examination of child
sexual offences is replicated in many other crime
areas. The inconsistency in crime recording was not

isolated to any one of the seven divisions inspected.

The Inspectorate believes that the systems,
processes and supervision are not in place to
ensure that crime is properly recorded. The
failure to record and properly investigate a crime
is unacceptable in any policing jurisdiction.
This situation must be immediately addressed,
to maintain public and victim confidence in the

Garda Siochéna.

3.17 The Way Forward

National Standard for Incident Recording
(NSIR)

There must be integrity, transparency, consistency
in interpretation and clear standards of application
in CAD and crime incident recording in Ireland.
NSIR operates in the UK and provides a set of rules
to ensure that calls are handled in a professional
and consistent manner. (A similar set of rules
operate in the USA: National Incident-Based
Reporting System). The principal aim of NSIR is to
ensure thatincidents are risk assessed at the earliest
opportunity, leading to an appropriate response and
ensuring that incidents are recorded in a consistent
and accurate manner. Accurate recording helps the
police and local communities to tackle crime and
anti-social behaviour. NSIR covers the end-to-end
process from first point of contact with the police to

the response.

In 2000, Her Majesty’s Inspectorate of Constabulary
(HMIC) Report “On the Record” drew attention to
the possible consequences for the integrity of crime
statistics when it found that 24% of crimes notified
to control rooms went unrecorded in crime systems.
Following the introduction of NSIR the recording

standards of UK police services improved greatly.
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With NSIR, an incident should be recorded when
an event or occurrence disturbs an individual’s, a
group’s or a community’s quality of life or causes
them concern. Incidents range from road traffic
collisions and anti-social behaviour through
to matters of crime and public safety. Incident
management is part of the process for restoring
situations to normality with minimal adverse
impact on the community. Many police services
use qualifiers in resulting incidents e.g. a call to
anti-social behaviour might have a result that said
that it was youth related. This can alert community

officers to emerging issues.

Other international police services have a Crime
Registrar (discussed further in Part 5) that also has
responsibility for incident recording. Their role is to
implement clear processes for recording incidents
and to ensure consistency, transparency, accuracy

and integrity across the force area.

Recommendation 3.32

The Inspectorate recommends that the Garda
Siochana introduce a National Standard for

Incident Recording. (Long term).

In the interim, the following key action needs
to be taken:

e Appoint a lead/champion for incident
recording  standards  (See  Part 5

recommendation for crime recording).
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4.1 INTRODUCTION

This part of the report explains the process for recording crimes and non-
crime incidents reported to the gardai. It also examines why some crimes are
not recorded and what this means for overall crime levels in Ireland.

The Garda Siochédna has a single incident recording system called PULSE that
is used to record crimes, incidents and garda generated activity.

The Garda Siochana operates a unique system for the recording of crimes and
other incidents. When a garda has attended the incident, they contact the Garda
Information Services Centre (GISC), based in Castlebar and report the incident
directly. In this process GISC creates a record of the incident on PULSE. This
removes the need for gardai to return to a garda station to complete a report.

One of the first steps in that telephone call to the centre is a process called
crime classification. This determines what category of crime is recorded.
Other policing jurisdictions take great care to ensure that this process is right
tirst time, so as to avoid having to change the crime classification at a later
date. This is not always the case in Ireland and crimes often end up in the
wrong crime category in the first instance or in some cases as a category not
recognised as a crime.

This part also explores a process called review, where a GISC supervisor
is required to check the crime entry for data quality and to ensure that the
correct crime classification is shown.

4.2 The Crime Recording e How to record crimes when there is more
Structures and Key than one victim
Organisations

e How to deal with multiple crimes by the

same offender on the same victim;
Crime Counting Rules )
* When to change a crime from one category

In common with other countries, Ireland has
to another;

crime counting rules that are applied to categorise,

. o e When to show a crime as detected (solved).
record, measure and analyse crime. A criminal

offence is recorded when there is a reasonable . .
These rules are very important, particularly when

ility th i i h . S .
probability that a crime was committed and there the performance of police services is often judged

is no credible evidence to the contrary. The test . . .
on whether crime is increasing or decreasing and

is that of reasonable probability and whether it is success in identifying offenders, solving crimes and

more likely than not that a criminal offence took bringing offenders to justice.

place. If the criteria to record are satisfied, but the

victim does not want the matter taken any further, Counting rules are one way of benchmarking and

a criminal offence must still be recorded. There are measuring crime levels. Surveys are another way of

also rules on: gauging crime levels. The annual Crime Survey for



England and Wales asks people aged sixteen and
over living in households about their experiences
of crime in the last twelve months. This survey
also indicates the levels of crime that are not
reported or recorded by the police and some of the
reasons for not reporting crime. The Irish Central
Statistics Office (CSO) carries out a quarterly
national household survey which, from time to
time, includes a module on crime and victimisation.
The latest such module was published in October
2010, in respect of the period January to March 2010.
The module was previously carried out in 2003 and
2006. Therefore, unlike other jurisdictions, there
are few alternative sources of crime data to those

reported by the Garda Siochéana.

Crime Definitions

The method of counting and categorisation of
crime is important, as it influences crime statistics.
There are clear definitions for each crime category;
e.g. what components need to exist for an offence
to be a burglary or a robbery. To assist with
varying circumstances and how to apply this to
the definitions, examples are provided in the rules
to assist those who are deciding what crime has
taken place. For traditional offences such as theft
and burglary, the categorisation is quite straight
forward. With e-crime and fraud offences, it can
sometimes be more complicated. The definitions for
these traditional crimes and the interpretations in
Ireland are predominately the same as those used
in the UK.

Whilst similar crime categories exist in Ireland,
there are fewer sub-categories than in many other
countries. Sub-categories can capture more detailed
information, such as seriousness, modus operandi,
target and intent. For example, in respect of
burglary, UK police services break this down into
sub-categories such as attempted burglary, artifice
(distraction or trick offences), residential (homes)
and non-residential offences (non dwellings).
Garda analysts have indicated that this sort of
information would be very useful when analysing
burglary offences. Sub-categories also allow a
distinction to be drawn in respect of burglary
offences and attempted burglary offences. For
example, it is useful to be able to separate burglaries
and attempted burglaries in order to identify the

number of homes or premises that are not actually

1
Crime Investigation Report 1 Part 4: Incident Recording
_________________ e

entered by an offender. The Inspectorate also found
it difficult to extract data in respect of the different
types of vehicle crime from PULSE.

Recommendation 4.1

The Inspectorate recommends that the Garda
Siochana develops additional categories and
sub-categories on PULSE that provide better
data descriptions of key crime types and non-

crime types. (Medium term).

Central Statistics Office

The Central Statistics Office (CSO) is responsible
for the publication of Irish crime statistics and
produces quarterly and annual crime statistics
reports, using source data which has been collected
by the Garda Siochana. The CSO also use such data
in conjunction with its other demographic and
administrative sources from the criminal justice
system, in order to provide additional statistical
information, such as the age or gender of victims

or offenders.

Police Using Leading Systems Effectively
(PULSE)

The primary source of Irish crime statistics is the
PULSE system. PULSE is a national computerised
incident recording system for the Garda Siochéana,
that was introduced across Ireland in 1999. In 2012,
PULSE recorded just over 240,000 crimes, 145,000
offences and a further 600,000 incidents that were
not crimes. PULSE therefore, records crimes such as
burglaries and other offences such as speeding and
other non-crime incidents, such as missing persons

or lost property.

PULSE is not a crime investigation system; it is an
incident recording system. Crime investigation
systems in other jurisdictions operate very
differently to PULSE. Their crime investigation
systems are the main repository for recording all
information relevant to the crime that is being
investigated. All entries on these crime systems
are timed and dated and show the action taken
and the details of the officer making an entry. For
a serious or complex crime investigation, the free
text section for the investigation will often run
to multiple pages. In contrast, the Inspectorate
found that the creation of a PULSE record was

often a once-off event, and sometimes there were



no further updates. Entries on PULSE do not
always identify the person making the entry and,
without conducting specialist searches, it is hard
to determine who conducted certain actions and
the date and time of their completion. The free text
section for details of the investigation in PULSE
is restricted to 3,000 characters, but in most cases
PULSE details of an investigation run to just a few

lines of text.

Allsenior gardaiinterviewed during this inspection
process would like a replacement system for PULSE
and a crime investigation and case management
system. The system should be integrated with other
technology, such as anew CAD' system. This report
will provide a compelling business case to show
that the Garda Siochdna must have a new crime

recording system.

PULSE would need significant investment, which
may not be possible with the current system and,
in any case, the changes may be cost prohibitive.
This report will highlight major deficiencies with
the PULSE system. The Inspectorate recommends a
new system, but in the interim, recommends some
immediate changes to improve the current working
practices of PULSE.

Recommendation 4.2

The Inspectorate recommends that the Garda
Siochiana develops a new national crime
investigation/records management system
that records all information and actions
taken relating to the investigation of a crime.
This system must be compatible with new
CAD and resource management systems as

recommended in Part 3. (Long term).

1  CAD is the acronym used for the Computer Aided Dispatch
systems used by police services in many countries. The
system can be used to log calls for service, the assignment
of units to respond to the call and other incident related data
relevant to first response.
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The Garda Information Service Centre
(GISCO)
Good Practice

Ireland operates a unique system for the actual
recording of crimes and other incidents onto
PULSE. GISC is a call centre operated by
Garda Siochdna support staff, providing a 24/7
telephone and TETRA radio reporting service
to gardai across Ireland. Responsibilities
include the creation and review of all incidents
reported by gardai on the PULSE system. When
a garda has dealt with a crime or an incident
there is a requirement to contact GISC directly
from the crime scene and a GISC call taker
enters the incident directly onto the PULSE
system. This removes the need for gardai to
return to a garda station to complete a crime
report. This is a good approach designed to

maximise garda time on patrol.

On average, it takes GISC about six minutes to
create a PULSE incident; but with some more
detailed incidents such as road traffic collisions,
the process can take longer. As well as creating
crime and non-crime incidents, stop and searches,
road safety checks and intelligence reports are also
recorded. GISC also perform other tasks, including
linking PULSE with local district courts through
the Criminal Justice Interoperability Programme
computer system (CJIP). These links allow for the
issue of a summons, checking compliance with
document production by drivers and summons
preparation in non-compliance cases. The Garda
Siochana now offers a service through GISC to
report crime on-line for low value theft of property
crimes. GISC also provides an out of office hours
IT support function for the Garda Siochana,
receiving approximately 120 IT related calls per

week.

The Inspectorate’s field visit at GISC coincided
with a national garda traffic related initiative
that resulted in gardai contacting GISC to record
activity to support the operation. GISC staff were
not notified in advance of this operation. As the
point of recording, GISC should always be warned
in advance of any impending operation that will
require GISC assistance, to ensure sufficient

resources are available.



Recommendation 4.3

The Inspectorate recommends that the Garda
Siochana informs the Garda Information
Service Centre (GISC) of any non-sensitive
operations that will require additional GISC

assistance. (Short term).

The Assistant Commissioner for Organisational
Development and Strategic Planning has corporate
responsibility for GISC as well as information
management and data quality issues. The
Assistant Commissioner for Crime and Security
has responsibility for crime administration and
compliance with crime counting rules. This report
recommends several changes to the way that
GISC should operate in the future, which includes
enhancing their role in terms of compliance with
crime counting rules. There is an inextricable link
between the role of GISC in terms of data quality
of crime recording and ensuring that PULSE crime
incidents are recorded to a high standard. The
Inspectorate believes that one senior manager of the
Garda Siochana should lead on both crime counting

rules and the management of GISC.

Recommendation 4.4

The Inspectorate recommends that the Garda
Siochana designates one senior manager as
the lead for both crime counting rules and
the Garda Information Service Centre. (Short

term).

4.3 Recording Entries on PULSE

Call Takers and PULSE Incident Creation
Approximately 18,000 PULSE incidents are created

each week and GISC call takers create just under
16,000 of those reports. The role of GISC is to
capture the information provided by the member,
to create the initial PULSE entry for an incident or
a crime and to provide advice to the member on
the category of crime that may have taken place.
This latter function, called crime classification,
effectively determines what category of crime is
recorded. In other policing jurisdictions, great care
is taken to ensure accuracy of the initial entry to
avoid having to change the crime classification at

a later date.

Call takers also have a key role to play in accurately
recording data and ensuring that all necessary
PULSE fields are populated.
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Mandatory Fields on PULSE

When an incident is created, there are a number of
fields that must be populated; including the date,
time and location of the incident and when the
incident was created. There are some elements that
are not mandatory, but are required for statistical
information, e.g. the nationality of any persons
named in the incident. The CSO would like to
see mandatory completion requirement fields
on PULSE, as used in other countries. Creating
mandatory data fields that must be populated
before a report can be completed, would reduce the
number of follow-up enquiries that are later issued
for officers to update their entries. It would also

assist in the comparability of data.

Recommendation 4.5

The Inspectorate recommends that the Garda
Siochana increases the number of mandatory
fields on PULSE, (nationality, GPS etc.),
to ensure more information is obtained to
provide greater accuracy in PULSE incident

recording. (Medium term).

For this to take place, the Garda Siochdna

must:

e Consult with Garda Siochana Analysis
Service (GSAS) and the Central Statistics
Office (CSO) to determine what mandatory
fields are necessary to support accurate

details for crime data and analysis.

Contacting GISC from Incident and

Crime Scenes

In respect of contacting GISC to record incidents,
the Inspectorate found that some gardai are
developing a practice of saving up all the incidents
dealt with until the end of their tour of duty and
on return to their garda station, contacting GISC
to create a number of PULSE reports. This is a
common practice in the seven divisions visited
and is unnecessarily placing GISC under pressure
at shift change-over times. Throughout the
inspection, members regularly complained about
slow response times to calls made to GISC. Gardai
also complained about poor radio signals as a
reason for not contacting GISC from crime scenes
and that, after a period of time, a call over their
radio is automatically terminated. The creation
of PULSE reports towards the end of their duty



effectively removes a garda from street patrol and
also reduces the opportunity for a sergeant to check
a PULSE incident before a garda goes off-duty.
This is a practice that must be addressed and any
technical issue with garda radios that may exist
needs to be resolved. In addition, the creation of
a PULSE record away from a crime scene reduces
the opportunity for GISC call takers to obtain

more details about the crime scene.

All PULSE incidents have a mandatory field for
including GPS co-ordinates for a crime scene.
This enables crime analysts to conduct far more
accurate evaluations of crime data. A member at a
crime scene can obtain GPS co-ordinates through
their Tetra radio. Once a garda leaves the location,

additional work is needed to fill this information

gap-

Recommendation 4.6

The Inspectorate recommends that the Garda
Siochana enforces the policy for members
to contact GISC from the location of an
incident to create a PULSE report, rather than
contacting GISC at the end of a tour of duty.
(Short term).

To achieve the above recommendation, the

following action needs to be taken:

* Resolve theissue of gardaradios terminating

contact to GISC after a certain length of time.

Internationally, in other police services, officers
are still manually inputting crimes onto computer
systems or are using hand-held devices that
download information directly onto computerised
crime recording systems. There are some benefits
to police officers inputting crime as they become
very familiar with the points needed for a crime
scene investigation report. In general, the quality
of the reports in other jurisdictions visited were far
more detailed. The lack of detailed information on
PULSE may be the result of gardai not having to do
direct record entry, particularly those who joined

the police service after PULSE was introduced.

Overall, the Inspectorate believes that the
establishment of GISC was a progressive move
at the time, but there is an opportunity to use

the system far more effectively and create a more
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detailed crime record. The following paragraphs
highlight issues of efficiency, quality, timeliness

and the critical stages in the creation of a record.

Compliance Rates for Recording PULSE
Incidents with GISC

In order to maximise garda patrol time, members
are expected to utilise the services of GISC for
PULSE entries. Chart 4.1 identifies the percentage
of PULSE incidents created by all divisions in
contravention of Garda Siochdna policy. Many
divisions have achieved compliance rates in excess
of 90% for using GISC to record incidents, but as
shown in Chart 4.1 there are many divisions with
much lower rates. There is no data available on how
long it takes a garda to complete a PULSE incident,
but it is likely to be far longer than the six minutes it
takes a call taker at GISC.



Chart 4.1
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PULSE Incident Records Created by all Garda Divisions
(January - October 2012)

Tipperary

Cork North
Kilkenny/Carlow
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D.M.R. Northern
D.M.R. Western
Wicklow

Waterford

Mayo

D.M.R. Southern
Laois/Offaly

Cork City

Donegal

Limerick

National
Cavan/Monaghan
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Sligo/Leitrim

Galway
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Roscommon/Longford
Louth

D.M.R. South Central
D.M.R. North Central
D.M.R. Eastern

0% 5% 10%

15% 20% 25% 30%

% Created by Garda Divisions

Source: Data supplied by the Garda Siochana

Creating a PULSE incident outside of the GISC
system requires a member to return to a garda
station and that reduces garda visibility. The
presence of a patrol car or a garda on foot patrol is
a deterrent to criminals. The Inspectorate believes
that there is no need for individual gardai to create
their own PULSE incidents and that all divisions

should achieve a minimum of 95% compliance.

PULSE - Quality Assurance

Chart 4.2 shows the difference in the quality of
a PULSE record created by GISC and a PULSE
incident created by individual gardai. Every PULSE
incident created is subject to a formal review
process by GISC to check for data quality and
to make sure that the correct incident category is
chosen. Where additional information is required,

or GISC want to clarify an issue with the report, an

action is generated called a “review/clarification”.
This action is sent via the PULSE system and is

usually sent to the investigating garda.

The percentage of PULSE incidents that needed
further action after creation is outlined in Chart 4.2.
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Chart 4.2
Entry by GISC and by Divisions
PULSE Incidents Requiring Further Action (January-October 2012)
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Source: Data supplied by the Garda Siochana

In this sample period, 18% of the PULSE reports
created by GISC call takers resulted in arequirement
for additional action, whereas 34% of the PULSE
incidents created by gardai in divisions, required
additional action. Chart 4.2 shows that in one
division, 49% of the total PULSE records created

required additional action.

The requirement for further action fluctuates
throughout the year but consistently, GISC operate
at about 10% for further action and divisions are
three times higher at 30%. This gap in quality
generates a significant amount of additional and

unnecessary work both for GISC and for gardai.

Recommendation 4.7

The Inspectorate recommends that the Garda
Siochdna enforces the policy that all divisions
achieve a minimum of a 95% compliance rate
for using GISC to create PULSE incidents.
(Short term).

Timeliness in Creating PULSE Incidents

It is extremely important that a crime is placed onto
acrime recording system at the earliest opportunity,
and by doing so, it provides an opportunity for a
supervisor to check the report and to make sure that
any necessary actions are taken at the time. There is
a clear instruction to gardai to record a crime or an

incident on PULSE within the same tour of duty.

The data in Chart 4.3 shows the compliance rates
against that policy and includes four specific time
frames. Firstly those incidents reported to the
Garda Siochana that were created within twenty-
four hours (this includes crimes created in the next
tour of duty, which are outside of the policy). The
next three time periods show rising interval periods
up to those incidents that were created at least one

week after the report was made.
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Chart 4.3
Difference Between PULSE Incident Reported and Created Times?

Difference | Difference Difference Difference Difference between

between between between between reported time and
reported reported reported reported created time > 1 Week
time and time and time and time and
created created time | created created
time <=24 | >24 hrs and | time > 36 time > 48
hours? <=36hrs hrs <=48 hrs <=1
hours Week
Total Total Total Total Total No Total
Incidents Incidents Incidents Incidents Incidents Incidents Incidents
Created Created Created Created Created Created Created
Division
Cavan/Monaghan 1,234 78.8% 4.4% 1.2% 4.2% 141 11.4%
Clare 1,327 80.2% 4.5% 0.6% 3.2% 152 11.5%
Command and Control, 36 94.4% 0.0% 0.0% 0.0% 2 5.6%
Harcourt Street, DMR
Cork City 3,131 82.7% 3.6% 1.0% 4.3% 265 8.5%
Cork North 2,204 83.0% 4.5% 1.0% 3.8% 169 1.7%
Cork West 1,654 84.2% 4.0% 1.3% 4.2% 105 6.3%
DMR East 1,505 81.9% 3.0% 0.8% 2.7% 174 11.6%
DMR North 4,222 80.5% 3.7% 0.9% 436 10.3%
DMR North Central 3,144 79.4% 3.7% 1.3% 3.7% 372 11.8%
DMR South 2,571 3.2% 0.7% 4.0% a2
DMR South Central 2,717 83.3% 3.0% 0.6% 236 8.7%
DMR West 4,997 2.6% 1.0% 2.8% 420 8.4%
Donegal 1,532 80.9% 5.4% 0.6% 4.1% 139 9.1%
Galway 2,212 80.6% 3.3% 0.6% 3.0% 276 12.5%
Kerry 1,550 82.3% 4.2% 1.5% 3.4% 134 8.6%
Kildare 1,779 81.7% 4.3% 1.7% 118 6.6%
Kilkenny/Carlow 1,334 83.4% 4.0% 1.4% 2.8% 112 8.4%
Laois/Offaly 1,193 3.5% 1.8% 3.7% 154
Limerick 3,023 81.2% 4.5% 1.1% 3.7% 286 9.5%
Louth 1,916 83.4% 2.2% 0.2% 4.2% 191 10.0%
Mayo 1,233 2.9% 1.3% 3.8% 21
Meath 1,533 84.6% 2.7% 0.5% 4.3% 121 7.9%
Not Assigned Division 81 81.5% 1.2% 1.2% 6.2% 8 9.9%
Roscommon/ Longford 1,137 83.0% 3.3% 1.3% 3.2% 105 9.2%
Sligo/Leitrim 1,091 84.1% 6.0% 1.0% 3.8% 55 5.0%
Tipperary 1,943 83.3% 4.3% 1.9% 3.6% 135 6.9%
Waterford 1,978 83.2% 4.5% 1.7% 2.0% 170 8.6%
Westmeath 1,448 2.3% 0.8% 2.6% 127 8.8%
Wexford 1,580 2.5% 1.3% 2.2% 98 6.2%
Wicklow 1,448 81.4% 2.8% 1.4% 3.9% 10.6%

Source: Data supplied by the Garda Siochana.

2 Data in chart refers to three week period 5 October 2012 to 25
October 2012. (Note colour code Green = Completed within
24 hours. Amber = Completed outside of the Garda Directive.
Red = Poor compliance with the Garda Directive)

3 Note: Garda data does not provide tour of duty. It can only
provide a 24 hour period.



There are significant numbers of PULSE crimes and
incidents in the chart that are created at various
intervals after the 24 hour period. The divisions
that are highlighted in green show those who are
performing better than their peers and those in
red highlight divisions with the lowest compliance

rates.

A crime incident should be recorded immediately
and at least before the end of a member’s duty. Some
of the crimes shown that were created within 24
hours are still outside of the Garda Directive as the
reports were not completed within a tour of duty.

The Inspectorate accepts that the failure to create
a PULSE incident does not necessarily mean in all
cases that a crime was not investigated. However,
the non-recording of crimes affects the accuracy of
the data and the ability of a supervisor to check that

all actions were correctly completed.

Any report created after a tour of duty has finished
is of interest to the Inspectorate. In this period, 18%
of all incidents were recorded on PULSE at least
24 hours after the crime was reported by a victim.
The Inspectorate particularly noted PULSE reports
that were created at least one week later. During
the three week period, 5486 (and 9.7% of the total)
reports were created at least one week after the
crime or incident was first notified to the Garda

Siochéana.

Analysis of Crime Categories Submitted

Using the same PULSE data as in the previous
chart, Chart 4.4 outlines a number of incident types
for PULSE records that were recorded at least one
week after the crime was first notified to the Garda

Siochéana.
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Chart 4.4

PULSE Incidents Recorded Greater than
1 Week after Reporting to the Garda
Siochana

PULSE Incident Type Number of
incidents
recorded

Affray/Riot/Violent Disorder 4

Assault Causing Harm 29

Assault Minor 138

Assault/Obstruction/Resist Arrest 4

Attention and Complaints 255

Breach of Bail 297

Burglary 27

Criminal Law- Sexual Offences Act 5

Formal Notification to/from the HSE 169

General Road Offences 1,579
Harassment 16
Insurance 494
MAT Checkpoint 116
Murder- Threats 5

Possession of drugs for Sale/Supply 34

Possession of Firearms 6
Rape of a Female 10
Robbery 4
Sexual Assault 59
Simple Possession 25
Theft (all types) 319
Traffic Collision Damage Only 184

Source: Data supplied by the Garda Siochdna

Chart 4.4 shows that a number of serious crimes,
such as rape, burglary and robbery, were recorded
at least one week after the crimes were reported to

gardai.

Within the greater than one week time period in
this analysis, the Inspectorate found the following

examples of late PULSE records that were created:

® 67 days for a notification report to the HSE;
e 80 days to create a crime of “theft person”;
e 91 days to create a crime of “theft other”;

e 131 days to create a crime of harassment;

* 160 days to create a crime of assault.

Any delay in recording a crime outside of the Garda
Siochana policy should be a concern, particularly
the late recording of crimes such as assaults, sexual

assaults, robberies and burglaries.



Timeliness of Completing PULSE Incidents
Sampling of PULSE Incidents by the
Inspectorate

During examination of PULSE incident records,
the Inspectorate found a significant number of
examples where victims had reported crimes,
but the PULSE reports were not created during
that member’s tour of duty. Sometimes the report
was created on the next day that the member was
working and on some occasions this stretched to

weeks and even months later.

The Inspectorate identified events that appeared to
coincide with the late recording of a crime incident.
These included the later arrest of a suspect(s),
which opened up the potential to solve a crime or
where a further incident took place involving the
same victim or the same location. In these cases, it
resulted in the completion of two PULSE reports;
one for the most recent crime and one for a crime
that occurred some time earlier. When creating a
PULSE incident, various dates are recorded; such
as the date of the crime, the date that it is reported
by the victim and the date that it was created on
PULSE. Where the Inspectorate found that an
incident record was created at a much later date,
there was no explanation noted on PULSE for the
late recording. GISC informed the Inspectorate that
it is not as part of their role to ask gardai the reason
for the delay when contacting GISC to report a

crime at a much later date.

The following are examples of PULSE incidents
viewed by the Inspectorate, where crimes were
recorded much later and after an event that
appeared to coincide with the recording of the

initial crime:

* A burglary took place at a church and was
reported to the gardai. The crime record for
this burglary was created five weeks after it
was first reported and after a second crime
had occurred in the same church. Suspects

were identified for both cases.
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e A case of assault arising from a feud between
parties known to each other was reported to
the gardai in June 2012. It was not recorded
as a crime until November 2012, after a
second incident between the same parties

had occurred.

® A case of assault reported to the gardai in
June 2012 was created in November 2012 and

a caution was given to the offender.

These are not isolated examples and are supported
by data analysed by the Inspectorate, which
highlight cases where crimes are recorded when a
second incident or event follows a late recording of
the first crime. In the absence of a further incident,
it is unknown if these crimes would have been
recorded. Building on from the analysis by GISC of
late recordings, the Inspectorate applied this to the
PULSE sampling of specific crime categories. The
following PULSE data is from a sample period of

June 2012 for the seven divisions visited.

Chart 4.5 provides a breakdown by crime types and
the percentage of reports created after gardai had
finished their tour of duty.

Chart 4.5
PULSE Sampling — Date of Creation
June 2012

Crime Type Incident Record
Created after
Member’s Tour of
Duty

Assaults 16%

Attention and Complaints 14%

Burglary 2%

Criminal Damage 16%

Harassment 21%

Indecency 14%

Interfering Mechanism 13%

Menacing Calls 7%

Property Lost 12%

Robbery Person 4%

Theft from the Person 10%

Theft Other 20%

Trespass 7%

Source: Data obtained from sampling PULSE incident records
by the Garda Inspectorate



This data shows that an average of 14% of the
crimes sampled and other PULSE incidents, such
as Attention and Complaints, were not recorded
within an officer’s tour of duty. For particular
crimes, such as theft other, over 20% of the reports
were completed outside of the times set in the
Garda Siochdana HQ Directive. The analysis shows
that for offences of robbery and burglary, the
percentage completed after a tour of duty is lower

than the other crime categories.

The late recording of crime by the Garda Siochédna
was a major issue identified in the Inspectorate’s
report on Child Sexual Abuse* At that time, a
large percentage of crimes were not recorded or
were recorded at a much later date. Late recording
of crime remains an issue across a whole host of
different crime categories, including sexual assault.
This practice is not isolated to any one division and

is an area that needs to be urgently addressed.

Recommendation 4.8

The Inspectorate recommends that the Garda
Siochiana enforces compliance with the
policy that all PULSE crime incidents are
recorded as soon as possible and in any case

within a tour of duty. (Short term).

4.4 Crime and Incident
Classification

Every incident recorded on PULSE needs to
be categorised into a particular incident type.
This process is called crime classification. It is
particularly important to ensure that crimes are
correctly classified in the right category at the
outset. An incorrect decision made at this time will
have a negative impact on any crime investigation

that may commence.

In other police services, great care is taken in
the classification process to get it right the first
time. In the UK, once the classification of a crime
is confirmed, it will ultimately determine what
happens next to that crime report and who will
investigate it. This differs from Ireland, as the
member who is agreeing the classification will

most probably investigate the crime. The success

4  Report of the Garda Siochdna Inspectorate, Responding to
Child Sexual Abuse, November 2010.
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or failure of many international services is often
based on their performance in the areas of burglary,
robbery, assaults (including domestic violence) and
car crimes. In other policing jurisdictions, these
particular crime types are scrutinised to make sure

that the right crime category is recorded.

When a PULSE incident is created, a member
should contact GISC, describe the circumstances of
an incident to the GISC call taker and usually the
member will identify the category of the incident
dealt with. The call taker creates the incident under
the appropriate category and defines the incident
type. An incident category can be an assault, but
with a category there are usually a number of
differentlevels or types of that offence. For example,
assault categories include assault causing harm
(serious injury up to the point of a substantial risk
of death) or an assault minor (a less serious assault).
The call taker’s assessment is primarily based on
the information that the member has provided.
Generally, the feedback on this process, from both
call takers and members, was extremely positive
and in many cases there is agreement about what
crime has taken place. If the call taker does not
agree with the views of the garda, they should and
often do point out the reasons why and advise the
member accordingly. In the current garda system,
call takers are in an advisory role and the member
is the final decision maker in this process. When a
call taker is concerned that a wrong crime category
is chosen, a note can be placed on the PULSE record
highlighting concerns to a GISC supervisor.

Sometimes the classification of a crime is very
straightforward, e.g. theft from a shop or stealing
from a car. However, there are some crime categories
that require a good understanding of the definition
of a crime and what components need to be present
for that crime to be committed. Examples of this
include burglary and robbery offences, where
certain conditions need to exist for an offence to have
been committed. The definitions are long standing
in Ireland for these and other traditional offences.
From sampling PULSE incidents and from visiting
GISC, the Inspectorate found that call takers have
developed good knowledge of the components of
the main crime categories. The Garda Siochana

previously developed aide memoires/definitions



that are available for members and for GISC
call takers to refer to these when making their

recommendation on a classification.

During focus groups with call takers, certain
categories of incidents were identified where the
call takers believe that the wrong classification is
regularly selected by a garda at the time that an

incident is first created. Examples include:

* Burglaries incorrectly classified as criminal

damage or theft other;

e Attempted burglaries incorrectly classified

as criminal damage or trespass;

e Crimes, including assaults incorrectly

classified in non-crime categories;

* Burglaries in garages, outhouses or holiday

homes are not always classified as burglaries.

The incorrect classification of crime in these
categories was also raised by a number of other
sources and provided a platform for the dip
sampling of PULSE incidents that will follow later
in this part of the report.

Throughout the data analysis, the Inspectorate
found inconsistencies with the approach taken by
some call takers when faced with a crime, where
the information on PULSE clearly indicated that
the crime was in the wrong category. On most
occasions, the call taker made a comment on
PULSE about concerns over the category shown
for the crime and referred the matter to a GISC
supervisor. However, the Inspectorate found crimes
clearly in the wrong category and there was no
comment on PULSE to that effect made by the call
taker. This can be a training need for an individual
call taker in respect of crime definitions or a
reminder to draw such incidents to the attention of
a supervisor. The consistency of call takers in their
approach to incorrect crime classification is an area

that could be improved.

PULSE Incident Narratives

Each PULSE incident has a free text section
called the narrative, which is used to record the
specific details about a crime or an incident. Any
information can be entered here, but when a record
is created the details provided in the narrative field
by the garda to the call taker at GISC effectively
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determines what the classification will be. The
narrative has limited availability of space (3,000
characters with each space as a character) and
whilst it is currently clearly too limited to record
the details of major investigations, it does provide
an opportunity for recording more accurate details
about most incidents. Analysis of the PULSE
records sampled by the Inspectorate showed that
on average only 10% - 15% of the available PULSE

narrative space is currently used.

Prior to examining PULSE records for this
inspection, the Inspectorate was frequently told
by senior gardai that the narrative was used to
record the initial investigation at a crime scene and
for recording updates. This would include crime
scene forensic results, the arrest of suspects and
victim updates. During the examination of PULSE
records, the Inspectorate found very little evidence
to support those statements. Most PULSE records
have very little information about the investigation
that was conducted at the scene and a significant
percentage of the PULSE narratives viewed in 2013
had not changed in the twelve months since first

created.

Quality of Narratives

The general quality of narratives on PULSE was
poor. Narrative often lacked details about the
crime and in many cases the narrative did not
explain how the crime had actually occurred. The
narratives in assault cases were particularly poor
and on occasions the description of the crime for an
assault could be as little as “male assaulted”. Often
there were no details about what the gardai did at
the crime scene e.g. seeking witnesses or looking
for secure CCTV footage. The narrative often had
very poor descriptions of suspects. In many cases,
the limited detail in the narrative made it very
difficult to quality assure if the crime was correctly
classified and if the investigation at the crime scene
was completed to a good standard. Although some
narratives were well completed with good detail
to inform a timely investigation, this was not the

norm.

The creation of PULSE reports and the narrative is a
collaboration between the call taker and the member
that contacts GISC. The Inspectorate believes

that this is an area for immediate improvement.



Many police services provide drop-down menus
or written prompts to those who are creating
incidents and this approach may well help call
takers to gather more information from a member.
For example, a description of injuries and how they
were sustained would be a basic requirement in an
assault case. A good description of the construction
of a building is also important in property crimes to
establish if a burglary offence was committed. Such
prompts could also be used to help a garda who is
still at a crime scene. A better quality report at this
stage will greatly reduce the current waste of time

and effort that follows a poor recording of a crime.

Recommendation 4.9

The Inspectorate recommends that the
Garda Siochana creates drop-down menus or
other prompts to assist GISC call takers in
obtaining appropriate investigative details to
ensure the right crime classification is created
at the time of the initial call from a garda.
(Short term).

To achieve the above recommendation, the

following key action needs to be taken:

* Develop quality assurance processes,
inclusive of supervisory review, to ensure

that crimes are correctly recorded.

In crime investigation systems in other police
services, there is significantly more narrative space
and the crime records are very comprehensive.
In effect, all the details of the investigation are
recorded and each entry is timed, dated and
identifies the person making/updating the record.
Denmark has a similar crime system to Ireland
(POLSA), also with limited narrative space, but
without many of the issues that the Inspectorate
found. The main difference between Ireland and
Denmark is the focus in Denmark on getting that
initial classification right. A crime classification
is rarely changed in Denmark from one crime to
another, but as shown later in this report, the Garda
Siochana changes significant numbers of initial
classifications. The Inspectorate believes that the
Garda Siochana should make much better use of the
available narrative space on PULSE, both in terms
of initial actions at a crime scene and any additional

investigation actions that take place.
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The Inspectorate believes that this is an area that
should be immediately improved and guidelines
need to be provided to gardai about what should

and what should not be included in the narrative.

The Inspectorate identified that whilst the narrative
on PULSE cannot be deleted from the system,
it can be altered and changed from the view of a
live PULSE record. Viewing any such changes to
narrative or other parts of a PULSE record requires
a higher access level to PULSE and a search of the
history of the PULSE record. On checking a live
PULSE record, any such previous changes would
not be obvious to the person viewing it. Higher
level users can view the narrative changes that
have taken place, but even then, it is not always
possible to see who changed the narrative, and why
and when it was changed. To view these changes,
a further specialist search has to be conducted to
determine when and what changes were made. A
PULSE record effectively has a number of screens
and for each significant change, such as a change to
the narrative, a new screen is created. The previous
screen is not deleted, but the details are not evident
on the most current screen available to a viewer.
Even if a PULSE incident is printed, it will not show

any changes in text.

During all of the visits to other policing services,
the Inspectorate did not find any other crime
system that allowed such changes to be made to it.
This report will also highlight a number of other
areas where PULSE can be changed without it being

obvious to someone viewing that record.

Changing Narratives

The following are examples of PULSE records
viewed by the Inspectorate where the original
narrative that was entered when the PULSE record
was created, had changed at some later point. In
these cases the removal of words or sentences
from the PULSE narrative was accompanied by
an incorrect reclassification of a crime and on all
occasions the original crime category moved to a

less serious offence.



Examples of narrative that was changed include:

* An indecent assault, where the descriptive
words of the indecency were removed and
the classification of the crime was changed

to a minor crime and a non-sexual assault;

e A criminal damage offence, where the
narrative “back door of house forced, no
entry gained” was removed. The crime was
an attempted burglary and not a criminal
damage;

e A crime recorded on PULSE as a stolen car,
had the words “car taken overnight, keys
taken from table beside front door” removed
from the narrative. In essence, this was both
a burglary and a car crime, but the removal
of the words would lead a viewer to believe

that only a car crime was committed;

e A crime of theft other committed in a yard,
where the word “bus” was removed from
the narrative. The correct classification
for this crime, on the basis of the original
narrative, was a theft from a motor vehicle

and not a theft from a yard.

The changes to the narrative in these four examples
were coupled with a classification into a less serious
crime. There was no explanation in the PULSE
narrative as to why the text was changed or why

the crime category was changed.

In the absence of any clear rationale as to why
the narrative was changed, it left the Inspectorate
with the view that this was an action to reduce
it to a less serious category. This omission of a
rationale undermines the integrity of the data on
the PULSE system.

During the inspection, members informed the
Inspectorate that data can be changed on PULSE
in other areas and for other purposes. For example,
whilst a court conviction on PULSE could not be
deleted, the sentence or other outcome of the case

can be changed.

Garda PULSE records can be changed by altering
the spelling of a person’s name or a person’s date
of birth. Many reasons for changing data were
offered, including that PULSE intelligence records
cannot be deleted but can be changed to remove the
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association of that intelligence from an individual.
Specific examples were provided when young
people are stopped and searched under the Misuse
of Drugs Act. The association of a young person
stopped by a drug unit, albeit if no drugs were
found, will remain on garda records. This can have
serious connotations for the person’s records on the
PULSE system.

Certain crimes, such as sexual offences, have
restricted PULSE access to prevent unnecessary
and inappropriate viewing of sensitive and serious
investigations. If at a later stage, it transpires that
the crime did not actually occur or is reclassified
away from a sexual assault, it opens the PULSE
incident for viewing by a wider audience. The
Inspectorate viewed a sample of such cases and
found thatgardaihad changed the original narrative
and removed any words or descriptions that refer
to a sexual assault. This is not good practice, as the
original details of any crime investigation should

always be preserved.

Somewhat less serious, but inadvisable, is where
members sometimes alter a narrative to include
information omitted from the original PULSE text.
This further highlights the current vulnerability of
the PULSE system.

The alteration of PULSE data is a matter of
great importance. A PULSE record is subject to
disclosure in court cases and changing records
could undermine the integrity of a criminal
prosecution. The Guerin Report also highlighted
many cases where original PULSE narratives were
later changed and the new version of PULSE and
its narrative were in complete contradiction to the

original record.

The practice and facility to change the PULSE
narrative or any other information on a PULSE
record must stop immediately. Where a mistake has
been made, an entry highlighting the error should
be added to explain any factual inaccuracies.



Recommendation 4.10

The Inspectorate recommends that the Garda
Siochana immediately establishes policy
that prohibits the changing of narratives
and any other records on the PULSE system.
(Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Develop an IT solution to prevent the
ability to change original narratives or
other records on the PULSE system;

e Create PULSE tabs for all PULSE record
changes, including updates, which include
the name of the member making the
changes, and the time and date that changes

were made.

Recommendation 4.11

The Inspectorate recommends that the Garda
Siochana takes action to improve the quality
of the PULSE narratives. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Explore opportunities to increase the
narrative character field in the PULSE
system;

e Improve narrative recording through
development of clear guidelines and
minimum information requirements for
narratives and other records generated in
the PULSE system;

e Improve the quality of PULSE records with
timely incident recording and updates on

crime investigations;

* Ensure that any updates to a PULSE incident
record clearly articulate what updates

occurred and why:.

Recommendation 4.12

The Inspectorate recommends that the
Garda Siochdna audits PULSE to determine
the level and scope of change of PULSE
information records after their initial creation.

(Medium term).
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To achieve the above recommendation, the

following needs to be audited:

¢ Changes to any of the following fields after
initial entry:
o DPULSE narrative;

o Individual intelligence records (fields to
include name, date of birth and vehicle

registration numbers);
o Court sentences;
o Warrants;

o Specific crime types or incidents types
where changes are more prevalent, such
as the volume crime offences identified

in this report.

e Staff who have repeated actions of changing

PULSE information records.

4.5 Supervision of PULSE Data
and Incidents

Throughout all the sampling of PULSE incidents,
the Inspectorate found limited evidence of
supervision of initial crime investigations. Many
front-line supervisors believe that GISC is checking
PULSE incidents and therefore not routinely going
onto PULSE to check records created. GISC have a
clear responsibility to ensure that data is recorded
accurately and provide advice on the category for a
crime classification. They do not, and it is clearly not
their responsibility, to supervise the initial action
taken by a member at an incident. Also, by the time
that many gardai contact GISC, members have left
the crime scene and are back at their station. It
appears that with the introduction of GISC, many
supervisors have abdicated their responsibility for
checking PULSE incidents to GISC.

The Inspectorate believes that there should be a
mandatory field on PULSE that requires front-line
supervisors to record that they have checked and
approved the initial PULSE report. This action
should be completed before a member finishes
their tour of duty. The Inspectorate is concerned
that there appears to be an absence of supervision
at the end of a tour of duty, to ensure that crimes
reported during that day and recorded in members
note books are entered onto the PULSE system.
Some sergeants said that you have to trust people

and that checking note books could be seen to



be overbearing conduct. The Inspectorate does
not accept this view. Notebooks are not routinely
checked by supervisors to make sure that incidents
contained therein are actually recorded properly on
PULSE. This issue was raised in the Inspectorate’s
Front-Line Supervision report, published in
April 2012.

With regard to improving supervision, new Garda
Siochana HQ Directives for staff were issued
in July and September 2013 respectively. These
directives outline the various responsibilities for
supervising PULSE incidents, e.g. that sergeants
should thoroughly check all incidents. Whilst these
directives rightly highlight many of the issues that
the Inspectorate found in the inspection, there needs
to be a robust system of checking to make sure that

any such instructions are actually complied with.

Recommendation 4.13

The Inspectorate recommends that the Garda
Siochana develops and circulates policy
clearly defining the roles and responsibilities
of GISC and front-line supervisors in respect
of classification of crimes and supervision of
the initial investigation of a crime or other

incident. (Short term).

To achieve the above recommendation, the

following key area needs to be addressed:

e A PULSE record must contain a mandatory
supervisory approval/review field to
capture supervision and review of the

PULSE records by front-line supervisors.®

Written Reports on PULSE Incidents

Once a PULSE incident is created, much of the crime
investigation is subsequently recorded in paper
based systems. Whilst this will be fully explored in
Part 6 of this report, it is worth noting at this point
that the Inspectorate found unnecessary duplication
at the stage of completing the initial PULSE entry.
Members who created PULSE incidents are often
required by supervisors to write a short factual
report about the incident that is forwarded to the
district officer. This is not part of the investigation
into the crime and the report invariably contains

the same or slightly more detailed information

5 The Garda Siochdna has recently introduced a new
supervisory tab for sergeants to monitor crime investigation.
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than contained in the PULSE report. The member’s
sergeant usually attaches a short memo or note to
accompany the report from the garda. If a more
detailed PULSE report was created in the first
place, it would negate the need for additional paper
reports to be completed and circulated. A more
comprehensive PULSE incident would also make
it far easier for sergeants and other supervisors to
check a PULSE incident and know immediately
what has happened at a crime scene. The cost and
time of this daily occurrence of extra reports is a

waste of valuable resources.

Recommendation 4.14

The Inspectorate recommends that the Garda
Siochdna directs that all information and
updates regarding criminal investigations
are recorded on PULSE rather than on paper

memoranda. (Short term).

Restricting Access to PULSE

Throughout this inspection, many members raised
concerns about privacy issues on PULSE records
and information that members withhold from
entering on PULSE, as there are concerns about
inappropriate viewing of PULSE records. Other
international police services have a facility to
restrict crime reports that are sensitive, that may
involve a member of staff, or is a crime that is likely
to attract lots of public interest. The Inspectorate
believes that PULSE should have restricted viewing

access to certain records.

Recommendation 4.15

The Inspectorate recommends that the Garda
Siochana institutes security standards for the
access and review of PULSE records, using an
IT security solution, such as levels of access
rights, to prevent unauthorised and unofficial

access to PULSE records. (Medium term).



4.6 Classification of Crime and
Other Incidents - Sampling

As previously explained classification is the
process of placing an incident or a crime into a
PULSE category. This is usually conducted through
GISC, but as was previously shown, gardai often

create their own PULSE records.

To assess the accuracy of the initial classification
of incidents, in 2013 the Inspectorate conducted a
sampling process of 500 PULSE records created in
June 2012. This process involved the Inspectorate
attending Garda Headquarters and viewing live
PULSE records.

The sampling predominately focused on the seven
divisions that were subject to the inspection and
concentrated on the crime categories of assault,
burglary, domestic violence, robbery and vehicle
crime. Where the sample sizes in some categories
were small, the Inspectorate expanded searches by

time-frames or on occasions on a national basis.

With regard to the initial classification of an
incident, the Inspectorate selected nine crime
categories and two non-crime incident categories
for analysis. The crime and non-crime categories
were selected on the basis of information received
during field visits that crimes are sometimes
incorrectly classified into less serious crime types

or recorded as non-crime incidents.

Crime Categories

For all of the crime categories listed in Chart 4.6,
there is a more serious category connected to that
crime type. For example, with assault minor there
is a more serious assault category called assault
harm and for theft, criminal damage and trespass,
the crime category of burglary is a more serious

offence.
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The results shown in the chart are grouped into

three categories:

e Where the Inspectorate found the
classification decision to be correct;
e Where the Inspectorate found the

classification decision to be incorrect;

e Where there were insufficient details to
determine if the classification decision was
correct or not in making a decision about the

accuracy of a classification.

The Inspectorate viewed the available details
contained on PULSE and made a decision on that

basis.

The PULSE search demonstrated in Chart 4.6 was
focused on crimes within the 500 PULSE incidents
sampled that were classified in the selected
categories and where crimes were not later changed
to another category. In effect, where a crime was
classified as criminal damage in June 2012, it was
still classified in that crime category 12 months

later.
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Chart 4.6

Initial Crime Classification
Incidents for Selected Divisions
(Period of Sample June 2012)

B ncorrect

Assault Minor

Insufficient Information
Criminal Damage

. Correct

Harrassment

Indecency

Interfering with mechanism
of a motor vehicle

Menacing phone calls
Theft from person

Theft other

Trespass in a
Yard or Curtiliage

0% 20% 40% 60% 80% 100%

Source: Data obtained from sampling PULSE incident records by the Garda Inspectorate

In respect of the above, the Inspectorate found that
across all categories 54% of classification decisions
were correct, 30% of classifications were incorrect
and 16% had insufficient information to determine

if the classification was correct.

Classification — Key Findings
As Chart 4.6 shows, the Inspectorate found
significant percentages of crimes that, on the basis

of the PULSE record, were incorrectly classified.

The following table breaks down the findings
into the crime categories and highlights the issues
found:
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Assault Minor e Injuries for an assault minor would include bruising and minor cuts. In this
sample, the Inspectorate found crimes where victims suffered broken fingers and
broken teeth and were clearly more serious assaults with harm.

e In 42 % of the cases there was insufficient detail to determine what the assault
was e.g. a crime was shown as “victim assaulted with a golf club”.

Criminal Damage e A large percentage of crimes appear to be wrongly classified. The majority should
(not by fire) be recorded as burglary or attempted burglary. In one case, the narrative in a
crime stated “patio door smashed with shovel and jewellery taken”.

e Alarge percentage of the crimes had insufficient details to determine if the
classification was correct e.g. “vacant house rear window broken”. In the case
of a broken window it would be useful to know if the damage is near a lock or a
point of entry. If so, this is usually a good indicator of someone trying to break in.

¢ In 10% of the cases reported to them, GISC suggested a more serious offence was
committed.

¢ Additional crimes were referred to in the narrative of some cases, but were not
recorded as crimes on PULSE.

Harassment e 79% were correctly recorded.

e 21% of the offences suggested a more serious crime was committed.

Indecency ¢ Most offences were correctly classified.

Interfering with a e Asignificant percentage of the crimes suggested a more serious offence such

Mechanism of a Motor as criminal damage. Most of the offences involved damage to car doors and car

Vehicle (traffic offence) windows with no suggestion that anyone was interfering with the mechanism
of the vehicle. Examples included “attempted to steal diesel”, and “back window
smashed”.

¢ No review/clarifications were raised by GISC.

Menacing Phone Calls e Alarge percentage appeared to be more serious offences e.g. a suspect
threatening serious violence and another threatening to burn down a house.

e Again a large percentage had insufficient details to determine if the classification
was correct. In one case, the narrative for an offence said “number of calls made”,
but there were no details of how many calls were made, over what period of time
and why the calls were perceived as menacing.

Theft from Person e Almost a third of the crimes suggested a more serious crime of robbery was
committed.

e Examples included a victim knocked to the ground and a handbag pulled off their
shoulder, and an elderly victim pushed to the ground causing them to bang their
head. Where force is used or threatened or a person is put in fear of force being
used, the correct classification is robbery.

e Four cases suggested a less serious crime was committed.

¢ In 15% of the cases, the narrative was lacking in detail or conflicting information
was shown.

Theft Other ¢ Alarge percentage of cases suggest a more serious crime such as burglary.
Examples include “copper tank stolen from derelict house” and “handbag stolen
through letterbox".

e 16% of cases had insufficient details about the structure of the building and
whether it was permanent or not.

e GISCsent reviews in 20% of cases questioning if the classification should be for a
more serious crime. Most of the reviews did not receive a response and were still
outstanding over twelve months later.

Trespassing e 25% of the crimes suggested that a more serious category, such as burglary or
attempted burglary was committed. Examples include “2 culprits forced bedroom
window and attempted entry”.

e One offence was recorded on two PULSE records and it resulted in two crimes for
the one offence.



Examples of Other Incorrect Classification

In April 2013, the Inspectorate spoke to a family
member of a young man seriously assaulted some
months earlier. During this assault, the victim
sustained serioushead and facialinjuries. Onchecking
PULSE, the Inspectorate found that this crime was
recorded as an assault minor. The knowledge of this
crime, gained from the family member, is the only
way that the Inspectorate knew that this was clearly
a very serious assault. The analysis of classification
shows that this is not an isolated case and that many

other serious assaults are incorrectly classified.

In the Volume Crime Case Reviews, the Inspectorate
found a case in April 2012 where a young person
was head butted in the face, receiving two black
eyes and a cut to their face. This was incorrectly
recorded as an assault minor. The case’s papers,
including statements, refer to the commission of a

more serious assault.

Chart 4.7
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The Inspectorate found that PULSE records did
not always reflect the gravity of the crime that
was actually committed. In the overwhelming
number of cases in this sample, the crimes that
were wrongly classified were placed into a less

serious crime category.

4.7 Initial Classification of
Non-Crime Incidents - Sampling

The second part of the sample of over 500 PULSE
records looked at incidents that were classified as
non-crime incidents. These were categories that
were brought to the attention of the Inspectorate as
categories where crimes are sometimes incorrectly

placed.

Classification — Key Findings

As Chart 4.7 shows, the Inspectorate found
significant percentages of crimes that, on the basis
of the PULSE record, were incorrectly classified in
a non-crime category. The following table breaks
down the findings into the categories and highlights
the issues found.

Initial Incident Classification
Incidents for Selected Divisions
(Period of Sample June 2012)°

Property Lost

Attention &
Complaints

B ncorrect
Insufficient Information

. Correct

0% 20% 40%

80% 100%

Source: Data obtained from sampling PULSE incident records by the Garda Inspectorate

6  Total number of incidents identified for sampling = Attention
and Complaints 3,381 and Property Lost 799.
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Incident Type (Findings |

Attention and Complaints * 16% of the incidents suggest that a crime has been committed and examples include
incidents with information such as wind deflectors stolen from a car, ex-partner made
threats to life and damage to a vehicle’s lock and door.

e GISC questioned the classification of the incidents that appeared to be crimes.

¢ In 12% of the incidents there was insufficient evidence to determine if a crime was

committed.

Throughout the inspection, the Inspectorate was informed about a number of
unsatisfactory practices in the Attention and Complaints category such as:

e Assaults are often wrongly placed into this category;

e Where a crime has taken place, but a victim refuses to give a statement, it can be
recorded in Attention and Complaints;

e Most worrying, that cases of rape, where victims have consumed alcohol, can be
placed into this category, until a victim’s statement is obtained.

Property Lost e Most of the incidents appeared to be correctly classified.

e  The category was difficult to determine as the narrative was often very brief.

* 6% of records sampled suggested a crime had taken place e.g. the theft of golf clubs
from a hotel. GISC questioned the classification of this incident in July 2012, but it
remained unanswered a year later.

Attention and Complaints and Property
Lost Analysis

In 2012, 167,347 Attention and Complaints and
38,880 Property Lost PULSE records were created.

Chart 4.8 shows the numbers of these types of
incidents that are created each year across the

seven divisions visited.

Chart 4.8 shows that on average across Ireland,
divisions are creating just under 6,000 Attention
and Complaints, and just under 1,400 Property Lost

incidents per division per year.

Chart 4.8

Whilst Limerick appeared to be particularly
high in Chart 4.8 for actual numbers of
Attention and Complaints, Chart 4.9, on the
next page, compares the number of those
Attention and Complaints as a percentage of all
PULSE incident records. Clearly this changes
the picture about how the Attention and Complaints
category is used, and places Limerick under the
national average. This chart shows a large variation
in the percentage of PULSE incidents that are
classified as Attention and Complaints, with just
over 12% of incidents in the DMR North and 24%
in Waterford.

PULSE Records Created for Attention and Complaints and Property Lost 2012
by the Selected Divisions
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[ Attention & Complaints

9000
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Source: PULSE data for 2012 supplied by the Garda Siochdna
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Chart 4.9

________________

Attention and Complaints Records as a Percentage of all PULSE Records
for Selected Divisions 2012

30%

25%

20%

15%

10%

As % of all PULSE Records

5%

0%

Source: Data supplied by the Garda Siochana

During the inspection visits, the Inspectorate
discussed the issue of Attention and Complaints
categorisation with supervisors, and it is clear that
there is very little supervision of this category. The
Inspectorate is concerned that crimes are incorrectly
which

indicates a lack of supervision and deficiencies in

placed in Attention and Complaints,

accurate crime management.

The classification of a crime directly into a non-
crime category is an unacceptable practice and will
impact on overall crime rates. In ‘Property Lost’, the
Inspectorate identified that 6% of records suggested
a crime had taken place. If that was applied to the
numbers of property lost recorded per year, it could
equate to over 2,000 offences per year that are not

currently recorded as crimes.

The CSO do not receive data on incidents that
are categorised as non-crime incidents and
most notably those categorised as Attention and
Complaints and Property Lost. Following the
sampling of data and other information received,
the Inspectorate believes that the CSO should
receive all PULSE incidents to ensure that all data
is checked and validated. Within these categories,

16% I 13% I 12%

I 17%

the Inspectorate found a significant number of
incidents that were clearly criminal offences and

should be recorded as crimes.

The Inspectorate believes that Attention and
Complaints and Lost Property are two categories
that require urgent action, to ensure that crimes are

not incorrectly classified into these categories.

Recommendation 4.16

The Inspectorate recommends that the Central
Statistics Office should receive all PULSE
record incident data including non-crime
categories to facilitate analysis and reporting

of crime statistics. (Short term).



Volume Crime Case Reviews — 158 Cases
Classification of Incidents

As highlighted in the previous part of this
report, the Inspectorate tracked 158 calls from
members of the public to the Garda Siochana
across the seven divisions visited. 114 of those
cases were recorded on PULSE, of which ninety

were designated as a crime.

This section of the report will examine the
classification of those incidents that were

recorded on PULSE.

Classification Decisions

Chart 4.10 shows the number of calls recorded
on PULSE, and the Inspectorate’s view on the
percentage of those classifications that were

correct or not.

Chart 4.10
Volume Crime Case Reviews
Classifications of Crime

Incidents
with
Insufficient
Classified Information
per Garda to Determine
Inspectorate | Classification

Incidents
on PULSE
Incorrectly

Incidents

on PULSE
Correctly
Classified
per Garda
Inspectorate

Total
Number
of Calls
for Service

Recorded
as a PULSE

Incident
114 62%

32% 6%

Source: Data obtained from sampling PULSE incident records by
the Garda Inspectorate
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As outlined in Chart 3.7, found in Part 3 of this
report, 9% of the PULSE records were created at
least twelve months after the Garda Siochana was
first contacted. Of those late PULSE reports created
in 2013, the Inspectorate viewed that 64% were
incorrectly classified.

Chart 4.11 looks at the crime types that were

sampled and the different recording practices.

General Findings
all

disagreed with large percentages of the

e Across categories, the Inspectorate
classifications shown e.g. 62% of assaults

and 37% of robberies;

e Burglaries, robberies and car crime had
much higher rates of correct classifications
compared to assaults and domestic violence

incidents.

With regards to classification of those crimes that
were recorded in the wrong category, all of the

changes were to a less serious crime.

Volume Crime Case Reviews

Conversion Rate of Calls for Service to Recorded Crime Incidents

Chart 4.11

Crime Type Incidents on PULSE correctly
Classified per Garda
Inspectorate

Assault 38%

Burglary 72%

Domestic Violence 56%

Robbery 63%

Vehicle crime 80%

Incidents on PULSE
incorrectly Classified per
Garda Inspectorate

62%
36%
22%
37%
20%

Incidents with insufficient
information to determine
classification

0%
2%
22%
0%
0%

Source: Data obtained from sampling PULSE incident records by the Garda Inspectorate



Crime Classification Continued - Letter Box
Burglaries

During field visits, the Inspectorate was advised
about the incorrect classification of offences where
a burglar removes property through a person’s
letter box, also known as “letter box burglaries”.
Like many other countries, Ireland has seen a
growing trend in ‘letter box” burglaries. In such
cases, criminals are using a variety of instruments
(fishing rods and poles) to push through letter
boxes and pick up car keys, bags or other items that
are left inside houses close to the letter box. A hand
or an instrument inserted into a person’s property
is sufficient for a burglary offence to be committed.
Invariably, the removal of car keys often results in
the taking of an occupier’s car. In such cases, two
crimes are committed, a burglary (the more serious
offence) and a car crime, both of which should be

recorded and cased (linked).

It was not easy to identify these crimes on PULSE.
The search that was conducted on PULSE focused
on the PULSE narrative and looked for crimes
where the word ‘letter box” was recorded.” It was
conducted for crimes that occurred between
June and December 2012 and was run across all
28 divisions. The search identified a total of 310
crimes where ‘letter box” was mentioned. Of those
310 crimes, 89 crimes were correctly recorded as
burglaries. Of the remaining PULSE incidents, the
Inspectorate identified 100 crimes which could be
linked to a letterbox burglary. Of those incidents,
the Inspectorate examined a total of 42 PULSE

incidents.

Chart 4.12
PULSE Incidents — Letter Box Survey
Results - June to December 2012

Number Number Incorrect Correct
incidents
available
for

Sampling

100 42 97% 3%

Sampled | Classification | Classification

Source: Data obtained from sampling PULSE incident records
by the Garda Inspectorate

7  The crime classification categories checked were criminal
damage, interfering with the mechanism of a motor vehicle,
theft other, trespass and unauthorised taking of a motor
vehicle.
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From the sampling results in Chart 4.12, the
Inspectorate assessed that in the majority of cases, a
burglary offence was actually committed. Examples

of the PULSE incidents examined include:

e A crime classified as theft, where a number
of bunches of keys were stolen through a
letter box. A detective supervisor recorded
on PULSE that as no entry was gained, there
is no burglary.

® A crime classified as trespass, where the
victim watched their keys being pulled
through the letter box.

e A crime classified as theft, where the victim
grabbed a rod that was placed through their
letter box and had lifted car keys from a
table by the front door.

In the majority of the cases examined, GISC
questioned the classification of the crime, and
suggested that burglary offences were the
appropriate category.

These crimes should have been recorded as
burglaries and this sample provides more evidence
of crimes that are incorrectly classified into less

serious crime categories.

In Part 3 of this report, the Inspectorate identified
crimes which were committed but were never
recorded on PULSE. This part of the report has
identified the next stage, which are crimes and
incidents that are recorded on PULSE, but are
classified in the wrong crime category or are
classified in a non-crime category. Adding the two
elements together, highlights potential under-
recording of multiple crime types and particularly

in the case of burglary offences.

Recording Stop and Searches on PULSE

“Stop and search” is a useful tool in tackling
crime. Most jurisdictions have power to stop
and search people who are suspected of being in
possession of stolen property or articles with which
to commit an offence. This is used particularly
around investigations of suspected street robberies
and burglaries. Currently in Ireland, there is no
provision under stop and search powers to search
people who may be in possession of stolen property.

Consequently, this results in stop and searches



being conducted under the Misuse of Drugs Act
legislation. There is a provision to allow searches
on those who are suspected of carrying offensive

weapons.

The Inspectorate has received negative feedback
from within the Garda Siochédna at all ranks about
the use of stop and search, and that in many cases
the power under the Misuse of Drugs Act is used
in the absence of other powers. When a search is
conducted under this legislation in Ireland, and no
drugs are found, it is still recorded on PULSE and
classified as a search under the Drugs Act. Each
division has a drugs unit and further inference is
often drawn from searches conducted by drugs unit
members. If someone is stopped by the gardai, an
inference might be drawn from the data recorded
arising from a previous search. Clearly, a person
not found with any stolen property or drugs should
not be stigmatised or otherwise disadvantaged in
the future. The Inspectorate is aware that the new
Vetting Act will provide some safeguards for what

is and what is not disclosed in the future.

The Inspectorate tried to obtain stop and search
data and the outcomes of those searches. Initially,
the Inspectorate was informed that the data was
unavailable in the format that was requested.
The Inspectorate subsequently identified that
data was available, but the recording of such
data only commenced in June of 2013. The
Inspectorate eventually received data on the
numbers of searches conducted and in a thirteen
month period from June 2013 to July 2014 a total of
145,776 searches were conducted. Due to the late
receipt of the data, the Inspectorate did not have
an opportunity to examine PULSE and local stop
and search records. This is an activity that will be

examined in a future inspection.
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4.8 Reviewing PULSE Incidents
When GISC was established, the supervisory

review function previously performed by sergeants
was replaced with a quality review function
carried out by GISC. Every incident that is created
on PULSE should be formally reviewed by a GISC
supervisor to ensure that the data is accurate, that
the incident classification is appropriate and that
there is compliance with crime counting rules.
District sergeants also have responsibility for
checking PULSE incidents as soon as practicable
after creation, to ensure accuracy and that crimes

are assigned to the correct category and incident
type.

When GISC creates a new incident, it automatically
creates an action called ‘review required’. There
are some occasions, such as when a member wants
to charge a person and an immediate review is
necessary to facilitate the charging process. In
these circumstances, a sergeant or other authorised

supervisor can conduct a review of the crime.

Reviewers at GISC

At GISC, twenty-five people are currently
deployed as PULSE incident reviewers. Most
of the reviewers started as call takers and have
developed a very good knowledge of the system. At
present, reviewers are conducting between 16,000
and 17,000 reviews per week. Some incidents only
require a cursory check of the incident, but other
incidents, such as crimes, require a more detailed
review and validation process. Once a reviewer is
satisfied that the classification is correct and that
no further actions are required, the incident is

marked as reviewed.

During meetings with GISC reviewers, a number of

key issues were raised:

* Reviewers rely on the narrative to determine
the nature of the crime, but it is often vague
and unhelpful;

e Ultimately the district officer has the final
say about a crime category even if questioned
by GISC;

e (Crimes are often recorded as Attention and

Complaints;



¢ Itisnot GISC’s role to question why a PULSE

record is created at a much later date;

e Gardai are changing PULSE narratives, but
GISC reviewers can view these changes;

* Some crimes, such as burglaries and
attempted  burglaries are incorrectly

changed to less serious crimes.

Delays in Completing Reviews

Once GISC has conducted a formal review,
the incident can be recorded and action taken.
GISC reviewers are allocated specific time
periods for which reviews are required, e.g.
to review September 2013 entries. At the time
of drafting this report and due to the volume
of reviews that are conducted, there was
a backlog in review work. GISC reviewers
were conducting reviews three to four weeks
(47,000 outstanding reviews) after the incident

was created.

As a consequence of the review backlog, the
Inspectorate found that some incidents that should
be reviewed by GISC had already been reviewed
by a district supervisor. In these cases, a district
supervisor had checked the incident and changed
the status of the incident to show it as ‘reviewed".
This action ultimately drops the incident from the
list of reviews that a GISC reviewer should check. In
some of these cases, the Inspectorate found examples
where a district supervisor had changed the crime
classification to a less serious crime and showed the
crime as ‘reviewed’. In these circumstances, GISC
are unable to complete their validation checks in
respect of accuracy, completeness and compliance
with crime counting rules and will be unaware that

the original classification has already changed.

Changing Classifications after a GISC
Review

The Inspectorate also identified another practice
where a reviewer, satisfied that a crime is complete
and correctly classified, shows the record as
reviewed. Following this review, the Inspectorate
found examples where a member has then changed
the crime to another category and in most cases to
a less serious crime. Unless this member activates
a status on PULSE called ‘review required’, GISC is
completely unaware that this has occurred. If the
status is updated, then a GISC Reviewer will check
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the PULSE record. The Inspectorate is concerned
that the PULSE system allows such changes to take
place and without any oversight from GISC. These
crimes are ultimately never re-checked by GISC
and indeed they have no way of knowing that any

changes of this nature are made.

The Inspectorate believes that GISC must
significantly reduce the delay in conducting reviews.
Ideally, a review should take place within 72 hours
of the creation of an incident. A new automated
review process was recently introduced at GISC
for records of searches of persons and vehicles and
for liquor licensing inspection of premises. It is
hoped that this new system will reduce the current
overall backlog. The Inspectorate also believes
that access to PULSE must be changed to stop the
practice of allowing non-GISC supervisors to carry
out the review function or to make changes to the
classification of a crime without referring this back
to GISC.

Recommendation 4.17

The Inspectorate recommends that the Garda
Siochdna establishes a target for GISC to
review PULSE incidents within 72 hours of

the initial report. (Medium term).

4.9 Review/Clarifications

Where a reviewer checks a PULSE record and needs
more information, they generate a process called
‘review/clarification’. This is a separate process to
a basic review of an incident and is an action that
GISC or a district supervisor can generate. These
actions are generated through the PULSE system
and requests are primarily sent to the investigating
member to complete certain fields or to clarify
information. Many of these enquiries are of a minor
nature, but a large number are sent in respect of
concerns about the classification of crimes. Common

examples of requests from reviewers include:

e “Please submit GPS co-ordinates”;

® “The narrative suggests that this may be a
burglary - please contact GISC”.

At the time of conducting the visit, the Inspectorate
found that there were over 420,000 review/

clarifications awaiting responses. A large



percentage of review/clarifications are created in
respect of GPS co-ordinates that are not entered on
PULSE when the record was first created. As seen
earlier in this part, the creation of the record away
from the incident location removes the opportunity
to log precise location co-ordinates, which are
available automatically on Tetra radios. This leads
to a waste of garda and GISC time.

Where a GISC reviewer sends a review/clarification,
the Inspectorate identified an unsatisfactory
practice, where an authorised person on a district
can ignore the remarks of GISC and show the crime
as reviewed. Effectively, no response to the review/
clarification is ever made and the action of showing
the crime as reviewed causes the incident to drop
off the GISC review list. In these cases, GISC have
no way of retrieving that incident to check that their
remarks were ever addressed. This practice was
widespread across all seven divisions and PULSE
must be changed to prevent this from happening.

Use of the Review/Clarification

On checking PULSE incidents across the seven
divisions, the Inspectorate found a varied approach
to using PULSE and in particular the review/
clarification process. One division is effectively
using the review/clarification process as an internal
supervision tool to pass on messages to members
and to generate actions that need to be completed.
The Inspectorate also found some divisions that
use review/clarification to congratulate staff on
good work. Whilst it is always good to recognise
such work, it is not advisable to do so in a document
that may well be disclosed in any subsequent court
case. Other divisions appear to bypass the review/
clarification process and transactions are carried

out without leaving any record of the actions taken.

GISC Review/Clarifications that are Ignored
A consistent theme that emerged throughoutall the
processes in crime recording is the non-response
of investigating members to answer the review/
clarifications that are generated by GISC. The
Inspectorate found the questions and comments
raised by GISC as being valid and reasonable and
there is no good reason for not replying to them.
The Inspectorate is aware that some divisions
have backlogs of many thousands of outstanding
review/clarifications. Many of these reviews/

clarifications sampled by the Inspectorate were
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generated over twelve months previously and
were still outstanding at the time of writing this

report. Examples include:

e A burglary recorded in May 2012 was later
changed to a trespass offence. In June 2012
GISC generated a review/clarification
stating that the original classification of
burglary was a more appropriate category.

No response was ever sent to GISC.

e A fraud offence recorded in June 2012
was later changed to an Attention and
Complaints. GISC generated a review/
clarification stating that the original
classification of a fraud was a more
appropriate category. A supervisor on the
division concerned reviewed the crime
without responding to the concern raised by
GISC and it dropped off the outstanding list
at GISC.

e A burglary recorded in May 2012 was later
changed to a trespass offence. Two GISC
review/clarifications were sent at different
times stating that the original classification
of burglary was a more appropriate category.

No response was ever sent to GISC.

In respect of the comments made by GISC
reviewers in PULSE records about incorrect crime
classifications, the Inspectorate agreed with the
majority of reviews/clarifications generated by
them. It is the Inspectorate’s view that both the
causes of unnecessary reviews/clarifications and

lack of responses to GISC must be addressed.

When GISC send a review/clarification, it is
invariably sent to the member investigating the
crime. In reality, that member will probably not
be the person at a garda district who ultimately
decides what that crime classification should
be. The Inspectorate has received feedback from
members in focus groups who often agree with
GISC about the classification of a particular crime,
but sometimes perceive they are under pressure
from local managers to change it to some other

crime or not record it as a crime in the first place.

The GISC review/clarifications that are generated
are generally a once-off request to the investigating

member and no further action is taken by GISC if



the inquiry is ignored. The Inspectorate believes
that GISC have a role to play in making sure that
review/clarifications are answered. For example, a
second request should be elevated to a sergeant and

a third request to a district officer.

During the PULSE sampling, the Inspectorate
found that there was sometimes an inconsistent
approach amongst reviewers in challenging crime
classifications. There were many crime incidents
where GISC reviewers challenged a particular
crime classification, but on other occasions with
similar circumstances no such challenge was
raised. The consistency of GISC reviewing is an
area that could be improved. The Inspectorate
believes that senior managers at GISC should be
quality assuring the reviews conducted at GISC to

ensure consistency in application.

The internal Garda Siochana Portal does not
automatically inform a garda of an outstanding
review/clarification. The Inspectorate believes
that there should be a prompt on the portal
informing individual gardai that there are review/
clarifications awaiting response. This prompt

should also go to the member’s sergeant.

Throughout all the sampling, the Inspectorate
found a significant number of review/clarifications
that are now over twelve months old and the
questions asked by GISC are invariably still

unanswered today.

The failure to respond to GISC review/
clarifications was widespread across all seven
divisions. The Inspectorate believes that it
is disrespectful to completely ignore such
requests and supervisors should be directed to

address this conduct.

Reviews for Detections

Throughout all of the PULSE sampling, the
Inspectorate did not see any evidence of a review or
a review/clarification generated in connection with
the detection aspect of a crime. This will be fully
explored in Part 11. The Inspectorate found a large
percentage of crimes, where there were obvious
questions about the validity of a detection of the
crime. On checking the latest protocol between the

Garda Siochdna and GISC, the Inspectorate were
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unable to find any mention of detections and who
has responsibility for checking the validity of the
detection. Clearly with their crime counting rule
responsibilities, the Inspectorate believe that GISC
should be tasked to check the validity of a detection
and ensure that it complies with crime counting
rules. In the future, detections should form part of

the review and validation of a PULSE incident.

Recommendation 4.18

The Inspectorate recommends that the Garda
Siochana creates a robust internal governance
practice by establishing a Standard Operating
Procedure for PULSE record entries and their

audit and review. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Create a quality assurance process to
evaluate the crime classification decisions of
GISC Reviewers;

e Introduce control measures to reduce the
number of review/clarifications that are

currently generated;

e Develop an IT solution, such as a prompt
on the Garda Siochana Portal, to inform a
member and their supervisor that there is a

PULSE review/clarification pending;

e Stop the practice of using PULSE to recognise
good work;

e Ensure that GISC reviews and review/
clarification requests remain open, visible
and accessible to GISC;

¢ Develop a mandatory  completion
requirement in the PULSE information
record system for all GISC review/

clarification requests.



4.10 Crime Classification —
The Future

During the sampling of PULSE classifications, the
Inspectorate found many examples of incorrect
decision making and widespread inconsistencies
with the classification of reported crime in Ireland.
GISC are identifying many of the incorrect
decisions, but currently have little or no impact on
the final decision about what a crime should be. A
crime that is reported anywhere in Ireland should
be recorded in the same category, irrespective of
where it takes place. The current situation across
the seven divisions is one of different recording
practices and as a result, crimes of a similar nature

are categorised in many different ways.

There are currently 129 call takers at GISC who
are dealing with thousands of members who
contact GISC daily to record an incident. GISC call
takers have developed good knowledge of crime
classifications and in most cases their decision

making is good.
As set out earlier in this part of the report:

e GISC call takers create 90% of the PULSE
incident reports;

* Generally, there is a high level of consistency
in the creation of PULSE records across the
call takers at GISC;

* GISC have developed an expertise in the

components of the main crime categories;

* An increase in accuracy and a consequent
reduction in the 420,000 reviews and review/
clarifications currently pending, would have
a significant effect on garda member and

supervisor time.

It is the Inspectorate’s view that GISC should be
the final decision maker in respect of the initial
classification and the detection of incidents on
PULSE. Changing the decision making role will
result in greater accuracy in initial classification
of a crime. It will also significantly reduce the
enormous number of reviews that are currently
sent out by GISC to members asking for more
detailed information about a crime. This change

in the decision making role will place an onus on
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GISC to extract the information required to make
an informed decision about what crime has actually

occurred.

The Inspectorate believes that there must be a real
focus on getting the classification right at the time
that it is first recorded.

There are a number of recommendations that will
impact on GISC, which include completing a far
more detailed PULSE record. With the changes in
this part of the report and Part 5, the Inspectorate
believes that there will be a significant reduction
in wasted time that GISC currently spend sending
review/clarifications that are not answered. Also, if
gardai ring a call taker at the time of dealing with a
call, rather than at the end of their duty the pressure
points on GISC should be reduced.

Recommendation 4.19

The Inspectorate recommends that the Garda
Siochina designates GISC to be the final
decision maker in the classification of a crime

or an incident. (Short term).

The Garda Inspectorate Report on
‘Responding to Child Sexual Abuse’
November 2010

The Garda Inspectorate completed a report in
November 2010 titled “Responding to Child Sexual
Abuse’. This report produced a total of twenty-
nine recommendations. This report and the
recommendations arising from it, will be the subject
of a separate review by the Garda Inspectorate in
the coming months. Whilst this inspection focuses
on different types of crimes, the recording and
investigation of crime provides a clear link to the
report completed in 2010.

The following points are key recommendations and

concerns identified in the 2010 report:

¢ Immediately create a PULSE record for each

complaint received;

* Ensure adherence to crime counting rules
and to other garda directives on crime

recording;

e That only specially trained front line gardai

take reports alleging child sexual abuse;



* That the Garda Siochdna move away from
the practice of allocating investigations to

the garda that completed the initial report;

¢ Improve the timeliness of investigations.

Concerns about the failure to record child sexual
abuse crimes and the inordinate delays in creating
crime records were identified as major concerns in
the 2010 report.

Essentially the Inspectorate found the same issues
arising in relation to volume crimes, as were
found in 2010 in relation to child sexual abuse
crimes. Itis clear from the findings highlighted in
this Part of the report that had the lessons learnt
from that previous inspection been applied across
other crime categories, the current situation could

be quite different.

The Inspectorate has identified a number of
different operating practices that are taking place
on the PULSE system that call into question the

integrity and the accuracy of reported crime data.
Key concerns for the Inspectorate:

* Burglaries, attempted burglaries, robberies
and other crimes are sometimes incorrectly

classified as less serious offences;

e Crimes are placed in Attention and

Complaints and other non-crime categories;

e PULSE operating system allows individuals
to make decisions about crimes and
classifications ~ without any apparent
supervision and in the absence of external

oversight;

* Investigating members regularly fail to
respond to GISC concerns about incorrect

classifications;

* Narratives are generally completed to a poor
standard, lacking detail and in many cases
there are no specific details about how the
crime actually happened.

The Inspectorate believes that there are systemic
failures in Garda Siochdna recording practices
and non-compliance with the Crime Counting

Rules.

1
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5.1 INTRODUCTION

This part of the report tracks the next steps of a crime investigation after an
incident is recorded on PULSE as a crime. Crime management is a separate
and distinct discipline from crime and incident recording.

Once a crime is recorded, the management of that crime is a crucial part of the
whole process of crime investigation. In effect, it is the process for reviewing
a crime category, deciding whether a crime is going to be investigated or not,
allocating the crime to a named investigator and ensuring that it is investigated
thoroughly and expeditiously. This part will explore the roles of senior gardai
in crime management and how a crime is currently managed in Ireland.
Crime management is an internationally recognised term and this part will
show how the Garda Siochdna manages crime and the approach taken in other
comparable policing jurisdictions.

This part also examines a process called reclassification of crime. Simply, this
means the changing of an initial classification of a crime into another category:.
The moving of a crime to another category is an accepted practice in policing,
but it should always be accompanied with a clear rationale explaining why it
was necessary.

rules compliance rests with local senior managers

5.2 Crime Management

o ded and classified by th and particularly at district superintendent level. The
nce a crime is recorded and classifie the . . . . .
) ) y Crime Policy Unit or Professional Standards Unit

Garda Information Services Centre (GISC), . . .
are not tasked to routinely conduct national audits
the responsibility for the management and . . . .
or quality assure crime counting rules compliance

investigation of that crime transfers from GISC to
the district where the crime occurred. Currently,
the full responsibility for the management of that
crime rests firmly with the district officer; but
with oversight from Garda Headquarters, regional
assistant commissioners and the divisional chief

superintendent.

The Role of Assistant Commissioner, Crime
and Security

The Inspectorate met with the Assistant
Commissioner, Crime and Security, who has overall
responsibility for crime counting rules in Ireland.
This includes the Crime Policy and Administration
Unit, who over time have become a reference point
for districts to take advice on crime counting
rules and crime classification disputes with GISC.
The assistant commissioner made it clear to the

Inspectorate that responsibility for crime counting

and only intervene in cases of serious concern.

The Role of Regional Assistant
Commissioners

All six regional Assistant Commissioners met with
the Inspectorate to discuss their role in managing
crime in their regions. It is clear that they regularly
meet with their divisional chief superintendents
and certainly had a good grasp of the progress of
serious crimes that are being investigated in their
regions and are in turn held to account at monthly

performance meetings with the Commissioner.

With regard to serious and volume crime
investigations, it was apparent to the Inspectorate
that the role of the assistant commissioner involves
holding divisions to account for fluctuations in

crime, detection rates and general performance



issues. It was however, unclear to the Inspectorate
what their role was in respect of ensuring that

districts complied with crime counting rules.

The Role of the Divisional Chief
Superintendent

Divisional chief superintendents have a long list
of roles and responsibilities, which include many
leadership and management functions. Chief
Superintendents are responsible for producing
an annual policing plan that describes what
the divisional crime priorities will be for the
forthcoming year and how the division will
address them. At present, there are no explicit
references to crime recording and crime counting

rule compliance in their policing plans.

During the inspection, the Inspectorate found that
chief superintendents operated in very different
ways. In some divisions, chief superintendents
were clearly very engaged with day to day
crime investigations and in other divisions,
such crime management rested with the district
superintendents and the chief superintendent
performed a more strategic role. In all divisions,
chief superintendents hold meetings with their
district officers and meetings are used to monitor
crime levels across the division. The frequency of
these meetings ranged from weekly to bi-weekly to
monthly.

With the proposed change in the structure of
divisions recommended in Part 2, the Inspectorate
believes that the lead for ensuring accurate
recording of crime and compliance with crime

counting rules should be at divisional level.

The Role of the District Officer

The district officer is currently the lead for all
matters concerning crime recording, crime
counting rules and the investigation and
management of crime within their areas. This
includes the management of crimes ranging
from low level offences through to a murder
investigation. A number of inspectors and
sergeants assist them. As previously mentioned,
the new pilot roster is impacting on the availability
of that supervisory support, particularly with

detectives.
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The Inspectorate found that the crime skills
and investigation experience of superintendents
currently managing crime varied significantly.
This included some very experienced officers
with detective experience, to district officers with
limited experience of investigating crime and who
were promoted into these posts having spent many

years in administrative roles.

New Garda Siochdna Inspections and
Reviews

A recent Garda HQ Directive introduced a new
approach to internal and external controls. The
primary function of the inspection and review
process is to measure and evaluate the effectiveness
of current systems and procedures. During a
meeting with senior gardai, it was explained that
this process will also examine the management
of crime investigation. This new inspection and

review process will operate at three levels:

1. District officer;
2. Divisional chief superintendent;

3. Regional assistant commissioner.

The Garda Professional Standards Unit and Garda
Internal Audit Section will provide independent

oversight across all the regions.

District Daily Accountability Meeting

The Garda Siochdna expects each district officer
to hold a daily accountability meeting, which is
often referred to as a Performance Accountability
Framework (PAF) meeting. This meeting brings
together key personnel, such as the district officer,
inspectors, sergeants and detectives to discuss all
incidents that have taken place in the last twenty-

four hours or over a weekend period.

The meeting provides a good opportunity for a
senior officer to review the circumstances of a
crime, to decide how it will be managed and who
will investigate it. The Inspectorate believes actions
arising from meetings should be recorded and
these should be tracked through future meetings.
During the inspection process, the Inspectorate
attended at least one and usually two meetings in
each division. The following are key observations

from those meetings:



* Meetings are not held daily in most districts
and a variety of systems operated e.g. every
Monday, every second day, bi-weekly or at
times when people are available;

* Frequency of meetings was affected by the
availability of supervisors, particularly
detectives. In one district, the superintendent
held a meeting with their administration

sergeant;

e Where a division had one detective
superintendent or one detective inspector,
there is difficulty in attending all the
meetings occurring across the various

districts;

* Most of the meetings did not appear to have
a written agenda, although a similar format
was followed; PULSE incidents that occurred
since the last meeting were generally the

main focus of meetings;

e Discussions about crime varied greatly.
At some meetings all incidents were fully

discussed and at others only serious crimes;

* There was very little discussion about who
should investigate crimes, although at one
meeting a crime was reallocated due to

roster difficulties;

e There was limited discussion about the

correct classification of crimes;

* At most meetings, details of crimes were
recorded in registers and this is used to
track investigations. It was clear that in the
busier districts, only the more serious cases

are tracked and monitored;

e There was an inconsistent approach to
reviewing actions and crimes from previous
meetings. At some meetings, crimes dating
back many years were discussed and at
other meetings previous crimes were not

discussed.

The Inspectorate is aware that the Garda Siochana
are currently creating a standard PULSE enquiry
that would be run locally each morning to
standardise the information that is discussed at

these meetings.
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The Interim Commissioner has advised the
Inspectorate that, following a review, a revised
format for PAF meetings, which takes account of
the recommendations in the Guerin Report, has
been drafted and is ready for implementation. The
Garda Siochana envisages that this will provide
consistency and standardisation of approach to
daily briefings and tasking.

The Garda Siochdna would describe the PAF
meeting as the crime management process where
decisions are made about who will investigate
crime. The Inspectorate supports the holding of a
daily meeting, but it is not a comprehensive process
for crime management. Crime management is
more about a dedicated unit with responsibility for

monitoring the investigation of crime.

Other policing jurisdictions also operate a daily
meeting, as it provides an early opportunity
to review all incidents and to ensure that any
necessary or remedial action is taken. These
meetings should have a clear agenda and previous
actions closely monitored. Other policing
jurisdictions use telephone or video conferencing
to conduct such meetings and therefore reduce the
need for attendees to make unnecessary journeys.
Outstanding actions from previous meetings should
always be a standing agenda item at all meetings.
Other jurisdictions have also extended the daily
meetings to include Saturdays and Sundays. In
West Yorkshire and other police services a second
and much shorter meeting is convened on the same
day, but later in the afternoon. This further meeting
checks to see what has happened during the early
part of that day and to review the deployment of

resources.

To complement the recommendation in Part 2
on divisional structure, the Inspectorate believes
that the current system of individual district
meetings should be replaced by one divisional
daily accountability meeting. This meeting should
be chaired by the chief superintendent and all the
superintendents should attend. As in other police
services, the meetings could be held through video-
link, conference call or other suitable technology to

reduce the need for travel.



Recommendation 5.1

The Inspectorate recommends that divisions
hold a daily accountability meeting that is
structured and reviews incidents and crimes
on a divisional basis to ensure appropriate

action and tasking. (Short term).

Case Management System

There is no dedicated electronic crime management
system in the Garda Siochdna. The PULSE
system is a very basic register of information. The
Inspectorate found that management of crime
investigations across the seven divisions operated
in many different ways. Some divisions manage
crime through the daily PAF meeting and issue case
tracking or monitoring proformas for investigating
gardai to provide updates. In other divisions,
senior detectives play an active role in monitoring
investigations and use PULSE or other tracking
systems to monitor cases. With the new roster, the
monitoring of cases has become more difficult, as
investigators and supervisors of investigations
have extended periods of leave from work and are

often on different schedules.

In the absence of a crime investigation system or
a computerised case management system, there is
no standardised approach to tracking cases and
making sure that investigations are completed
diligently and expeditiously. The current process of
case file management is fully explored in Part 6 of

this report.

Crime Management in Other Policing
Jurisdictions

Crime management is a function that needs to
be operated through a dedicated unit, by trained
individuals with responsibility for allocating
and managing crime investigations. Other
policing jurisdictions have well established
crime management or crime evaluation units at
divisional, regional or service-wide level that
perform a whole host of functions in respect
of managing crime. These units usually have a
combination of police officers and police support
staff. At divisional level, crime management units
are usually part of a detective unit and managed

by a detective supervisor.
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Internationally, other police services often refer
to the initial investigation at a crime scene as the
primary investigation,' and further investigation is
referred to as secondary investigation. Other police
services focus on achieving a high level of primary
investigation, as this may well negate the need for a

secondary investigation to take place.

Perhaps the most important function of any crime
management unit is the initial review of a crime
that is recorded on the system. Crime management
units play a key role in quality assuring the initial
investigation that has already taken place and

making sure that the classification is correct.

It is usual for crime management units to be
managed by a detective sergeant working to the

detective inspector.

Crime Screening

Crime screening is a formal process of reviewing a
crime to decide if it will be further investigated. An
initial assessment should include whether or not the
crime is likely to be solved, which in turn should
determine investigation plans or other actions.
Crimes that will be investigated are assigned for
secondary investigation. If no further investigation
leads are present and the primary investigation was
thoroughly completed, further investigation will
commence on receipt of new information on the
case. The victim will be advised and given contact
information should they receive new information

or have questions.

The Garda Siochdna does not use a formal process
of crime screening and keeps undetected (unsolved)
cases open indefinitely, with the ultimate goal of
solving the crime. Locally, it is for the district officer
to decide whether a crime will be investigated and
who will investigate it. There is some merit to the
approach taken by the Garda Siochana in dealing
with crime and the victims of those offences. In
principle, all crime is investigated in Ireland and
the Garda Siochéna set out with the intention of
investigating most of those offences to the same

level, regardless of their solvability or likelihood to

1  Primary investigation is the initial investigation and the first
actions by the first officer that attend a crime scene. This is
an important stage as the investigation starts at this point.
Secondary investigation is the follow up investigation that is
usually conducted by a more experienced investigator.



reach prosecution stage. In reality, the attempt to do
this wastes valuable time and resources and leaves
large numbers of historical undetected crimes that

are still under investigation.

For many years, other policing jurisdictions
have moved from investigating all crimes, to
concentrating resources on those crimes with a
likelihood of a successful outcome. While there are
variations in approach, the basic model used is a

three stage process of:

* Early investigation with thorough primary

investigation of all possible leads;
¢ Crime screening;

e Case assignment or early closure pending

further investigative leads.

There are many crimes in Ireland that currently
receive primary and secondary investigations,
which are highly unlikely to ever be solved. For
example, in cases of low value theft or minor
damage to property, the crime should be fully
investigated at the time it is reported, but in the
absence of CCTYV, forensic evidence or a witness, a
secondary investigation should not routinely take

place.

During one of a number of focus groups with
gardai, it was estimated that some gardai were
currently investigating over 250 crimes each and in
their opinion, over 200 of those crimes would never
be solved. Developing crime screening processes for
crime investigations provides real opportunities to
release investigators to concentrate on more serious

crimes and minor crimes that can be solved.

The Aim of Crime Screening

Whilst the model may vary across police services,
the crime screening process is about prioritising
what will and will not be further investigated.
Post holders should have expertise in crime

investigation.

Key crime screening functions include:

* Assessing the quality of initial investigations

and instigating any remedial action;

¢ Ensuring that all evidence is gathered;
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e Evaluating the potential for detecting the
crime;
e Reviewing other issues such as victim

profiles;

¢ Allocating crimes when there are clear lines

of secondary investigation;

e C(Closing investigations when there are no

clear lines of further investigation.

The Inspectorate believes that the absence of an
effective crime screening process is a weakness in
the management of crime investigation. Too much
time is spent investigating crimes that will never
be solved and that reduces the amount of time that
could be used to investigate crimes where there
is a realistic opportunity to bring an offender to
justice. This continued approach of investigating all
crimes to the same level is impacting on members’
workloads and is slowing down the whole

investigation process.

Crime Screening in Other Jurisdictions

Other jurisdictions operate screening processes in
very different ways, but all have a system in place.
For example, the Danish police have evaluation
units that operate this screening process. The
Danish police service is particularly robust in
crime screening decision-making and effectively
only do secondary investigation in 20% of all crime
reported. The other 80% of crime is dealt with
immediately after the primary investigation by
making a decision to close the investigation, unless
more information or forensic evidence provides
an additional lead. If this happens the case is
immediately reactivated for investigation and it
will be allocated to an investigator. Danish police
send a letter to victims of crime explaining what

will happen to their case.

In contrast, Denver, Colorado, assigns 77% of crime
for secondary investigation and the Metropolitan
Police Service (UK) are moving towards a 50%
secondary investigation rate. In West Yorkshire
Police, individual divisions screen-in crimes for
secondary investigation at very different rates,
which range from 45% to 60%. For example, Leeds
City Centre allocates much higher levels of car
crime offences for investigation than neighbouring

divisions.



Police services that close large numbers of crimes
from secondary investigations tend to do so in
crimes with low solvability, such as car crime
and criminal damage. Conversely, crimes that are
usually screen-in for further investigation include
burglaries in homes, sexual crimes, robberies, and

other violent crimes.

All screening processes allow police services to
specify types of crimes that will always be allocated

for secondary investigation. Examples include:

e Mandatory investigations such as burglaries

in home;

e Crimes that are priorities for the police

service;
e Assaults;

e Crimes involving vulnerable victims.

It is worth noting that the success of any system
depends on the quality of the initial primary
investigation carried by the first officer. A
thorough initial investigation allows a more
informed allocation for secondary investigation

decision to be made.

In comparison to other policing jurisdictions, even
if a low rate of 20% of crime was screened out by
the Garda Siochéna, it could reduce the number
of secondary investigations that are currently
conducted by 50,000 crimes per year. This would
release a significant amount of time and resources to

progress cases with higher solvability opportunities.

The Garda Siochdna must adopt a review
process to determine which crimes will receive
a secondary investigation after completion of a

thorough primary one.

Recommendation 5.2

The Inspectorate recommends that the Garda
Siochdna develops a crime screening process
with established solvability factors. (Short

term).

Allocation of Crime for Investigation

Another function of a crime management or
evaluation unit is to determine who is going to be
allocated a crime for investigation. To allow this
to operate effectively, crime management units
must be aware of what resources are available to

investigate crime and the types of crimes that will
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be dealt with. For example, other jurisdictions
have clear protocols on what offences a detective
will investigate. In Ireland, this is more complex,
as there are no set protocols for who investigates
specific crime types. As explained previously,
crime investigations in the Garda Siochdna are
usually investigated by the first garda that deals
with a victim. This is further explored in the next
part of this report. A crime management unit has
a responsibility to ensure that crimes are allocated
on a fair and equitable basis and also to the most

appropriate person or unit.

Monitoring Crime Investigations

The key responsibilities of a crime management
unit are to ensure that investigations are progressed
expeditiously and to monitor the progress of
cases. At present in Ireland, there are a large
number of different systems at each district and
each division for monitoring crime investigations.
Some divisions with lower crime levels monitor
all crime investigations and some of the divisions
with higher levels of crime only monitor serious
cases. The Inspectorate found that some gardai
had supervisors in charge of their units who
checked to make sure that crime investigations
were progressed and other gardai did not have a
unit supervisor who performed this function. It
was clear during the inspection process that many
investigations are not monitored and are left to

individual gardai to progress.

In some police services, crime management units
make sure that members who initially attended the
crime scene collected all available evidence such as

fingerprints and CCTV footage.

During this inspection, the Inspectorate found
many cases where an investigator was off work
on extended leave or had transferred or left the
police service and their investigations were not
reallocated. A crime management unit would have
responsibility to monitor such cases and where

necessary reallocate the crime to a new investigator.

Closing Cases
Before any case is brought to a conclusion and
closed,? a crime management unit quality assures

the investigation that has taken place to make sure

2 In other policing jurisdictions, a ‘closed” case can be re-
opened if further information arises. Closed therefore simply
removes the file from ‘live” and active investigations.



that all opportunities to identify a suspect are
explored. For example, a case would not be closed if
there was still a named suspect for a crime or other

outstanding investigative leads.

The Inspectorate believes that the introduction of
crime management units by the Garda Siochana will
professionalise processes for allocation of crimes
for investigation and enhance the supervision of

those cases.

Recommendation 5.3

The Inspectorate recommends that the Garda
Siochana establishes a crime management unit

model on a divisional basis. (Medium term).

To achieve the above recommendation, the

following key action needs to be taken:

e Development of operating protocols for all

crime management units.

5.3 Reclassification of Crime

Part 4 of this report dealt with the initial recording
and classification of a crime into an appropriate
category and highlighted the need to get it right the
first time. There will be occasions where that initial
classification is found to be incorrect, such as when
additional information is received from the victim
or a witness, which changes the circumstances of

the case.

The process which changes a crime from one
category to another is called reclassification. While
the Inspectorate acknowledges that reclassifying
a crime is sometimes necessary, it must always
be accompanied by a clear rationale as to why a
crime is changing from one category to another. It
is especially important to always record a rationale
in cases where a crime is changed to a non-crime

category.

As with the examination of initial classifications,
the Inspectorate carried out extensive sampling
of PULSE records to establish the scale of
reclassification and to confirm if any such changes
to crime classifications were correct and fully

justified.
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Gardai Changing Crime Classifications

As mentioned previously, other police services
try to make sure that the classification of a crime
is right in the first place to avoid the need to later
change a crime to another category. This allows far
better decisions to be made at the time of creating
the incident report in respect of the next steps
in an investigation process. To ensure accurate
compliance with crime counting rules and integrity
of crime data, other police services restrict to
certain positions and individuals, the authority to

reclassify a crime.

During sampling of PULSE records, the
Inspectorate found a large number of individuals
who are reclassifying crimes. These included
sergeants, inspectors, detective sergeants, detective
inspectors and district officers. Of particular
concern was the finding that the following

individual groups were also reclassifying crimes:

¢ Investigating gardai;

e Gardai not recorded as the investigating

member or assisting with an investigation;

e Members attached to specialist units
with no obvious connection to the crime
that was being investigated. Examples of
these members included local criminal
intelligence officers and staff in training

roles.

International Best Practice — Persons
Authorised to Change Crimes

In some other policing jurisdictions, nominated
supervisors are the only people who can reclassify
a crime. These individuals are often referred to as
Dedicated Decision Makers (DDMs). The officers
are invariably detective inspectors and would have
the remit to authorise or to recommend a change
in classification with a valid justification. Limiting
the authority to a few supervisors results in a more
consistent approach to the management of crime
and particularly the reclassification of crime. This
is further explored in Part 11 of this report.

Garda Siochana Views on Crime
Reclassification

During focus groups with members in all seven
divisions, it was highlighted that crimes were

regularly reclassified incorrectly to a different



crime category. This often occurred in cases where
a garda had conducted the initial investigation
at a crime scene and classified the crime and at a
later date that crime was reclassified by some other

person.

The following are examples of the types of
reclassifications of crime provided to the

Inspectorate during meetings with members:

e Attempted burglaries, where doors and
windows are forced, are moved to offences

of criminal damage or trespass;

e Letter box burglaries, where car keys and
cars are stolen, are sometimes recorded as

car thefts or thefts of keys;
* Robberies are changed to a theft offence;

® Threats tolife crimes have been downgraded

to malicious communications;

e Burglaries at holiday homes, garages and
in permanent structures are shown as theft

offences;

e (Credit card offences and minor assaults
are sometimes recorded as Attention and

Complaints incidents.

During focus groups, the following examples

of cases were provided to the Inspectorate:

e A garda who attended a crime scene
recorded the crime as an attempted burglary.
As the first responder, the garda took on the
role of investigator. On returning to work a
few days later, the member found that the
crime had been reclassified to a criminal
damage incident. Even though the garda
did not agree with the change in the crime
category, they did not see that it was their

role to challenge such decision-making.

® Another garda explained that their mother
was the victim of a burglary, where entry
was made to her house. This was originally
recorded as a burglary by the first garda
that investigated the crime, but was later

incorrectly changed to criminal damage.
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Crime Scene Examiners (CSEs) are experts in
forensic examination and are usually sent to the
scenes of serious crimes and in most divisions
to all burglaries. During focus groups, CSEs
provided many examples of attending houses to
complete forensic examinations for crimes that
were initially recorded by the first garda on the
scene as a burglary or an attempted burglary.
While the forensic examination of crime scenes
indicated clear evidence of an entry by a burglar or
an attempt to enter, the CSEs noted that the crimes
were incorrectly reclassified to theft, criminal

damage or trespass.

The perception and view consistently put forward
to the Inspectorate by members in all divisions
visited, is that crimes were sometimes changed
to incorrect or non-crime categories. Gardai
also felt that some district officers do not always
want a crime recorded on PULSE without an
associated detection. During meetings and focus
groups, members highlighted that sometimes they
perceived they were under pressure to change
the classification of a crime. The Inspectorate was
informed by some members that they were advised
by staff association representatives or front-line
supervisors to record on PULSE if they were
instructed to change a classification. During PULSE
sampling of reclassified crimes, the Inspectorate
found nine examples on PULSE where members
recorded that they were instructed to reclassify a
crime as a result of directions from a supervisor. In
eight of those cases, the Inspectorate did not agree
with the decision to change the classification and
in the other case there was insufficient information

recorded to make an assessment.

The Inspectorate believes that most gardai know the
difference between crime categories, particularly
those that are dealt with on a daily basis. There
are clearly some crime types that are regularly
changed from one category to another and there
is a perception amongst gardai that some crime
classification changes are incorrect. In Denmark,
crime reclassification is virtually unheard of and
most crimes remain in the same crime category

from the date first recorded.



PULSE Data Analysis and Sampling

The Inspectorate carried out two separate pieces
of analysis on the reclassification of PULSE
incidents. The first analysis process focused
on a desktop examination of data provided
by the Garda Siochdna following a request for
reclassification information. The second involved
direct sampling of PULSE crime incident records
by the Inspectorate. The sampling resulted in the
collection of PULSE incident record information
which became the basis of an Inspectorate created

database on reclassification that was then analysed.

When examining the PULSE data requested, the
Inspectorate’s analysis focused on the following

issues around reclassification:

* Crimes that moved from one crime category

to another;
¢ Crimes that moved to a non-crime category;

* Non-crime categories that were reclassified

to a crime category.

Chart 5.1
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The analysis process of PULSE incident records was

carried out to establish the following:

e The level of reclassification taking place;

e To determine if the decision to change a

crime classification was correct;

e To establish authorisation of are

classification;

e To determine if a rationale was recorded on

PULSE for any reclassification decisions.

Desktop Analysis

The information provided by the Garda Siochdna
related to the reclassification of crimes that occurred
during a seventeen month period from January
2011 to May 2012.

Chart 5.1 shows that during 2011, nearly one million
PULSE records were created. It also shows that
there were 298,635 crimes recorded and of those
crimes, 25,588 were reclassified to another PULSE

incident category.

PULSE Incident Records Created

298,635
Crime Entries

Source: Data supplied by Garda Siochédna.

998,963
PULSE Entries

25,588
Re-classified

12,506
Incidents over eight
offence types considered




Reclassification of Crime - International
Context

The figure of 25588 crimes identified as
reclassified, amounts to 8.5% of total crime recorded
on PULSE during the twelve month period.
Compared to evidence from other jurisdictions,
this is significantly higher, based on an audit of
Kent Constabulary by Her Majesty’s Inspectorate
of Constabularies (HMIC) and from other sources
and police services, such as the Victoria Police
by the Australian Institute of Criminology and
FBI reporting procedures. A common figure of
approximately 4% is the average percentage of total
crimes that are reclassified. This figure varies up or

down depending on specific crime types.

Chart 5.2
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Crime Categories

For the purposes of this examination, the
Inspectorate  selected eight specific crime
groups,” which included the crime categories that
are the five main crimes examined throughout
this inspection. The total number of crimes
reclassified in the eight categories selected in the
seven divisions in a seventeen month period was
2,372 crimes. This data set was subsequently used
for the reclassification analysis. It should be noted
that all traffic offences were excluded from this

examination data set.

Chart 5.2 shows the breakdown of the numbers
reclassified in each crime type selected.

Reclassified PULSE Crime Incident Types in the Selected Divisions for
the Period January 2011 — May 2012

Source: Data supplied by the Garda Siochana.

Assault Harm

Assault Minor

Burglary

Domestic Dispute No Offence Disclosed
Robbery from the Person

Theft from the Person

Theft from MPV

Theft of MPV

3 The eight crime groups include two assault categories,
burglary, domestic violence, robbery, (theft person is a less
serious crime category for this offence) and two vehicle crime
categories.



The top three categories (by volume) outlined in the
chart for reclassification in that time period were

burglary, assault minor and theft from a person.

As explained in Part 4 of the report on classification,
crime categories usually have a higher and a more
serious incident type as well as a lower and a
less serious one. With burglary offences, a more
serious type of offence would be an aggravated
burglary and a less serious crime type would be
theft other, criminal damage or trespass. With
some crimes such as assaults, there are usually
differences in court jurisdictions, powers of arrest
and sentences. There are some crimes, where such
penalty differences do not exist, but historically
police service successes have been judged against
performance in these crime areas. Crimes such
as burglary, robbery, vehicle crime, assaults and
domestic violence crimes are those that usually
feature in policing plans and are designated as
priorities. Offences that attract less scrutiny often
include crimes such as theft, trespass and criminal
damage. In other policing services, the movement
of crimes such as burglary are monitored closely to
make sure that crimes are not incorrectly classified

or reclassified into lower crime categories.

Chart 5.3
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In the case of domestic violence calls, a movement
to a less serious offence is usually to a non-crime
category such as a domestic dispute. A less serious
category for assault harm would be assault minor
and a less serious category for assault minor could
be a public order offence or a non-crime Attention

and Complaints incident.

Reclassification Trends

To establish the trends in movement to different
crime types, the Inspectorate examined the
12,506 crimes that were reclassified on PULSE
in the crime types selected, across all divisions,
during the period January 2011 to May 2012.* The
analysis enabled the Inspectorate to ascertain if the
reclassified crime moved to a more serious category,

a less serious category or a similar offence type.

Chart 5.3 shows the movement of the 12,506 crimes

into one of those three categories.

In 83% of cases, the chart shows a reclassification
resulted in a crime moving to a less serious offence
and in 13% of cases, the crime went to a more

serious crime type.

Overall Movement of Reclassified PULSE Incidents of Selected Crime Types
in the Period January 2011 — May 2012

20%

0%
More Serious

-20%

-40%

-60%

-80%

Less Serious

Similar

-100%

Source: Data supplied by the Garda Siochana.

4  The Garda Siochana supplied a database of 65,511 PULSE
records that were re-classified in a seventeen month period
January 2011 to May 2012.



Reclassification Trend Pattern for Crime
Types

The next trend that the Inspectorate analysed was
the movement within the selected crime types,
to see if there were any variations compared
to the overall trend. Chart 5.4 breaks down the
reclassification of crime to a more or less serious

level by the selected crime types.
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Findings

Six of the eight categories significantly

moved to a lesser crime type;

The greatest percentage movement to a
lesser crime took place in the categories of
burglary, robbery and assault harm;

Domestic disputes showed the highest

percentage change to a more serious offence;

Assault minor was another category with a
significant percentage that moved to a more

serious offence.

[ More Serious

. Less Serious

Chart 5.4
Movement of Reclassified PULSE Incidents by Selected Crime Type in
the Period January 2011 — May 2012
100%
80% 60%
60% 50%

. Similar

40%

20%
0%

-20%

-40%

-60%

-80%

-100%

Source: Data supplied by the Garda Siochana.
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Movement of Selected Crime Types — Most Common Results following Reclassification in the
Period January 2011 — May 2012

Initial Classification To a Less Serious

Crime Type following | Reclassified Cases
Reclassification

Proportion of all

To a More Serious Proportion of all
Crime Type following | Reclassified Cases
Reclassification

Assault Harm Assault minor 69%

Assault Minor Attention and 35%
Complaints

Burglary Criminal Damage 39%

Domestic Attention and 30%
Complaints

Robbery person Theft person 53%

Theft person Theft other 52%

Theft from MPV Theft other 27%

Unauthorised Taking of Attention and 22%

a vehicle Complaints

Source: Data supplied by the Garda Siochana.

Most Common Reclassifications Trends

The Inspectorate further examined the selected
crime types to ascertain the most common incident
categories the crime moved to. Chart 5.5 shows the
initial crime that was recorded on PULSE and the
most common place that the crime type moved
to for both a less serious and also a more serious

incident category.

Findings on Movements of Crimes
The findings in Charts 5.4 and 5.5 raise a number of

issues about the movement of crimes:

* A significant percentage of assault harm

cases moved to a lesser crime;

e 35% of the assault minor crimes moved
to a non-crime category in Attention and
Complaints. Also, a significant percentage

moved up to assault harm;

* 37% of domestic disputes cases moved to
a crime of assault minor; and 30% were

reclassified to Attention and Complaints;

* Burglary again features as a crime type
that is often moved and in this sample most

frequently to criminal damage.

Reclassification Patterns across the Selected
Divisions

The Inspectorate examined the reclassification of
crime types across the seven divisions visited, to
assess any variations to the patterns of movements

of crime types.

Robbery 3%
Assault Harm 44%

Aggravated Burglary 1%

Assault Minor 37%

No Crime Type 0%

Robbery 10%

Criminal Damage by 1%

Fire

Theft of MPV 8%
Findings

* The patterns found were very consistent
in terms of robbery, burglary and assault
harm as displayed in the chart showing the

movement of reclassification by crime type;

e There were however, noticeable differences
in reclassification practices in respect of
domestic violence and assault minor. Some
divisions were more likely to reclassify
domestic violence and assaults to a less
serious category, but some divisions had
the opposite scenario and were more likely
to reclassify the crime to a more serious

offence.

Reclassification Patterns in Attention and
Complaints PULSE Category

The Attention and Complaints PULSE incident
category has featured in several parts of this report
already. As previously described, it is a non-crime
PULSE category often used as a catch-all for many
incidents. This is a category that should not be
used for an incident where there is evidence that
a crime occurred. As part of the reclassification
examination, the Inspectorate looked at incidents
initially classified as a crime that were later
reclassified into Attention and Complaints and the
reverse scenario where incidents initially classified
as Attention and Complaints were later reclassified

into a crime or a domestic dispute category.



To analyse these trends, the Inspectorate examined
the original database of 65,511 incidents that were
reclassified during the period of seventeen months
between January 2011 and May 2012 and found
that 6,095 crime incidents were reclassified into the

Attention and Complaints category.

Chart 5.6 shows the movement of a selected
number of crime categories that went to Attention

and Complaints.

Chart 5.6

Selected Crime Incident Types that moved
to Attention and Complaints following
Reclassification during the Period
January 2011 - May 2012

Initial PULSE Incident | Number of Incidents

Classification Reclassified to Attention and

Complaints
Criminal Damage 854
(not by fire)
Assault Minor 676
Theft (Other) 654
Burglary 377

Source: Data supplied by the Garda Siochana.

Clearly there are a large number of crimes moving
into Attention and Complaints and assault minor
crime incidents again feature highly in these

findings.

Attention and Complaints Reclassified
Conversely, there were also a large number of
crime incidents that were initially classified in
the non-crime Attention and Complaints category
and were subsequently reclassified into a crime
incident type. The Inspectorate analysed the same
data set of 65,511 and found 13,465 incidents
that were initially classified into Attention and
Complaints and then moved to a crime category
after reclassification. Chart 5.7 shows a selection of
the largest volume crime incident types that were
reclassified from the Attention and Complaints
category in the period January 2011 to May 2012.
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Chart 5.7

Selected Crime Incident Types that moved
from Attention and Complaints following
Reclassification in the Period

January 2011 - May 2012

Number of Incidents

Reclassified from Attention
and Complaints

PULSE Incident

Type following
Reclassification

Domestic Dispute 1,433
Assault Minor 1,222
Criminal Damage 855
Public Order 552
Theft Other 445

Source: Data supplied by the Garda Siochéna.

As outlined in this chart, a significant number of
incidents initially categorised as Attention and
Complaints were at some later date reclassified
and moved to other categories such as domestic
disputes, assault minor and criminal damage.
Attention and Complaints should not be used
in cases where there is evidence that a crime or a
domestic dispute took place. In these cases a crime
should have been recorded in an appropriate crime
category where there is reasonable probability that

a crime had taken place.

Attention and Complaints Reclassification
Trends in the Divisions Visited

The Inspectorate also examined the data set of
12,506 of reclassified incidents in all divisions,
to ascertain the trends in movement into and out
of the Attention and Complaints category. Chart
5.8 outlines the proportion of each of the eight
selected crime types moving to the Attention and

Complaints category following reclassification.
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Selected Crime Types moving to
Attention and Complaints on Reclassification

Assault Harm
Assault Minor

Burglary

Domestic Dispute No
Offences Disclosed

Robbery from the Person
Theft from the Person

Theft from MPV

Unauthorised Taking
(Vehicle)

35%

22%

0% 5% 10%

Source: Data supplied by the Garda Siochana.

Findings
e 30% of all domestic disputes were

reclassified into Attention and Complaints;

e Crime categories, such as robbery of the
person and burglary, moved to Attention

and Complaints;

e 35% of all assault minor offences reclassified
moved into this category.

Comment on Reclassification Trends
Following Analysis of the Desktop
Examination of PULSE Data

The desktop analysis revealed that the Garda
Siochéana reclassified 8.5% of the total amount of
recorded crime. In the period under review, 83% of

the reclassified crime went to a less serious category.

There is a clear link with incident recording as
outlined in Part 4 that further emphasises the need
to make sure that the Garda Siochana get that first
classification right to avoid the need to reclassify
the numbers of crimes that are currently moving

from one category to another.

15% 20% 25% 30% 35% 40%

5.4 PULSE Incident Sampling

Following on from the desktop review of PULSE
data, the Inspectorate examined the reclassification
of PULSE incidents in more depth. The Inspectorate
directly accessed the PULSE system on visits to
Garda Headquarters and sampled data from live
PULSE incident records. Information that was
not available from the original data request was
viewed and the details collected were compiled
into a database and was subsequently analysed
by the Inspectorate. The additional data collected
allowed the Inspectorate to make an assessment
about whether the decision to reclassify a crime

was correct.

During this sampling, the Inspectorate looked at a
number of different aspects of reclassified PULSE
incidents which are outlined below:

® Analysis of where crime incidents are

reclassified;

* Reclassification of ten crime incident types

across the seven divisions;
e Examples of crimes that were reclassified;

e Robberies that were reclassified;



e Invalid crimes (these are crimes or incidents
that were recorded, but are later found not to

have taken place);

® ‘Operation Look-Back’ — (Garda Siochdna
initiative to review crime that took place

three months earlier for detections).

Reclassification of Crime — Overall Findings
When sampling reclassified PULSE incident
records, the Inspectorate selected incidents
that were initially reported during the period
May to July 2012, in the seven divisions under
review. The Inspectorate examined a total of
393 PULSE incidents from ten selected incident
types that had been reclassified at some point
prior to the Inspectorate’s visits in June and
July 2013. A database was created that provided
detailed information obtained from each PULSE
record under a variety of headings. After a
detailed analysis of the database, and taking
all the available information into account, the
Inspectorate separated the crime incidents into the

following categories:

e The percentage of crimes that the
Inspectorate viewed to be correctly
reclassified;

e The percentage of crimes that the
Inspectorate viewed to be incorrectly
reclassified;

* The percentage of crimes where there was
insufficient detail on PULSE to determine if
the reclassification was justified;

e The percentage of crimes that were

reclassified more than once.

Chart 59 shows the number of PULSE records
examined and the Inspectorate’s view on the

reclassification of those incidents.

Chart 5.9
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Findings
® The Inspectorate found that only 13% of the

reclassifications were correct;

e In many cases the Inspectorate found
there was no rationale to explain the

reclassification;

e Many crimes were incorrectly moved from a

crime category to a non-crime category;

e In the overwhelming majority of cases, a
crime that was reclassified moved to a less
serious crime, to a non-crime incident or was
invalidated. There were a number of cases
where the crime was reclassified and then
reclassified for a second time and usually

back to the original crime type.

In the majority of cases where the Inspectorate did
not agree with a reclassification decision, it was
found that the initial classification of the PULSE
incident appeared to be the most appropriate

category.

Reclassification by Divisions

While the overall reclassification figures, as
presented in Chart 5.9, are the combined results
of all the data examined, it is important to
acknowledge that the levels of reclassification
varied between the seven divisions reviewed.
Chart 510 shows the range of differences that
were found within the Inspectorate’s analysis of

categories.

Inspectorate’s Analysis of PULSE Incidents Reclassified in the Selected Divisions during the
Period May - June 2012

Number of Incidents Incorrectly

Reclassified

Sampled

Correctly
Reclassified

Insufficient detail to Reclassified more
Determine if Reclassification | than once
is Correct

393 71% 13%

1% 5%

Source: Data obtained from sampling 393 PULSE incident records by the Garda Inspectorate.
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Reclassified - Difference in Ranges between the

Selected Divisions during the Period May — June 2012

Incorrect

Reclassification

Correct
Reclassification

Reclassified more
than once Ranges

Insufficient Details to
Determine Reclassification

Ranges
59% to 79%

Seven Divisions

Ranges
9% to 21%

Decision Ranges

8% to 19% 2% to 10%

Source: Data obtained from sampling PULSE incident records by the Garda Inspectorate.

Across the seven divisions the chart shows there
was a 20% difference in the divisions between
the and highest

reclassifications.

lowest rates for incorrect

Reclassification of Crime Incident Types
Destinations across the Seven Divisions
The Inspectorate used the database of 393 incidents,
created from sampling PULSE records, to analyse
the most common incident type to which these

incidents were reclassified.

Chart 511 highlights the
destinations of each of the ten crime types examined

most common

after reclassification.

Chart 5.11

Findings
e Similar to the trends found in the PULSE data
analysis, a large percentage of burglaries

were reclassified to criminal damage;

e A large percentage of assaults, criminal
damage and theft other crime incidents
to

moved the non-crime category of

Attention and Complaints;
* 31% of the Attention and Complaints

incidents moved to sexual assaults.

Reclassified Incident Types Destinations in Selected Divisions in the
Period May to July 2012

Initial Incident Type Most Common Incident Type to which % of the Most Common Incident
these Incidents were Reclassified Type

Assault Harm
Assault Minor
Attention and Complaints

Burglary

Assault Minor
Attention and Complaints
Sexual Assault

Criminal Damage

76%
59%
31%
43%

Interfering with the Mechanism of an MPV  41%

Criminal Damage

Attention and Complaints

Robbery Theft Other
Theft from MPV
Theft Person Theft Other

Theft Other

Criminal Damage

Attention and Complaints

41%
38%
38%
76%
42%

Source: Data obtained from sampling PULSE incident records by the Garda Inspectorate.



Detailed Analysis of Reclassified Crime Types
As the crime types examined had a variety of
reclassification destinations, it is appropriate to
comment on each one separately. The following are
some examples from the individual crime types
and issues that were found during the examination
of the database of PULSE records.

Burglary

This was a crime type that saw many crimes
moving from the original classification to a lesser
crime. Only one crime moved to a higher category
of aggravated burglary. There are several examples
where burglary offences were reclassified to a less
serious crime and at a later date reclassified back to
a burglary. There are also several examples where
the identification of a suspect and the ensuing
detection were noted in the change back to a

burglary offence.

Examples of PULSE reclassifications for a
crime that was initially classified as burglary.
The commentary on the incident is taken from
PULSE incident record details included on the

Inspectorate’s database.

e Front window opened and entry gained. This
was reclassified to Attention and Complaints.
GISC recommended that it was a burglary
and if no intent, to reclassify to a trespass.

This enquiry from GISC was not answered.

e Suspects entered a house with weapons. This
was correctly reclassified to an aggravated
burglary.

e Break-in to a home and items stolen. PULSE
shows victim as unwilling to be a witness.
This was reclassified twelve months later
to a non-crime Attention and Complaints
incident. GISC questioned the reclassification

from burglary, but it was not answered.

e Door kicked in and occupier disturbed two
suspects in the hallway, who ran away. This
was reclassified to criminal damage without

any explanation.
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® Rear door damaged. Occupier heard suspects
in hallway and one suspect was wearing a
balaclava. Suspects fled when challenged.
This was reclassified by a sergeant to criminal
damage “pending a witness statement”. There
was no further entry on PULSE some twelve

months later.

e Victim saw suspects levering open a window,
suspects entered and caused damage to the
property. The crime was reclassified two
months later to a criminal damage with the

words “no evidence of entry gained”.

Attempted Burglary

Attempted burglary is a specific crime that is
generally classified correctly at the initial reporting
stage, but regularly ends up in other categories and
usually as a criminal damage or a trespass. In other
police services, an attempt to gain entry at a door or
window (points of entry) would be recorded as an
attempted burglary.

Examples of PULSE reclassifications for a
crime that was initially classified as burglary
(Attempt). The commentary on the incident
is taken from PULSE incident record details

included on the Inspectorate’s database.

* The following narrative was removed from
the original PULSE entry “Back door of
house forced, no entry gained”. This was
reclassified to a criminal damage and the

district officer closed the crime.

e Male trying to force window, no entry
gained. This was reclassified to an Attention
and Complaints incident. GISC challenged
this reclassification on two occasions but no

response was received.

e Two males knocked on the front door and
then attempted to prise open the back
door, when they were disturbed. This was

reclassified to a criminal damage.

® Victim’s door bell rang, followed by two
males trying to break into the rear of a house.
The reporting garda recorded this as an
attempted break-in. This was reclassified to

a criminal damage.



Garda Siochana supervisors informed the
Inspectorate  that the Director of Public
Prosecutions (DPP) will not always give directions
to charge a person with attempted burglary unless
the suspect for the offence makes an admission
of intent to enter. As a result, attempted burglary
crimes are regularly incorrectly classified to
criminal damage or trespass. The threshold for
charging a suspect is a completely separate issue
to the definition of an attempted burglary. The
Inspectorate found compelling evidence from the
data set examined, that the crime of attempted
burglary is not recorded correctly and as a result,
there is significant under recording in the crime

category of burglary.

Assault Minor

The following are examples where assault minor
cases were reclassified. In many cases assault
minor was reclassified to Attention and Complaints
for several reasons; but mainly the reluctance of
a victim to assist with a prosecution and provide
a statement of complaint. A reluctance to make a
statement should not impact on the category of
the crime that is recorded. The following are some

examples of cases found on PULSE.

Examples of PULSE reclassifications for a crime
that was initially classified as assault minor.
The commentary on the incident is taken from
PULSE incident record details included on the
Inspectorate’s database.

e Victim struck a number of times and,
although would not make a statement, the
victim wanted the crime noted. Shown
as discussed at a district meeting and

reclassified to Attention and Complaints.

e Victim hit on head with glass bottle.
Reclassified to Attention and Complaints
on the authority of a detective sergeant
“pending further investigation this may be
reclassified”. No record of an investigation
was found by the Inspectorate.

e Inadomestic violence assault case, the victim
did not want to prosecute, but wanted the case
noted for any future application to a court. It
was initially reclassified to an Attention and
Complaints and then to a domestic dispute
some four months later. GISC challenged the
change in classification from an assault to an

Attention and Complaints.
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Assault Harm

These are more serious assaults. In some cases,
assault harm crimes were reclassified to Attention
and Complaints and also appeared to follow the
reluctance of a victim to assist with a prosecution
and provide a statement of complaint. A reluctance
to make a statement of complaint should not impact
on the category of crime that is recorded. There
were several cases where the crime was reclassified
to a lesser assault, even though the injuries recorded
appeared to be more serious. The following are

some examples of cases found on PULSE.

Examples of PULSE reclassifications for a
crime that was initially classified as assault
harm. The commentary on the incident is
taken from PULSE incident record details

included on the Inspectorate’s database.

e Victim stabbed with a broken bottle.
This was initially dealt with as a critical
incident. PULSE noted that the victim did
not want the crime investigated and it was
reclassified to an Attention and Complaints

incident.

e Victim with a possible broken nose, but
was unwilling to make a statement. A
supervisor directed a reclassification to
assault minor as the victim would not

provide a statement.

e Victim hit on head several times and
taken to hospital. Reclassified one month
later to an assault minor by a member
from a training unit. GISC challenged the
reclassification due to the serious nature
of the assault and the evidence of injuries.

This crime remained in the new category.

¢ Victim punched in the face and had three
teeth broken. An inspector stated that if the
victim declined to provide a statement, the
crime should be moved to a public order
incident. The crime was reclassified twice,
initially to a public order incident and
then to an assault minor on the directions
of the district officer. GISC questioned
the reclassification of this crime, but it

remained in the new category.



Robbery

Robbery is another serious crime, where most
reclassifications went to a less serious crime type,
such as a theft person or theft. It should be noted
that robbery is defined as a theft from a person
where force or the threat of force is used or a person
is put in fear of such force. Robbery is still a crime
with relatively low levels of offending, however due
to the low levels of recorded robbery offences, any
change in the classification of robbery to a lesser
offence, is likely to have a significant impact on the
percentage changes in these offences. Due to the
low volume of recorded crimes in this category the
Inspectorate extended the search parameters in the

seven divisions to all such crime in 2012.

Chart 5.12 shows analysis of fifty robbery offences
reported in 2012 in the seven divisions visited that

were reclassified.

Chart 5.12
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Findings

The Inspectorate did not agree with 76% of the
reclassification decisions made and found that 12%
of the cases had insufficient details to determine if

the decision making was correct or not.

The following are some examples of the cases
sampled.

Examples of PULSE reclassifications for a
crime that was initially classified as robbery.
The commentary on the incident is taken from
PULSE incident record details included on the
Inspectorate’s database.

* Victim pushed to ground and phone grabbed
from hand. Three months later a sergeant

reclassified it to a theft.

® Suspect grabbed bag from shoulder and
pulled victim to the ground before stealing
bag and contents. Reclassified to theft one
day later by a sergeant as no evidence of

threat or violence.

* Victim grabbed by throat, pushed to ground
and banged head. Pockets searched by
suspect described as looking for money. This

was reclassified to a theft from person.

® Suspect said that they had a knife in their
pocket and the victim believed this. Suspect
took the victim’s bicycle and phone. This was

reclassified to a theft.

Inspectorate Analysis of PULSE Robbery Incident Type Reclassified During 2012 in the
Selected Divisions

Number Sampled Incorrectly Correctly Insufficient Details to Reclassified more
Reclassified Reclassified determine Classification than once

76% 10%

12% 2%

Source: Data obtained from sampling 50 PULSE Robbery type incident records by the Garda Inspectorate.



Theft Person and Theft

Theft is a large category for crimes covering a wide
range of offences. In this category, the Inspectorate
did find some reclassifications that were
immediately carried out at the time of creating the
PULSE record at GISC and appeared to be linked to
the wrong classification being selected. There were
also crimes where a PULSE incident was created
for the category of theft person, but the person was
not in possession of the property at the time of the
crime and the crimes were correctly reclassified to
theft other.

Examples of PULSE reclassifications fora crime
that was initially classified as theft person and
theft. The commentary on the incident is taken
from PULSE incident record details included

on the Inspectorate’s database.

® A victim gave their phone to someone who
ran off with it. It was correctly reclassified

from theft person to theft.

* Two purses taken from a buggy in a shop.
Correctly reclassified from theft person to
theft.

e Money taken from handbag. Crime
reclassified from theft to property lost. GISC
questioned the reclassification, but it was
unanswered. The PULSE record suggested
that theft was the right classification.

e Details from a person’s credit card were
used and the bank was unsure about the
jurisdiction for the crime. The crime was
reclassified into Attention and Complaints
without any explanation. GISC questioned
the reclassification in 2010 and two years

later it remained unanswered.
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Sexual Assaults and Changes to
Classifications

During the sampling of PULSE, the Inspectorate
noted a number of historical sexual offences that
were reclassified in 2012. These crimes dated back
over fourteen years and included offences such as
rape and other sexual assaults. These crimes were
all reclassified to less serious offences by the same
detective sergeant on the same date. There was no
narrative on PULSE to explain why these changes
were made. The Inspectorate did not have access to
any cases files, but it was hard to understand why

historical crimes were being reclassified.

An example of PULSE reclassification for a
crime that was initially classified as sexual
assault. The commentary on the incident is
taken from PULSE incident record details

included on the Inspectorate’s database.

e A sexual assault PULSE record created in
2008 had narrative removed to take out
the description of the assault and it was
reclassified to the non-crime Attention
and Complaints category in 2012. There is
no rationale on PULSE as to why this was

reclassified some four years later.

The Garda Siochana has developed Key
Performance Indicators (KPIs) for all crimes that
involve child sex abuse and sexual assault. When
a case is recorded in these categories, and in the
absence of a detection, it continues to feature on the
KPIs and remains as a monitored case. If a crime is
reclassified and the narrative is changed, a crime of

this nature will no longer feature on the KPIs.



Theft from Motor Vehicle

There were a number of crimes in this category,

where a theft had taken place but were classified

as other crimes; such as criminal damage and in

some cases, the non-crime category of Attention

and Complaints.

Examples of PULSE reclassifications for a

crime that was initially classified as theft from

motor vehicle. The commentary on the incident
is taken from PULSE incident record details

included on the Inspectorate’s database.

Two wind deflectors were taken from a car.
There is also mention of criminal damage.
This was reclassified six months later to an
Attention and Complaints incident. GISC
questioned this change but it was never

answered.

€150 was stolen from the door of coach.
This was reclassified to an Attention and
Complaints incident. There are no details on
PULSE about who reclassified this crime and

when this took place.

Window of car smashed and handbag
contents stolen. On directions of the district
officer, this was reclassified by a garda three

months later to property lost.
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Criminal Damage

Criminal damage is a crime type that moved to

several different categories. Some criminal damage

crimes moved to traffic offences such as interfering

with the mechanism of a vehicle and some moved

into the non-crime categories of lost property and

Attention and Complaints.

Examples of PULSE reclassifications for a

crime that was initially classified as criminal

damage. The commentary on the incident is
taken from PULSE incident record details
included on the Inspectorate’s database.

A driver’s door wing mirror was damaged
on a tourist’s car. This was reclassified to

Attention and Complaints.

Damage to the window of a cafe; the
victim stated that they just wanted it noted
for insurance purposes. This was later

reclassified to Attention and Complaints.



Operation Look-Back

This was an operation conducted by the Garda
Siochéna in some of the divisions visited which
reviewed crimes recorded in the previous three
months to look for detection opportunities. The
Inspectorate decided tolook at this process as a part
of the detection sampling analysis, but found that
crimes were also reclassified. Crimes recorded in
January 2013 were selected to be reviewed and the
reclassifications were selected from that database.
As with previous examinations of this variety,
the Inspectorate used the available information to
determine if the reclassification was correct. Chart

5.13 shows the results for that sample.

Chart 5.13

Inspectorate Analysis of PULSE Crime
Incidents Reclassified During Operation
Look-Back of Incidents Recorded in

January 2013
Incorrectly Correctly Reclassified
Reclassified Reclassified more than once
71% 0% 29%

Source: Data obtained from sampling PULSE incident records
by the Garda Inspectorate.

Findings
e The incorrect reclassification rate is
consistent with the other analysis conducted
by the Inspectorate;
* 29% were reclassified on more than one

occasion.
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5.5 Other Crime Counting Rules
Issues

Reclassification — Crime Counting Rules

The Inspectorate found that the current Garda
Siochana Crime Counting Rules state that
reclassification is only required within or to
homicide offences. The Inspectorate recognises
that there are other occasions when reclassification
is appropriate. The Crime Counting Rules need to
be refreshed. The development of any new rules
requires careful consideration, as it will impact on
recording practices and it can make comparison

between crime years more difficult.

Recommendation 5.4

The Inspectorate recommends that the
Department of Justice and Equality initiate
a process, in which the CSO should have a
central role, towards the development of new

Crime Counting Rules. (Medium term).

Multiple Offences — Under Counting and
Over Counting

With crime counting rules, it is important to ensure
that each and every crime is correctly recorded,
and for some offences there may be more than one
victim and as such, each crime against a person and
property should be counted as separate offences. In
simple terms, the Crime Counting Rules say ‘one
victim one crime’. The Inspectorate found many
examples where multiple crimes had occurred and
were correctly recorded and linked on the PULSE
system. The process of linking PULSE incidents
is referred to as ‘cased crimes’. The Inspectorate
identified a number of multiple crimes where
additional PULSE records existed, but were not
always ‘cased” on PULSE. This made auditing
difficult, as further searches had to be completed to

check that the other crimes were recorded.

The Inspectorate found cases where multiple
offences were committed, but only one crime
was actually recorded on PULSE. An example of
this was found during the sampling of letter box
burglaries; where the keys for a car and the car was
stolen as a result of a burglary. In these cases both
the burglary and the taking of the car should be

recorded as separate crimes.
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Continuous Series 5.6 Invalidating a Crime

In certain circumstances, crime counting rules . . .
! & There will always be occasions where a crime that

11 ltiple off by th t . .
atiow muftiple offences by the same suspect on is reported, is later found not to have taken place.

the same victim to be recorded as one offence and .
Examples include, where a person has made a

treated as a continuous series. This recording rule . L
& false report of a crime or has mislaid property that

is sometimes used in cases of harassment, where . . .
’ is later found. The Garda Siochadna’s process for

there are a number of separate incidents that took . . . . .
. P et dealing with such cases is to reclassify the initial

1 tended iod of time. It 1 . . .
place over an extended period ot time. I can also crime to ‘Invalid’. Where this occurs, there should

apply in cases where an employee steals on two or always be a clear rationale on the original PULSE

more occasions from an employer and the crime .. .. . .
poy record, explaining why this is marked as invalid.

can be counted as one theft. It is important that this The use of this category is a very small proportion

rule is applied properly to ensure that the correct .
PP property of the overall number of crimes.

numbers of crimes are recorded.

In order to analyse the invalidation of PULSE

During the inspection process, the Inspectorate ..
& p 3 3 incidents, the Inspectorate sampled a number of

attended a daily accountability meeting where si L. . .
1y v ity mg w ™ incident records that were shown as invalid in

crimes were discussed that involved the theft of June 2012. The sample looked at crimes across all

farm machinery. These crimes were committed o .
seven divisions and there were a varied number

in different locations, with different victims, but of crime types. Chart 5.14 shows a breakdown of

it believed that t ible. - .
1t was beteve at one suspect was responsible the incident types for the largest categories and a

The district officer intimated that in the absence
catch all category for the rest.
of a suspect being charged with these offences, it
may be recorded under this continuous series rule,
thus counting it as one offence. The Inspectorate
pointed out at the time that this rule would not
apply in these circumstances. During the sampling
of PULSE incidents, the Inspectorate checked the
progress of the above case and found that only one
crime was recorded. This one example resulted in

the under recording of a number of crimes.

Chart 5.14
Inspectorate Analysis of PULSE Incidents Invalidated during June 2012 in Selected Divisions

Incident Type Number Incorrectly Correctly Classified | Insufficient details to
Sampled Classified determine Classification

Assault Minor 83% 17% 0%
Burglary 6 50% 33% 17%
Criminal Damage 13 38% 62% 0%
Theft from MPV 4 50% 50% 0%
Theft Other 10 10% 90% 0%
Theft Shop 4 25% 50% 25%
Unauthorised Taking of a 6 0% 100% 0%
MPV

Others 33% 63% 4%

Source: Data obtained from sampling 76 PULSE invalidated incident records by the Garda Inspectorate.



General Findings

® 62% were correctly invalidated;

e Further examination of the sample showed
that in 19% of the cases, crime incidents were
being incorrectly invalidated when a victim

would not provide a statement of complaint.

In these examples, there was credible evidence that
a crime had occurred and the crime should have

remained classified as such.

Examples of PULSE records that were recorded
as a crime, but were later shown as invalid.
The commentary on the incident is taken from
PULSE incident record details included on the

Inspectorate’s database.
Correctly invalidated:

e Report received that a car was stolen that

was later found;

® Robbery that was reported and found to be a

duplicate report;

e Theft of petrol where the driver of the car
later returned and paid for the fuel.

Incorrectly invalidated (No rationale for an

invalid crime):

e Victim pushed to the ground and phone
stolen — this was reclassified from robbery
to invalid. There was no rationale to explain

why it was invalidated;

e Victim hit in face and received cut to eye. On
instructions of an inspector this was shown
as invalid. There was no rationale to explain
why;

* A rape offence reported in 2012, but not
invalidated until May 2013. There is no
rationale on PULSE to explain why it took
eleven months to establish that a crime did

not occur.

With regard to GISC supervision of an incident,
there is an anomaly with the PULSE system. When
a crime is shown as invalid by a member, it closes
that case and the PULSE record becomes invisible
to GISC. This also includes a crime where GISC

have generated a review/clarification.
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During sampling, the Inspectorate also found
a number of examples where there was a clear
justification to invalidate a crime, but this action
was never completed. As a result, a crime statistic
was retained for an incident that was never a crime
(called over-counting). In some other cases, a crime
that should be invalidated was incorrectly changed
to a non-crime category, such as Attention and

Complaints.

There are occasions when a crime should be
invalidated and the Inspectorate believes that any
such invalidation should always be referred back to
a GISC reviewer to ensure that this is the correct

course of action.

Changes to PULSE

There are a number of features on PULSE that
should be restricted or removed, such as the ability
to reclassify or invalidate a crime and any feature
that allows a PULSE record to be removed from the

view or supervision of GISC.

Unlike any other comparable police jurisdiction
visited by the Inspectorate, any member of the
Garda Siochana can effectively change a crime
classification, without having to go through GISC
to register the change, without any permission

and without any supervision.

Recommendation 5.5

The Inspectorate recommends that the Garda
Siochdna publishes policy establishing
the roles and responsibilities of all staff
in regard to the reclassification and
invalidation of PULSE incident records, with
GISC having the final decision authority.
(Short term).

To achieve the above recommendation, the

following key action needs to be taken:

e Allow GISC full PULSE incident access,
including the ability to view records that are

reclassified or invalidated.

In the interim, the Garda Siochana should
develop guidelines to be issued to all staff clearly
articulating what is and is not permitted on PULSE.
These changes should be addressed in conjunction
with other recommendations made in this report
relating to PULSE.



Importance of Crime Classification for
Victims of Crime

The importance of getting a classification right
is also important for a victim of any crime. A
wrongly classified crime may well stop a victim
from receiving appropriate referral to a specific
victim support agency, crime prevention advice or

a follow-up visit from a community officer.

Reclassifying Crime without Supervision or
Oversight

GISC have clear responsibilities for ensuring that
crime classifications are correct and that crime
counting rules are complied with. Any change
to a crime classification without having to use
GISC, effectively removes any oversight of crime
reclassifications outside of the operational unit that
has changed the crime. While a reclassification can
generate a review/clarification, this is not a strong
enough mechanism to ensure the accuracy of any

change to the classification of crime.

5.7 Crime Management Units
and Reclassification of Crime

The Future
In this report, the Inspectorate has highlighted

many areas where there are deficiencies in
the application of crime counting rules and
particularly in respect of reclassification of crime.
The Inspectorate believes that there must be
procedural and structural changes to the way that
the Garda Siochdna manages crime investigation.

A significant change is the recommendation
to implement crime management units. Other
jurisdictions operate crime management units
in different ways. In Denmark, Denver and West
Yorkshire the crime management units operate at a
service level and in Scotland operate on a divisional
level. The Inspectorate recommends the creation of

crime management units at a divisional level.

Clearly, the introduction of crime management
units will require suitable staffing levels to ensure
that such units operate effectively. The benefits of
effective crime management units should include

a significant reduction in the number of new and
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dated investigations that are currently conducted
and will release a considerable amount of time for

gardai in all investigative roles.

As recommended in Part 2, a move from multiple
district administration units to one divisional
administration unit could release a number of staff
that could be used to create the new units. Crime
management units could also provide a meaningful
role for those gardai on restricted duties, who are

currently unable to go out on patrol.

Crime Classification and Reclassification
District Decision Makers

The ultimate decision maker in respect of crime
classification in Ireland is the local district officer.
When crime counting rules were discussed at all
levels of the Garda Siochdna during this inspection,
the district officer is described as the person who
has responsibility for checking compliance with

such matters.

Across Ireland, there are currently ninety-six
district officers, who on a daily basis are making
independent decisions about crime classification
and reclassification. This practice does not promote
consistency of decision-making and a crime with
similar circumstances can be placed in several
different crime categories, depending on the area
it occurs in. The Inspectorate also found a wide
variance in the approach to detecting crimes and
an absence of central guidance and monitoring as
to how those detections are achieved, thus echoing
the Inspectorate’s findings in the report on fixed

charge processing.®

The Inspectorate recognises that district officers
are under pressure to address crime and to catch
offenders. Thereis certainly a belief amongst district
officers that if crime increases or detections are low,
then they will be viewed by their organisation as

unsuccessful.

Most other policing jurisdictions have a small
number of Dedicated Decision Makers (DDMs),
usually at inspector rank, operating at a divisional
or a regional level. DDMs are the only persons with

authority to authorise a reclassification of a crime

5  Report of the Garda Siochédna Inspectorate, The Fixed Charge
Processing System, A 21st Century Strategy, February 2014



or to show a crime as detected. The Inspectorate
believes that the Garda Siochana should implement
a system of DDMs who should be the first point of
contact for a member to go to for a reclassification
or a detection decision. The DDM should make
sure it is the right decision and once approved, the
member should contact GISC or generate a review

to reclassify the crime.

Recommendation 5.6

The Inspectorate recommends that the Garda
Siochana introduces a system of Dedicated
Decision Makers on a divisional basis.
(Short term).

To achieve the above recommendation, the

following key action needs to be taken:

e Develop policy that requires members to
obtain Dedicated Decision Maker approval
prior to any request for reclassification or

invalidation of a PULSE incident record.

Reclassification of Crime

A new instruction was issued in July 2013 by the
Garda Siochdna, which contained an instruction
to GISC staff and sergeants about reviewing
PULSE incidents. It specifically highlights that the
narrative should contain sufficient information to
justify a reclassification of a crime. The Inspectorate
welcomes this instruction, but it needs to be
accompanied by significant changes in the authority
levels for making such changes and audits to ensure

compliance.

Many international police services have had
similar systemic issues around change to crime
classifications. Inconsistency has been overcome
by strict supervision and adherence to the crime
counting rules. Concern about the integrity of crime
recording is a risk for any police service in terms of

public confidence in policing.
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New Role for GISC

At present there are far too many gardai with
the ability to change a crime classification and
this practice must be stopped immediately. The
Inspectorate believes that GISC should play a more
enhanced central role in crime reclassification and
that divisions should not be allowed to reclassify
a crime without the authority of GISC. This would
provide a far more consistent approach to the
process and it would also reduce the wasteful
practice of GISC having to generate thousands of

reviews/clarifications that are never answered.

In the future, if a member wants to reclassify
a crime or an incident, the member must first
contact the local dedicated decision maker (DDM)
to make sure that the decision is correct and there
is a rationale as to why it should be changed.
At this point, the member can contact GISC
through a call taker or request a review through
the PULSE system. The Inspectorate accepts that
reclassifications will often be required, but this
new system would dramatically reduce the number
of crimes that are currently incorrectly changed.
Any future changes must also be accompanied by
a clear rationale in the narrative to explain why it
was reclassified. Such an approach would ensure
that a crime committed anywhere in Ireland is
far more likely to be classified in the same way.
There is no cost implication or technology solution

required to allow this change to take place.

Where the GISC call taker and the members are in
disagreement, the case should be referred to a GISC
Reviewer and if there is still a disagreement, then
the case should be referred to the proposed Garda
Crime Registrar (outlined in Recommendation 5.8
later in this part), who will be the final decision
maker. In the short term GISC should be the final
authority.



Training for Crime Managers in Crime
Counting Rules

During this inspection, the Inspectorate found that
many people with responsibility for crime counting
rules had received no formal training and certainly
no refresher trainer. The Inspectorate believes that
this should form part of all promotion training
courses and once developed, that the Garda Crime
Register should take responsibility for developing
training for those involved in the management of

crime investigation.

Integrity of Crime Recording - National
Crime Recording Standards (NCRS)

From an initial call from the public, through to
crime and incident recording, the Inspectorate
has indentified issues that question the accuracy
of crime and incident recording. The Inspectorate
believes that Ireland must move towards a national
system of crime recording that protects the integrity
of crime data and ensures that there is a consistent
and transparent approach to the application of

crime counting rules.

National Crime Recording Standards (NCRS) is
a well established process that was introduced
in England and Wales in 2002 and in Scotland
in 2004. Prior to the introduction of NCRS, the
decision whether to record an incident as a crime
or not appeared to be influenced by an individual
officer’s discretion and there was evidence of under
recording of crime and crimes consistently being
downgraded. The aims of NCRS are to promote
greater consistency in the recording of crime and to
provide a more victim orientated approach to crime
recording. Ethical recording of crime is integral to
modern policing and it is vitally important that
police services’” recording and disposal practices
are capable of withstanding rigorous scrutiny.
All reports of incidents, whether from victims,
witnesses or third parties and whether crime
related or not, must result in the registration of an

incident report by the police.

Following the initial registration of the incident
on the crime recording system, it will be recorded
as a crime if, on the balance of probability, a crime
took place. In most cases the belief by the victim
that a crime has taken place is sufficient to justify

recording it as a crime. An unwillingness to
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support an investigation or prosecution should not
be allowed to negatively influence the recording
process. “No victim, no crime” is a general concept
that is applied to crime. In some cases and generally
serious cases, a police service may decide to record
a crime even though the victim cannot be found or
has declined to confirm if a crime has taken place.
In Denmark, all complaints of serious sexual assault

are recorded as a crime.

Once recorded, a crime remains unless there is
additional and verifiable information to disprove
that a crime has occurred. The fact that a person
is drunk or otherwise impaired might have a
bearing on the balance of probability, but if at the
time of reporting, supporting evidence exists, a
crime should be recorded regardless of the person’s
condition. The recording of all crimes also provides

a far greater intelligence picture of offending.

A modern crime recording system is essential to
the proper implementation of NCRS and ideally
one that is user friendly, easily auditable and has
links to incident recording systems. Police Scotland
became one national service in April 2013 and is in
the process of developing an IT solution that will
link eight previous IT systems to one single system.
Other US and UK services have developed systems
that link incident recording, custody detention and

crime recording.

Recommendation 5.7

The Inspectorate recommends that the
Garda Siochana introduces National Crime

Recording Standards. (Medium term).

Force Crime Registrars (FCR)

To ensure that NCRS is maintained within a
police service and to provide greater consistency,
other police services have appointed Force Crime
Registrars (FCRs). The FCR acts as a final arbiter in
the interpretation of the crime counting rules and
detections. In any crime counting rules process,
there will always need to have an appeal system to
deal with disputes about a classification between
GISC and the division holding the crime.

The FCR could be a member of the Garda Siochéna,
but must be outside operational line command and

answerable to a person with overall responsibility



for the accuracy and integrity of crime recording
processes. In some countries this role is performed
by a senior police officer and in Scotland by senior
police staff. In South Wales, the FCR is a senior
member of police staff, but reports directly to
an independent Director in the Criminal Justice

Partnership.
Key responsibilities of the FCR would include:

* Developing and implementing monitoring
systems of crime recording and detection
policies;

* Creating an audit programme to ensure the

highest standards of data integrity;

e Achieving more consistent and accurate

crime recording;

¢ Ensuring prompt and adequate circulation

of changes to counting rules;

e Acting as the force representative on the

subject of crime recording,.

In other jurisdictions, the FCR also leads on incident
recording standards (see recommendation in Part
3) and has responsibility for all the processes that

follow.

Recommendation 5.8

The Inspectorate recommends that the Garda
Siochana introduce a Force Crime Registar
(FCR) with responsibility for the accuracy and
integrity of the recording of incidents, crimes

and detections. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* The FCR needs to be outside of operational

line command;

® Subject to any selection process, an interim

FCR should be immediately appointed.
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5.8 Reclassifying Crime — What
Does this Mean in Practice?

While the Inspectorate found many examples of
crimes being reclassified to less serious offences, it
was also found that some crimes were elevated to a

more serious offence.

The Inspectorate did find reclassifications
where, based on the available information, the
reclassification decision on PULSE was correct. In
most cases where crimes were reclassified, there was
no rationale to explain why a crime was changed.
The Inspectorate again found many reviews/
clarifications generated by GISC questioning the
appropriateness of a reclassification and many
of these enquiries remained outstanding twelve

months later.

Changing a crime from one crime category to
another crime category does not impact on the
overall number of crimes in Ireland, but it does
significantly alter the balance of crime in certain
categories. For example, moving a burglary offence
to a less serious category presents a distorted
picture of burglary crime levels. Conversely,
changing a crime into a non-crime category can
make a significant difference to the volume of that
particular crime category. The failure to record
crimes or to put a crime into a non-crime category

will impact on overall crime numbers.

Incident and Crime Recording

The analysis in Part 4, ‘Incident Recording’ and the
analysis in this part on reclassification of crime,
raises a number of serious issues about the accuracy

of the Garda Siochdna crime data.
Concerns include:

e Crimes that are reported to the Garda

Siochéana, but are not recorded on PULSE;

* Crimes that are reported, but are recorded in

a non-crime category;

e Crimes that are reported, but are recorded in

the wrong crime category;

* Crimes that are initially recorded in the right
category, but are subsequently incorrectly
reclassified to either a non-crime or an

incorrect crime category.



Gap between a Report and PULSE

The gap between a crime reported to the gardai, but
not recorded on PULSE is very difficult to measure,
but the Inspectorate has spoken to victims and
witnesses that have reported crimes to the Garda
Siochana that were never recorded on PULSE. Other
police services that have addressed poor recording
practices, found that recording levels in years that
followed actions to address this issue saw reported
crime levels in some places rise by as much as 24%.

The 158 Volume Crime Case Reviews were a
random sample of every day cases, and it identified
that 9% of the cases did not have a PULSE record
created at the time of the incident, but were created
twelve months later. Also, out of the forty-four cases
that never resulted in a PULSE record, 92% did not

have a clear rationale for not recording a crime.

Classification on PULSE

The Inspectorate has found that many crimes and
other incidents are not always placed into the right
category at the point of first classification. Analysis
of specific crime classifications recorded at first
instance showed that the Inspectorate did not agree
with 30% of the classification decisions made and
in a further 16% of incidents, the Inspectorate was
unable to determine if the classification decision was
correct or not. It was also the case that the category
of classification that was found to be incorrect is,
in the majority of cases, in a less serious crime

category or in some cases a non-crime category.

The Volume Crime Case Reviews also examined
the PULSE incident records of the classification
created at first instance and did not agree with 36%
of the classifications with a further 7% that could

not be determined.

Reclassification

In the view of the Inspectorate, the Garda Siochana
is reclassifying far too many crimes with analysis
showing that over 70% of the decisions made to
reclassify a crime incident are incorrect. In the
seventeen month sample of 12,506 crimes the
Inspectorate found that in 83% of those cases, a
crime that was reclassified moved to a less serious
crime category. Whilst these are samples of crime,
they provide an indication of reclassification

practices.
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Links to Detection Rates

Part 11 looks at crimes that are shown on PULSE
as detected. There is a clear correlation between
crime recording and detection rates. Poor recording
practices that under count crimes will result in

higher detection rates overall.

Decision Making

At present, far too many people are allowed to make
decisions on classifications and reclassifications
and far too few people are checking to make sure
that those decisions are correct. With large numbers
of people involved in this process, there are always
going to be inconsistencies with decision-making.
The Inspectorate has also found an almost complete
absence of the recording of rationales on PULSE for
the decisions made.

Some members of the Garda Siochana are making
poor decisions about crime classifications and
reclassifications. The Garda Siochdna needs to
restrict those who can make decisions on crime
classifications to a few highly trained individuals.
In many cases, it is clear from reading PULSE
incident records, that a far more serious offence
has taken place than the classification suggests.
The level of incorrect decisions that are being
made on PULSE are damaging the data integrity of
PULSE.

At present, there is no independent auditing or
oversight of crime decisions that are made. The
integrity of data on PULSE requires systems in
place to ensure that crime and decisions about

crime are accurately recorded.

The Inspectorate has identified deficiencies with
the recording of crimes and incidents reported
to the Garda Siochana and with crime recording

practices.

Baseline Year for Crime

Any new practices for recording and classifying
crimes are likely to lead to significant fluctuation
across many crime categories. Therefore, this will
require the introduction of a baseline year against

which to measure results accurately.



There are options for a baseline year. 2015
could be used, as this would provide time for
the Garda Siochdna to implement some of the
recommendations contained in this report. From
January 2015 and throughout the first year, it is
likely that some crime categories will see increases
in recorded offences such as burglary, robbery,
domestic violence and sexual assaults. Recorded
offences for other crimes such as criminal damage
and trespass may decrease. In the years that follow
2015, there will gradually be a far more accurate
picture of performance, as crime levels can be
compared against the baseline year. Year two will
provide an even better intelligence picture of true

crime levels across Ireland.

Another option is to go back to January 2014
and audit the crime records, including PULSE
classification and reclassification for inaccuracies.
This process would also have to include checking
CAD and station paper records, to see how many
calls received from the public reporting a crime,
should have been recorded on PULSE. This would
be a challenging task and would require significant
assignment of Garda resources and independent
oversight of the process. The checking of calls
received versus PULSE records would allow the
Garda Siochéna to recover some cases where crimes
were reported but not recorded. Due to the poor
recording of calls received, the Garda Siochdna may
never be able to identify and retrieve unrecorded
crimes. There is insufficient information in the
current data sets available to show that the review

of 2014 would reflect an accurate baseline year.

Recommendation 5.9

The Inspectorate recommends that the
Department of Justice and Equality initiate
a process, in which the CSO should have
a central role, towards the designation of
a baseline year for crime recording. (Short

term).

Annual Inspection of Crime Recording

In the UK, compliance with NCRS and the
maintenance of data quality is subject to
external review by Her Majesty’s Inspectorate of
Constabulary (HMIC) and the Audit Commission
as part of their statutory powers. However, primary

responsibility for the maintenance of crime data
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quality rests with the nominated chief officer with
responsibility for accuracy and integrity of crime
recording practices. The Inspectorate believes that
there should be an independent and annual audit of

incident and crime recording standards.

Recommendation 5.10

The Inspectorate recommends that the
Department of Justice and Equality consider
appointing an independent body to conduct
annual audits of incident and crime recording

standards. (Medium term).
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6.1 INTRODUCTION

I
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Part 6 looks at the whole process of crime investigation and in particular the
choices that are made by the Garda Siochana about who will investigate a
particular type of crime, the training received, the support provided by
national and specialist units, the timeliness and the quality of the investigation

conducted.

This part also looks at the investigation of murder, rape and other serious
crimes. When such a crime occurs, victims rightly expect that an experienced

investigator will take on their case and bring it an effective conclusion.

Chart 6.1 shows the total recorded crime incidents
between 2006 and 2013. This includes the majority
of crimes but excludes traffic offences and some
miscellaneous categories as the volume of these
incidents distorts the crime picture. The trend line
shows a peak of total recorded crime of 296,705
in 2008, and a consistent year on year reduction
in crime to 229,579 in 2013. Total recorded crime
in most jurisdictions can be affected by police
generated activity. Comparing the recorded crime
in 2008 with 2013 shows a reduction of recorded
offences of over 67,000. The following figures show
the difference in specific crime categories between
2008 and 2013:

e 11,025 less offences of intoxicated driving;

¢ Nine fewer homicides;

e 8,000 fewer drug offences;

e More than 25,000 fewer public order offences;
* Just over 1,400 more burglary offences;

* Criminal damage reduced by over 15,000

offences.

Chart 6.1

Appendix 3 shows the trend in all recorded
burglary offences from 2006 to 2013. The lowest
recorded levels for burglary were in 2007 rising to
a peak in 2012.

As explained in the introduction to this report, the
Garda Inspectorate wanted to compare recorded
and detected crime in Ireland with other similar
jurisdictions. Internationally, this is not a practice
that is generally used due to differences in crime
definitions, legislation, accounting periods and
the crime recording categories. Comparing crime
between jurisdictions in this way can misrepresent

the actual incidence of crime.

Chart 6.2 shows the average number of crimes per
member per year over a seven year period. This
peaked in 2006 at just under 21 crimes per member,
and has shown a steady decline to just over 17

crimes per member in 2013.
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6.2 Levels of Serious and
Complex Crime — Current
Position in Ireland

The Inspectorate grouped crime into serious and
volume categories. The purpose of this exercise was
(i) to establish the levels of the two broad categories
across the seven garda divisions visited and (ii)
to ascertain the methodologies in investigating
these crimes. This distinction between serious and
volume crime is important, as it should inform

strategic planning and allocation of resources.

The general position of the Garda Siochédna is
that detectives investigate serious crime and
uniformed gardai investigate volume crime. As the
organisation has no set definition of ‘serious crime’,
the Inspectorate sought the views of senior gardai
in the divisions visited, as to what is generally
considered to be within that category. For the
purposes of this report the Inspectorate included

the following crimes as serious:

* Rape and other sexual assaults that are

clearly serious crimes, however, in the
Garda Siochana these crimes are not always

investigated by detectives; and

e Fraud, which is not serious crime per se, but

can be complex and time consuming and is

often investigated by detective gardai.

Whilst every crime committed is serious to a victim,
there are some crime types that are defined as
serious crime, such as serious incidents of violence
and the death of a person through a criminal or a
negligent act. Other offences, including kidnapping
and rape, would be regarded as serious. Volume
crime includes those crimes that most police
services deal with on a daily basis such as burglary,
theft and assaults. The Inspectorate acknowledges
that robbery and assaults can be serious crimes
but due to high levels they are usually included in

the volume crime category.

For the purpose of this inspection, the Inspectorate
separated crime into serious and volume crime
offences. In defining the offences for each category,
the Inspectorate used international definitions, but

importantly, the crimes that senior gardai viewed



Serious Crime

¢ Murder, including attempts

e Rape

e Aggravated sexual assault

¢ Kidnapping and related offences
e Poisoning

e Robbery of an establishment and cash or goods in transit

e Blackmail and Extortion

e Carjacking

e Aggravated burglary

e Explosive offences

e Firearms offences

e Arson

e Affray/riot and violent disorder
e Offences against the State

e Perverting the course of justice

Miscellaneous offences including
¢ Human Trafficking

Fraud and associated offences

as serious. The table above shows the breakdown of
offences by category. Some fraud cases are complex
and may require major enquiries. Most fraud
offences are investigated by the Garda Bureau of
Fraud Investigation or by district detective units.
As a result, the Inspectorate included fraud as a
serious crime for the purposes of determining who
investigates particular crimes. Fraud accounts for a
high number of crimes and in 2012 there were 5,736
fraud offences. The Inspectorate removed traffic
offences from overall crime figures as the numbers

often distort statistical analysis.

Serious Crime Investigation —
Internationally

Most international police services look at serious
crime in two distinct areas. Firstly, murder,
kidnapping and serious firearms offences, that may
require specialist investigation or technical skills,
are usually investigated by dedicated centrally
or regionally based units. When such a crime
takes place, those units respond and take control
over the crime scene and the investigation. These
teams have the skills and people in place and the
investigation is effectively progressed from the
arrival of that first unit. Secondly, there are serious
crimes such as aggravated burglaries, robberies
and sexual assaults, where divisions have the skills
in place and can effectively investigate those crimes
from within their resources. Divisions manage
both of these areas with assistance from specialist
units, but divisions retain responsibility for the

investigation.

|
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Volume Crime

Burglary - Dwelling

Burglary Non-Dwelling

Domestic Violence

Assaults

Theft (including shoplifting)

Vehicle Crime - Theft of and unauthorised taking
Vehicle Crime - Theft from

Criminal Damage (not by fire)

Drugs (link with acquisitive crime)

Robbery of the person

Serious Crime - Selected Divisions

Chart 6.3 shows the percentage of serious crimes
across the seven divisions as a percentage of the
total recorded crime. As outlined, the level of
serious crime is reasonably consistent across the
selected divisions and is only a small percentage of

all recorded crime.



Chart 6.3

1
Crime Investigation Report 1 Part 6: Investigating Crime

Levels of Crime Classified as Serious Crime
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In cases where a detective is not appointed to
investigate a serious crime, they may be tasked
to assist the investigating garda. Whilst this
system provides detective assistance in more
serious cases, ultimately the accountability for
a successful outcome lies with the investigating
member, regardless of the level of training received,

experience and expertise.

Many regular unit gardai investigate serious crimes
and expressed concern that limited detective
support is provided in more serious cases and that
they are professionally and personally vulnerable
if errors are made in an investigation. Most senior
gardai and unit gardai expressed a view to the
Inspectorate that gardai need to be exposed to more
serious crime investigation to gain experience, and
supervisors view it as an opportunity to observe an
individual investigating a more serious or complex

crime.

Chart 6.4 shows the number of serious crimes
across the seven divisions in 2012, against the
number of detectives and detective aides' assigned
to detective units to assist with investigations. The
national figure is the average of all serious crimes
against the total number of garda detectives and
detective aides. For the purposes of this analysis, all
those with detective or detective aide status were

included.

1  Detective Aide - a garda who, while not formally appointed
as a detective, works on a temporary basis with a detective
unit.

The actual number of serious crimes per detective
nationally is low as outlined in this chart. It
shows a significant variance in the numbers of
serious crimes per detective per year across the
seven divisions, ranging from six crimes per year
per detective and detective aide in Limerick, to
fifteen crimes per detective in Kildare. Nationally,
the average figure is five crimes per detective per
year. Clearly, the average number of serious crimes
per detective is affected by the number of gardai

assigned to detective duties.

Itis also important to bear in mind that caseloads are
a helpful indicator, but do not take into account the
complexity of each individual case. A robbery case
may involve multiple witnesses and complex forensic

evidence, or it may be reasonably straightforward.
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Levels of Volume Crime and Other Offences
As mentioned in other parts of this report, PULSE
is the Garda Siochdna system for incident and
crime recording. On a daily basis, gardai deal with
a variety of incidents that include both crime and
non-crime incidents. This inspection has focused
on volume crimes as this category accounts for the
vast majority of crimes that require investigation.
Quality of life issues, such as anti-social behaviour
and public order crimes, are very important crimes
to local communities. However, there are also other
non-crime activities that require garda action and

sometimes an investigation.

PULSE Activity Categories

Chart 6.5 shows three distinct PULSE recorded
activities that may need investigation or action
by gardai. To establish workloads, the number of
crimes and incidents were compared against the
number of members at each division visited and
also on a national basis. For the purposes of this

exercise, all members were included.

1.

Crime: Number of crimes recorded on
the PULSE system in 2012 divided by the

number of members per division;

Non-crime: Number of non-crime incidents
recorded on the PULSE system in 2012
divided by the number of members per
division. This category includes incidents

such as lost property and civil disputes;

Other offences: Number of other offences
recorded on PULSE in 2012 divided by the
number of members per division. Offences
in this category include incidents such as no
insurance, no vehicle tax or failing to control

animals.
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Total PULSE Crimes, Non-crimes and Other Offences
per Member in 2012
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There is a wide variation in PULSE workloads
across the seven divisions outlined in the chart.
The analysis shows that in some of the more
rural areas such as Donegal and Mayo, there are
far less crimes per member per year to investigate
and therefore, crime investigation is a much lower

percentage of their overall PULSE workload.

To put this chart into context, in 2012, a member
in the DMR North dealt with approximately one
crime investigation every two weeks, one non-crime
incident every week and one other offence every four
weeks. In contrast, in Donegal a member dealt with
one crime investigation every four weeks, a non-
crime incident every week and one other offence
every seven weeks. It is noted that the calculation of
PULSE workloads is only as reliable as the number
and category of incidents entered on PULSE.

Crime Investigation PULSE Activity

With regards to crime investigations, Kildare
and Waterford managed more recorded crimes
per member than the other five divisions. Crime
investigation workloads ranged from fourteen
crimes per member per year in Donegal to thirty-
one crimes per member in Kildare. The Inspectorate
recognises that not all members are available for
operational duties or used to investigate crime and
deal with incidents, but the data shows that the
numbers of crime investigations that need to be

conducted are relatively low.

There are crimes included in this data, which
are generated by garda activity, rather than by
a victim reporting a crime. Examples would
include gardai conducting a search of a person and
finding drugs or an offensive weapon. With these
types of crimes, there is often very little further
investigation required and the case can usually be
progressed quickly. In chart 6.5, the percentage of
these types of crimes included in a crime category
ranged from 13% of all crime in Kildare, to 25% in
Donegal, Limerick and Mayo. If this figure was
subtracted from the crime investigation workload,
it would significantly reduce the number of more
time consuming or complex investigations that are

required to be completed by each member.

Non-crime Investigation PULSE Activity

The non-crime incident categories account for the
largest volume of member activity across all seven
divisions. Most of the non-crime incidents in the
chart are a once-off event, effectively dealt with
on the day and would not always require further
investigation. Examples include the conducting of a
garda road check point or the referral of a child to
the HSE. Whilst the numbers across the divisions
equated to approximately one incident per member
per week, the actual investigative work required
is generally far less than required with a crime

investigation.



Other Offences Investigation PULSE
Activity

The category marked as ‘other offences” in the
Chart 6.5 is a much smaller proportion of overall
workload. Examples of investigations in this
category include dealing with traffic offences,
which may require some additional activity, such
as theissuing of asummons. These types of offences
are generally more straight forward activity than
a crime investigation and do not always require

further activity.

Total PULSE Activity

The total PULSE workloads across the seven
divisions show that the numbers of recorded PULSE
crimes, non-crime incidents and other offences per
member per year are low. If resources are efficiently
allocated, there would be sufficient members to
investigate the current crime and other incidents
reported. Where significant numbers of members
are removed from operational duties into roles
where investigation is not part of their daily duties,
this will put pressure on the remaining members

left to deal with investigations.

|
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6.3 Divisional Resources

to Investigate Crime and
the Allocation of Crime for
Investigation

Aspreviously explained, each divisionhas anumber
of gardai who are not available to investigate crime.
This includes gardai in administrative posts, those
restricted from operational duties and those in
specialist roles such as crime scene examiners.
Each time a district places a garda in such a role, it
effectively removes them from crime investigation

and increases the workload of other gardai.

Based on information acquired on field visits, the
table below shows the various divisional units that
are available to investigate crime, how those crimes
are usually allocated and what role the member

will perform.

Crimes Investigated How Allocated
(by volume order)

Regular Units e Volume Crime
e Traffic offences
e Serious crime

Detectives and Detective e Serious crime
Aides e Volume crime

e Fraud
Community Policing e Volume crime
Traffic e Traffic

e Volume crime

Specialist Units e Drugs

e Burglary

e Robbery
National Units e Serious crime

Assigned by 999 or other ¢ Investigating Officer

non-emergency calls Assisting Officer
Patrol

Public Office

Daily meeting

District supervisor ¢ Investigating Officer
Daily meeting e  Assisting Officer
Patrol

Assigned to non- e Investigating Officer

emergency calls
Assisting regular units
Patrol

Community Policing
internal message books

Assigned by 999 or other ¢ Investigating Officer
non- emergency calls

Patrol

Policing operations ¢ Investigating Officer
Patrol

Policing operations ¢ Investigating Officer
HQ directions e  Assisting Officer

Patrol
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Deployment in the Selected Divisions
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Chart 6.6 shows the allocation of resources to the
various units in the seven divisions visited. Across
all divisions, regular units account for 56% of all
gardai, but investigate the vast majority of crimes
that take place in a division. An average of 12% of
members are assigned to detective duties and a
further 5% to drugs units and taskforces, but these
units are not investigating an equal proportion of
crime, whereas the norm in other police services is
for detectives to investigate an equal or even higher
proportion. Other specialist units such as traffic
and community members have 14% of staff, but are

not investigating that same percentage of crime.

Who is Investigating Crime?

A key question asked during all inspection field
visits was “who investigates crime?” As mentioned
earlier, both detectives and uniform gardai
investigate crime, but there is no clear distinction
or written guidelines outlining who investigates
different types of crime. Without exception in all the
divisions visited, gardai at all levels were unable to
identify the crime type investigated by a particular
unit. The Inspectorate did not find any written
protocol explaining what crimes are investigated
by individual units or posts. The absence of such
protocols can create confusion and inconsistency in

the approach to crime investigation.

Administration / Non Operational
Community Policing

Crime Task Force / Crime Unit
Detective Duty

Drugs Duty

Operational Support

Traffic Policing

Uniform Regular Unit

Regular Units

As previously identified, the majority of crime
investigations are assigned to gardai attached to
regular units or to gardai from other units who
assist regular units on particular days and who are
first on the scene of an incident. In effect, a crime is
not formally allocated to a regular unit garda for
investigation; it is assigned by default as a result
of attendance at an incident where they recorded a

crime.

Other policing jurisdictions deploy regular units
as first responders to calls, but the secondary
investigation of the crime is often passed to a

dedicated investigation unit.

The Inspectorate found limited evidence of the
reallocation of a volume crime from a regular unit
garda to a detective garda. Contrary to assurances
by senior gardai that only detectives investigate
serious crime, the Inspectorate found many
examples of regular unit gardai investigating
rape, threats to life, aggravated burglary and child
sexual abuse. This is not good practice. In other
policing jurisdictions visited by the Inspectorate,
these types of crimes are usually investigated by
trained detectives or officers assigned to specialist
investigative units. This issue was raised in a
previous Inspectorate report on child sexual abuse,

where the Inspectorate highlighted concerns about



non-detective and non-specialist gardai dealing
with victims of child sexual abuse.? The approach
found in most divisions inspected is to leave the
responsibility for the investigation of serious crime
to a regular unit officer; but to allocate a detective
garda to assist with the investigation. A senior
garda explained to the Inspectorate that sometimes
in more rural areas, the allocation of a serious
crime might be determined by who is available,
rather than who has the skills and experience to

investigate a particular crime.

Towards the end of this inspection, the Inspectorate
was asked to review the issues identified in the
Guerin Report. The Inspectorate looked at the
resources in place in the Bailieboro district during
the period, which was the focus of that report. At
that time and over an extended period, no detectives
were assigned to that district. The Guerin Report is

considered fully in the Addendum to this report.

Traffic Officers

The Garda National Traffic Bureau has a remit that
includes prioritised traffic enforcement and traffic
management; but does not include the investigation
of serious fatal road collisions. This responsibility
falls to the first garda who first attends the scene.
In the event of a fatal road collision, a trained
accident investigator will attend the scene, complete
a scene examination report and forward the report
to the garda with responsibility for investigating
the collision. Divisional Traffic units are assigned
mainly to deal with traffic enforcement. They only
investigate a small number of volume crimes and
generally these are offences encountered while
out on patrol. During focus groups, traffic officers
expressed a view that they were underutilised in
respect of crime investigation. The Inspectorate
believes that roads policing is notjust about traffic
enforcement, but is about denying criminals the
use of the roads. This view formed the basis of a
previous Inspectorate recommendation in the 2008
“Roads Policing Review”.? The Inspectorate believes
that responsibilities of traffic units must include
traffic enforcement, investigating collisions, crime

prevention and crime investigation.

2 Report of the Garda Siochdna Inspectorate, Responding to
Child Sexual Abuse, November, 2010.

3 Report of the Garda Siochana Inspectorate, Roads Policing
Review and Recommendations, November, 2008.
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Community Policing Gardai

The Garda Siochana’s mission statement is
“working with communities to protect and serve”
and places community policing as the bedrock of
community interaction. With the closure of garda
stations, the dormitory nature of many rural
communities and the change of lifestyle across the
nation, it is important to review and adapt how
the police work with communities to deliver an

effective operational response.

Across the seven divisions visited, the Inspectorate
found large variations in both the numbers of gardai
assigned to community policing and their role in
the investigation of crime. With the introduction of
the new roster in April 2012, many divisions moved
members from community policing units to create
the required extra regular unit. Donegal, Kildare
and Mayo effectively have no full-time community
gardai. Larger divisions have retained gardaiin this
role, although the numbers are reduced. In these
divisions, the number of gardai in community roles
ranged from eight in Waterford to seventy-nine in
DMR North. While the Garda Siochana’s mission
statement values working with communities, there
is no clear role or job description for community
police officers. The Inspectorate found that some
members see their role as community engagement,
not enforcement, whilst other community gardai

are investigating the full range of criminal offences.

Generally, the Inspectorate found an inconsistent
approach to community policing and to the role
of community gardai in crime investigation. The
Inspectorate interviewed two community gardai;
one posted to a town centre who dealt with in
excess of 250 crime investigations in a year and the
other in a different division who did not investigate

any crimes in a year.

Community officers working in units in some
policing jurisdictions are usually referred to as
neighbourhood policing teams and are allocated
crimes relevant to their role; such as anti-social
behaviour, criminal damage and race crime.
Indeed, many police services are increasing the
number of officers in neighbourhood teams and
assigning detectives to those teams. In effect,
they are becoming investigation units and taking

a substantial amount of crime away from officers



responding to emergency calls (regular units). The
Inspectorate believes that the role of community
gardai must be defined and members should be
allocated far greater number of crimes to investigate.

The Inspectorate is aware that DMR North Central
has reconfigured the functions of first response and
community policing units. This division has started
to take crime investigations from first responders
and to allocate those crimes to other units including
community policing. This provides a good pilot to
assess the effectiveness of this model. It may be that
different service delivery models will be required,
depending on the policing needs of a rural or urban

area.

Local Specialist Units

A number of local specialist units operate in
the divisions visited. All divisions outside of
the DMR and all districts within the DMR have
dedicated drugs units. These units conduct pro-
active operations based on local intelligence and
investigate crimes that arise from their activity.
The main focus of drugs units is on more serious
drug offences and they have a clear remit to
reduce drugs possession and the supply of drugs.*
In some divisions, principally in the DMR, drug
units are also used on intelligence led operations
aimed at targeting prolific burglary offenders who
commit crime to sustain their drug addiction.
The Inspectorate viewed these deployments as
good use of resources to tackle associated crimes.
Investigations by drugs units are not usually
allocated to them but are self generated, arising

from operations and arrests for drug offences.

Some divisions in the DMR also operate task forces
to tackle street offending such as burglary and
robbery. These units are used to prevent crime
and to arrest offenders encountered whilst on
patrol. Primarily these units investigate crimes
arising from their pro-activity and are not routinely

allocated crimes.

The Inspectorate found that with the reduction
of garda resources across the five units arising
from the pilot roster and retirements, all units,

including specialist units, have reduced in

4 National Drugs Strategy (interim) 2009-2016, Department of
Community, Rural and Gaeltacht Affairs.
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numbers and some units have been disbanded. In
some divisions, the Inspectorate found that pro-
active specialist units were disbanded or reduced
in numbers, whilst administration units retained
many gardai that could have been redeployed to
operational duties. The Inspectorate believes that
administrative posts should always be reduced
first to maintain patrol numbers delivering policing
services. The current model of local specialist
units has reached the stage that they may be
unsustainable in their current format and these
resources may need to be re-focused towards
crime prevention, public safety, roads policing and
crime investigation. At the end of this part of the
report, the Inspectorate makes a recommendation

on the way forward for this particular issue.

The Garda Siochana is currently developing a
revised approach and policing model that will
include the deployment of community policing

resources.

Garda Siochdna Review of Specialist Units
The Garda Siochdna has been conducting an
extensive review of the operation of all 106 national
and local specialist units. The review is almost
completed and the Inspectorate has received copies
of those reviews completed so far, including the
findings and recommendations. The Inspectorate
will look at the role of all specialist units as part of
the Haddington Road Review.



6.4 Detective Resources and
the Role of Detectives in Crime
Investigation

The allocation and deployment of detective
resources is a major component of the terms of
reference for this inspection. By definition, a
detective is an investigator and a specialist in terms
of crime investigation. Detectives in divisions are
primarily used in a reactive capacity to investigate
a crime that has occurred, rather than in a proactive
capacity to prevent crimes. Detectives are most
efficient when they are fully trained in crime
scene investigation, case progression, forensics
and offender management. A successful detective
should be judged on their ability to detect crimes
and complete an investigation, which can be

prosecuted successfully.

In other police services, there is clarity about the
roles of uniformed officers and detective officers.
Uniformed officers play a key role by arresting
offenders and handing over the investigation
of the crime to detectives. During field visits to
divisions, the Inspectorate identified some tension
between unformed gardai investigating crime and
detectives who may take over an investigation once
a person is arrested. The credit for making arrests
and gaining detections is an issue at the core of this
tension and many uniformed gardai who spoke to
the Inspectorate have a perception that detectives
only get involved in investigations after a regular
unit officer has identified a suspect. This is an
unhelpful situation that affects the relationship
between the two units. The Inspectorate believes
that these units should be working collaboratively
to bring offenders to justice and individual credit
for the detection should be irrelevant. In Ireland,
creditis given to the individual officer who is shown
on PULSE for the detection, which in practice can
influence promotion and appointment decisions.
Internationally, credit is often apportioned to
regular units for making arrests and detectives for

securing a detection.
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Detectives and Detective Aides

Within the Garda Siochédna, persons carrying out
detective duties can be divided into two categories;
those who are appointed detectives and uniformed
gardai selected as detective aides to assist in

detective units

Aides are not trained detectives and do not complete
any formal development process towards becoming
a detective. Aides usually apply for advertised
posts in detective units and performing the role of
an aide is seen as a major advantage when applying
to become a detective. To secure appointment to
detective, a garda is expected to have displayed a

good ability to investigate crime.

Selection of Detective Resources

The selection process for detectives differs from
appointments to national units and appointments to
district detective units. Applications and processes
for all promotions and the selection of detectives
for national units are managed centrally by Garda
Human Resource Division (HR). At district level,
the appointment process for detectives is monitored
centrally by HR, but managed locally where the
vacancies exist. Where a process is managed at
district level, successful applicants effectively

remain within that policing area.

In other policing jurisdictions, selections for
detectives are held centrally to ensure that the most
suitable officers are selected for detective posts,
irrespective of where they are based. It is also usual
for newly appointed detectives to move to a new
division, rather than to remain in the same post.
The Inspectorate considers that it is good practice
to move people to a new working environment
when selected for promotion or on appointment to

detective.

Assignment of Detectives

Chart 6.7 shows the overall picture of the
assignment of detectives throughout the country.
Detective resources in regions, divisions and

districts are shown under operational divisions.
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Deployment of Garda Detective Resources (including aides)

Source: Data supplied by the Garda Siochana as February 2013.

There are a significant proportion of detectives
in national units, as outlined in the chart, which
investigate a very small percentage of the overall
crime. Of particular note is the deployment of 6%
of detectives to policy and administration units in
Garda Headquarters. The Inspectorate questions
whether this deployment of detectives is best use

of scarce resources.

Detectives not Investigating Crime

Following visits to national specialist units, such
as Crime and Security, and National Support
Services (e.g. Technical Bureau), the Inspectorate
identified many appointed detectives who are

not investigating crime. This includes detectives

Chart 6.8

@ National & Specialist Units
@ Headquarters Admin & Policy Units

@ Operational Divisions

in administrative roles and those on protection
duties. The Inspectorate does not view this as best
use of trained detectives. The majority of crime
investigations are conducted in divisions, and
the absence of sufficient detectives is resulting in
inexperienced and untrained detectives or aides

investigating serious crime.

Divisional and District Detective Resources
Chart 6.8 shows the numbers of detectives and
detective aides allocated across the seven divisions
visited, and also the percentage of total garda

numbers allocated to detective duties.

Deployment of Detectives and Detective Aides in Selected Divisions

Division Detective Aides
56

Total Numbers Breakdown of
Divisional Resources
on Detective Duties

107

D.M.R. North 14%
D.M.R. South 50 36 86 15%
Donegal 33 33 8%
Kildare 21 29 9%
Limerick 46 33 79 13%
Mayo 20 2 22 7%

Waterford 2

9%

5 0 25
N N T R S

Source: Data supplied by the Garda Siochdna February 2013.



The allocation to detective duties varied greatly
between the divisions from 7% to 15% of overall
members, with the more rural divisions investing
significantly less in detective resources. It is also
worth noting that the numbers of detective aides
in some divisions are moving towards 50% of the
total detective resources. Some divisions have
not received authority to hold competitions for
detectives and as a result, detective aides are

replacing detective vacancies.

What Crimes do Detectives Investigate?

Throughout the inspection, one of the first
questions posed to senior gardai was “what types
of crime do detectives investigate”? Generally the
answer was “serious crime”. The follow up question
that caused the most difficulty was “what serious
crimes do detectives investigate”? The answer to
that question varied greatly across the divisions. In
some divisions this included the death of a person,
serious assaults, aggravated burglaries and armed
robberies. Other divisions allocated volume crimes
to detectives such as burglaries and street robberies.
In one district, the superintendent stated that
detectives investigate all burglaries and in another
district within the same division, the detectives did

not investigate all burglaries.

Protocols for Crime Investigations

The Inspectorate could not find any clear written
protocol about what crime a detective should and
should not investigate. What was found, was a
disconnect between what senior gardai thought
detectives investigate and what they do in practice.
For example, a senior garda stated that divisional
detectives visited every burglary crime scene and
assisted with most burglary investigations. During
visits to that division, it was clear to the Inspectorate
that this was not happening.

Most police services provide clarity as to what
detectives will investigate. The Inspectorate
appreciates that on occasions, a crime may not
neatly fit into a strict definition; but a guidance
document provides a good basis for discussion on
the allocation of a crime. In other police services,
detective units may deal with all offences in certain
categories such as rape, sexual assault, burglary and
robbery. In these types of cases, the first responder

to an incident is expected to carry out a thorough
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investigation at the crime scene and the case is then
assigned to a detective to take on the role as the

responsible investigator.

Detectives and Volume Crime Investigations
While volume crime accounts for the majority of
crime investigated in divisions, the Inspectorate
found limited evidence of detectives routinely
investigating these offences. The Inspectorate
believes that detectives should have responsibility

in the investigation of volume crime.

District Detective Units — Case Loads

As part of the inspection, the Inspectorate analysed
the caseloads of three district detective units
from the seven divisions visited, to examine the
workloads and the types of crimes that were
investigated. The Inspectorate selected 2013 as a
base year and requested details of the numbers
of detectives and the numbers of PULSE records
where those members were shown as the
investigating officers. This included all detectives

of all ranks and detective aides.

Data Supplied

The data supplied did not include information in
relation to a number of members selected by the
Inspectorate, or an explanation as to why they were
not included. Detective aides were assigned in two
districts but not in the third. There were a number
of extremes in terms of the large numbers of crimes
investigated by a small number of detectives. These
were discounted from the calculations of average
caseloads per detectives. Some members were
attached to murder investigations and therefore
understandably, the numbers of crimes that
they investigated were low. Some detectives had
very high levels of crime such as a detective that
investigated 555 incidents of social welfare fraud

that were linked to one investigation.

Some detectives had investigated over 100
crimes and four were described by senior gardai
as excellent and hard working detectives. In
comparison, eight out of fifty-three of the detectives
sampled had investigated less than ten crimes in a

year.

The Inspectorate’s intention was to compare the
numbers of crimes investigated by detectives and

detective aides by the district crime levels. Due to



Chart 6.9
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Crime Types Investigated by Detective and Detective Aides
in Selected Districts — 2013

Source: Data supplied by the Garda Siochana

a shortage of crime analysts, two of the divisions
did not have crime data broken down by district.
Consequently it was not possible to complete this

analysis.

Crime Types Investigated

Chart 6.9 shows the main crime types investigated
by detectives and detective aides across the three

districts

Findings
e There was a number of fraud cases with

high rates of incidents attached;

® 3% of all crimes investigated were public

order related;

* 16% of all crimes investigated were burglary

offences;

* 4% of all crimes investigated were sexual

offences.

Chart 6.10

Crime Type

® Fraud

@ Burglary

® Traffic

Theft

Drugs

Sexual Offences
Criminal Damage

Public Order

Others

The Inspectorate acknowledges that some crimes
are very complex to investigate and a single crime

might require a significant amount of work.

Individual Investigators

The Inspectorate examined the numbers of cases
investigated across the three districts. Chart 6.10
shows the average number of crimes investigated

per detective.

Findings
e There were significant differences in
workloads ranging from an average of nine
investigations per detective and detective
aide in one district, to a district with an

average of fifty-five crimes per investigator;

* Most detective sergeants investigated small
numbers of crimes, although one detective

sergeant investigated twenty-three crimes;

® Detective inspectors investigated a small
number of crimes, but these were serious

offences.

Average Number of Crimes Investigated per Detective and Detective Aide Across the
Three Selected Districts 2013

District A Average Number | District B Average Number | District C Average Number | Average for
of Crimes Investigated of Crimes Investigated of Crimes Investigated Three Districts
55 9 38 32

All Detectives

Source: Data supplied by the Garda Siochana.



Data for One District
The Inspectorate was able to examine one district
detective unit against the yearly crime figures. The

following are the key findings:

Findings
e Detectives and detective aides investigated
62% of all crime categories and
predominately investigated the same types

of crimes;

* They all investigated serious crimes and a

number of volume crimes;

e The Inspectorate found that detectives
in this district appeared to investigate
more volume crime offences than serious
offences. Examples include investigating
approximately 30% of all burglaries and
only 13% of all rape cases, 15% of robberies
against the person, 16% of assault harms and

16% of all arson offences;

e In this district, appointed detectives on
average investigated thirty-six crimes per
year and aides investigated an average of

forty-one crimes.

Detectives Assisting and Monitoring Cases

Detectives can play a supporting role in criminal
investigations and can be shown on PULSE as an
assisting garda. In some divisions, the Inspectorate
found that whilst a detective may not be allocated to
investigate a particular crime, they are sometimes
asked to assist with cases investigated by regular
unit gardai. Where this occurred, the Inspectorate
identified some resentment amongst regular unit
gardai that detectives are not accountable for that
crime investigation. Gardai provided examples of
detectives assigned to assist with a case who were
working on a different roster to the investigator,
making it very difficult for the garda to meet with
them to discuss the case. On checking PULSE crime
investigations, the Inspectorate found limited
examples where detectives were shown as assisting

with an investigation.

In some divisions, there was excellent feedback
on the assistance offered by individual detectives,
but this was not replicated in respect of all
detective units. Many examples were provided to

the Inspectorate where gardai had initially dealt
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with a serious or complex case and an attempt to
seek advice or to hand over a case was not always

received in a professional manner.

Volume Crime Case Reviews

As explained in previous Parts, the Inspectorate
tracked 158 randomly selected volume crime calls
from the first contact with the Garda Siochdna
through the various processes of recording an
incident to allocating a crime for investigation.
Of those 158 calls for service, 114 were recorded
on PULSE and ninety of those calls became cases
after being recorded as crimes. The findings in
respect of the ninety crimes designated for crime
investigation are provided in the relevant sections

of this part of the report.

Volume Crime Case Reviews
Investigation of Cases by Detectives

Of the 158 incidents first reported to the Garda
Siochéna, only ninety of those incidents resulted
in an investigation. Unfortunately, the PULSE
system does not distinguish between uniformed
gardai and detective gardai, which made it
difficult for the Inspectorate to determine who
was actually assigned as the main investigator
of a crime. This was further complicated as
most of the PULSE paper copies and case papers
supplied to the Inspectorate were heavily
redacted to remove the names of any person,

including gardai.

However, by individually checking PULSE
records on the system and through analysis of
those incidents with case papers, it appears that
only 6% of the ninety crimes were investigated
by detectives and a detective assisted in a further
4% of those cases. In all other cases, it appeared
that uniformed gardai were investigating those
crimes. In some serious crimes, including a
robbery with a handgun, a uniformed garda

was shown as the main investigator.



District Detective Units

Each division has a number of separate detective
units based at the various districts under the control
of the district officer. These units effectively
operate independently from other detective units
within the same division. Often the detective units
are small in numbers and there was only one
detective assigned to some districts visited. In
one such district, the Inspectorate met a detective
garda who worked alone on a district, in isolation
from a detective sergeant, who worked at the same
station, but on a different shift roster. As a result,
the detective had to plan well in advance to obtain
assistance from a colleague to make an arrest or to

interview a suspect.

All field visits included interviews with detectives,
detective aides and their supervisors. In terms of
the deployment of detectives, a number of issues

were common to all the divisions:

® Supervision of detectives was variable, with
many detectives having no daily interaction

with a detective supervisor;

¢ The roster does not align detective resources

to the times of greatest demand;

e There was a lack of consistency and clarity
about what crimes they investigate. Some
were tasked to investigate all crimes and

others only more serious cases;

e Small numbers of detectives in district units

make routine activities difficult.

In other policing jurisdictions, detective units
operate on a centralised or divisional basis and are
often co-located. This provides greater resilience
of detective resources and more flexibility in their
deployment. The Inspectorate believes that all
detective units in a division should be co-located
and ideally situated at the main site for processing
prisoners. A move to divisional detective
deployment supports the recommendation in Part 2

about moving to a divisional policing model.

Recommendation 6.1

The Inspectorate recommends that the Garda
Siochana aligns all district detective units

into a divisional model. (Medium term).
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Abstractions for Detectives
Throughout the Inspection, the Inspectorate
identified a number of other roles performed by

detectives. These include:

e Armed patrols;

e Armed check points;

e Escorts;

¢ Checking vulnerable premises;

e Static and mobile protection duties.

Detectives provide an armed presence and an
armed response to incidents where gardai are
confronted with people who present a significant
risk to the public. Many of these duties, such as
escorting may require an armed presence, but the
gardai do not need to be trained detectives to carry

out these roles.

These type of duties take detectives away from
their main role as investigators. Across the seven
divisions, there was a variance in these abstraction
rates. Whilst the Inspectorate understands the
need for these functions to be carried out, using

detectives is not the best use of resources.

Recommendation 6.2

The Inspectorate recommends that the Garda
Siochdna reduces the current abstractions that
take detectives away from crime investigation.

(Medium term).

Detectives in Non-investigative Roles

During field visits, the Inspectorate found a large
number of trained detectives or gardai appointed
as detectives in non-investigative roles. Sometimes
this was in posts where detective status was
allowed, but it was not always in a role where
investigation skills were necessary. The Technical
Bureau provides expert skills in a number of
disciplines such as photography and fingerprints
and are available to attend serious crimes. In other
police services, many of the functions of Technical

Bureau are performed by police support staff.

The Inspectorate also found detectives in other
roles such as computer crime investigation. In some
roles, there may be a need to retain some detectives,

but there are many opportunities to use non-



detectives or police support staff. The Inspectorate
also found detectives in roles that had no connection
with crime investigation and this included two
detectives posted in the Garda Legal Section,
as they have legal qualifications and are filling
current vacancies. The Haddington Road Review
will further examine this issue, but the Inspectorate
believes that the Garda Siochdna must review
all non-investigative posts to which detectives
are posted and any retention in post should be
accompanied by a business case, explaining why a
detective needs to fulfil that role. The Inspectorate
believes that a review would identify many posts
where detective status is not required in order to

release detectives to investigation roles.

Recommendation 6.3

The Inspectorate recommends that the Garda
Siochana identifies the unnecessary deployment
of all detectives in non-investigative roles and
assigns them into criminal investigation posts.

(Medium term).

Arming of Detectives

Most district detectives and some detective aides
are armed. In more rural areas they are available
to provide an immediate response to an incident
that requires armed support. New detectives and
some detective aides are required to complete a full
firearms course and all detectives and aides that
are trained are expected to complete three day’s
refresher training per year. Across Ireland, this is
a significant abstraction that takes detectives away
from their primary role of crime investigation.
During the inspection, some detectives expressed
concern that they were often deployed on armed
patrols with unarmed colleagues. This is in
contravention of current policy and accepted good

practice in relation to utilising firearms officers.

The Garda Siochadna has successfully developed
uniformed Regional Support Units (RSUs) that
operate outside of the DMR. These units are highly
trained and the provision of armed support is
their main role. Within the DMR, armed support
is provided by detective gardai who are part of
the Special Detective Unit (SDU) and Emergency
Response Unit (ERU) within Crime and Security.
The functions of the SDU and ERU include armed
daily patrolling and mobile and static protection

duties. The Inspectorate does not believe that
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the routine patrolling duties performed by these
units requires the use of trained detectives. The
Inspectorate believes that the RSU scheme should
be extended to cover the DMR, removing the role
from trained detectives. This change would require
additional set up costs for the RSUs, but it would:

e Achieve a significant reduction in the
number of armed detectives and
subsequently a significant reduction in the

abstraction rates for firearms training;

® Release detective hours for their primary

role of crime investigation;

® Reduce the costs involved in training and

issuing detectives with firearms equipment.

The Inspectorate is aware that the Garda Siochana

is currently conducting a review of this issue.

Recommendation 6.4

The Inspectorate recommends that the Garda
Siochana extends the Regional Support Units
across all regions. (Long term).

Training of Detectives and Detective Aides

The Garda College has developed a comprehensive
training and development programme for newly
appointed  detectives, detective supervisors
and other specialist investigators. For detective
training, the process has three elements: course
assessment, a multiple choice examination and a
final presentation. The Inspectorate identified the

following issues in respect of detective training:

e Untrained Detectives without formal
training have been in post for two to three
years and in some cases longer than ten

years;

e There is no formal process or specific
training and development programme to
develop aides towards becoming detectives;

e There is limited continued professional
development for detectives;

® Detectives are investigating complex crimes
without any specific training e.g. fraud

investigation.



There is a back log in detective training and a
decision was made to focus on those who were
appointed from 2009 onwards. This means that a
significant number of detectives appointed before

that time remain without any formal training.

Several questions arise as to the value of the current

detective training programme:

* The three elements of the course may not
be necessary as the majority of participants
have been appointed for more than two years
and therefore have by default completed
their probationary period. A probationary
period is usually applied to ensure that the
person is suitable for a post.

¢ A knowledge examination is taken many
years after assignment as detective and
at the end of the two week course. Other
policing jurisdictions have pre-selection
examinations so that those attending
such courses begin with a certain level
of knowledge. In addition, in other
jurisdictions, detectives are not posted until

after completing a detective training course.

The Inspectorate noted that the current selection
process for aides and subsequently detectives was
perceived by many gardai as unfairly managed and
not transparent. The Inspectorate believes that the
Garda Siochédna should introduce a formal trainee
detective programme that is fair and transparent
and focuses on developing and selecting future

detectives.

Detective Training Course

During a visit to the Garda College at Templemore,
the Inspectorate spoke to course participants and
to those responsible for creating and delivering
detective training. Course participants had been
appointed between six months and seven years
before this training. The Inspectorate was informed
that there are approximately 700 untrained
detectives. The new detective course is two weeks
in duration and the Garda College planned to
run a one week course for those who have been
appointed for some time. Some of those detectives
on the course had investigated serious crimes such
as rape and complex crimes such as fraud, without

any formal training.
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In general, participants felt that the course content
was good, but in some cases delivered too late in
their detective careers. The highlight of the course
appeared to be a session on disclosure of evidence
(for court cases and interviewing suspects), which
was provided in a half-day of a two week course.
This is a crucial skill required by all gardai that are
interviewing suspects and preparing prosecution
files. Throughout the inspection the absence of
disclosure training was evident. The inclusion of a
day or a half day for all gardai involved in crime

investigation would be worthwhile.

The College has the capacity to train approximately
sixty detectives a year. The Garda College trained
eleven detectives in 2010, nineteen in 2011, twenty-
five in 2012 and thirty-three in 2013. This is unlikely
to keep pace with newly appointed detectives and

will not clear the back log of untrained detectives.

Following a comprehensive review of training in
2010, the Crime Training Faculty Unit at the Garda
College has created and delivered a diverse range

of specialist training in areas such as:

¢ Interviewing of witnesses;

e Detective Garda and Detective Sergeant
training;
e Incident Room Co-ordinators;

e (Canvas Co-ordinators.

Detective Status

When a detective leaves a national unit to go to a
division or where a detective on a division wants to
move to another division, they effectively have to
relinquish their detective status. This also applies
to detectives who move on promotion. In these
cases they revert to uniform duties for a period of
time, until a detective post becomes available in
their new rank. On arrival at their new division,
there may or may not be a vacancy, but often that
detective must revert to a uniformed post. This is
in contrast to other policing jurisdictions, where an
appointed detective has skills and status that can
be transferred from one part of an organisation to
another. Usually in other jurisdictions, detective
status is retained, subject to good performance.
Training a detective is an investment in an

individual and is time consuming and expensive.



Recommendation 6.5

The Inspectorate recommends that the Garda
Siochiana reviews the selection, training,
appointment and transfers of detectives.
(Long term).

To achieve the above recommendation, the

following key actions need to be taken:

e Create a structured selection and training

programme for future detectives;

* Develop a selection process that is perceived
as fair and selects the best possible

candidates for the role of detective;

e Ensure that all current detectives are
sufficiently skilled, including additional

detective training as required;

e Ensure new detectives are trained prior to

appointment;

* Review the process of detective transfers

and the loss of detective status.

Recommendation 6.6

The Inspectorate recommends that the Garda
Siochana develops a training package on crime
investigation that includes disclosure training
for all gardai involved in crime investigation.

(Long term).

Dealing with Underperforming Detectives

Theissueofdealing withunsatisfactory performance
was discussed in Part 2. Currently, once appointed
as a detective, very few people are removed from
their post. During all visits, the Inspectorate met
detective supervisors who were frustrated by at
least one individual at detective level that was
underperforming. As detective units are comprised
of small numbers of people, one underperforming
person greatly impacts on the performance of the
whole unit. Supervisors currently use a variety
of approaches to dealing with this problem such
as tasking the person to view CCTV, rather than
investigating crime. This has an unfair impact
on colleagues who are required to investigate
additional crimes. Many gardai have aspirations
to become detectives and the retention of a non-
performing detective blocks their opportunity
to progress. The Inspectorate believes that poor
performance of detectives must be addressed,

rather than accommodated. Part 2 included
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a specific recommendation about the Garda
Siochédna developing a performance management

system that deals with underperformance.

Detective Roster

The concerns of the Inspectorate about the new
roster are articulated in Part 2 and other parts of this
report. During meetings with detective supervisors
in national and district units, the general view
expressed was that the roster is not fit for the
purpose of criminal investigation. Particularly
with national units, there is often no need to have
an additional fifth unit and many national units
have returned to four. Most national units should
function on Monday to Friday office hours and
not work on a roster which has people working at
weekends and late at night. Most national units
require members to work more days than the
current pilot roster, where people work longer hours,
but fifty fewer days each year. Some of the national
units have sections with small numbers of staff
that are struggling to provide an effective service
whilst working the roster. The negative impact on
efficiency is greater with the current separation
of detective units into small district units. Often
detectives are working a shift on their own or with
a detective aide. The service to victims of crime is
reduced as many investigators are away from work
for extended periods. The Inspectorate does not
view the current detective roster as effective and
efficient for crime investigation or good victim care.
The roster will be one of the issues covered in the

Inspectorate’s Haddington Road Review.
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6.5 Foundation Training for Course Content

Gardai Chart 6.11 shows the foundation training delivered
to new entrants from 2000 up to the cessation of

Foundation training is the term given to training recruitment in 2009. The chart breaks down the

provided to new entrants to the Garda Siochéana. hours spent in the phases and as a percentage of the

On completion of training at the Garda College, . ..
available training hours.

new entrants are subject to a probationary

period. Due to the public service moratorium, the

Garda Siochédna stopped recruitment, and due to

budgetary constraints foundation training ceased

in 2009.

Training Delivered Post - 1989

Following a major review of foundation training
in 1989, the course moved from sixteen weeks
residential training at the Garda College in a
non-academic based course, to a new forty week
residential course that was academic based and
accredited (third level status). In the new course,
student gardai completed a number of phases
including residential training weeks at the Garda
College interspersed with operational assignments

to districts.

Issues Raised about the Course Content and
Delivery

In most of the interviews with senior gardai and
training staff at the Garda College the following
issues were raised about the course contents and

course delivery:

e Too academic based;
e Lecture style delivery to large numbers;

e Limited practical training at the Garda
College;

e Some wasted time during operational
assignments to districts. Students watched
other gardai dealing with incidents, but did

not play an active part;

e Many weaker students were attested after
thirty-six weeks training and were sent out

to districts;
* The last phase of four weeks at the Garda

College was wasted time and was later

reduced to two weeks.
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Chart 6.11
Inspectorate Analysis of the Foundation Training Course Syllabus 2000 to 2009

Study Module Phase | Phase IlI Total Phase Phase | Phase Il Total Phase | &
Hours Hours 1 & lll Hours Breakdown Breakdown 1l Breakdown

Management and 10% 7% 9%
Organisational Studies

PULSE Training 14 12 26 3% 3% 3%
European Languages 22 16 38 4% 4% 4%
Irish Studies 50 20 70 9% 6% 8%
Social and Psychological 20 13 33 3% 4% 4%
Studies

Physical Education, Health 80 80 160 14% 23% 17%
and Fitness Studies

Legal Studies, 60 37 97 10% 11% 10%
Garda Practices and 72 39 111 12% 11% 12%
Procedures Studies,

Contextual Policing 13 13 26 2% 4% 3%

Studies

Total Contact Hours _m-_———

Assessments 9% 8% 9%
Week 1 Phase 1 30 (1] 30 5% 0% 3%
Commitments

New Intakes and 20 0 20 4% 0% 2%
Graduation Studies

Attestation preparation 0 20 20 0% 6% 2%
and ceremony

Phase Il & IV research and 30 10 40 5% 3% 4%
preparation

Study 35 21 56 6% 6% 6%
Public Holidays 24 13 37 4% 4% 4%

Total Other Hours

* Total Training Hours estimate is 20 weeks X 29 hours for Phase 1 and 12 weeks x 29 hours for Phase 3

Source: Data supplied by the Garda College.

Findings Criminal Investigation Elements
Chart 6.12 highlights those parts of the course

where crime elements were delivered.

e A lot of course time was spent on non-
operational  policing  activities  such
as language skills (12%), study (6%),
assessments (9%) and research and
preparation (4%);

® 3% of training time was spent learning about
the PULSE system;

e There was no practical training in
interviewing suspects;

e While it is important to have physically fit
gardai, a disproportionate amount of time

(17%) was spent on general fitness.



Chart 6.12
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Inspectorate Analysis of the Crime Elements® in the Foundation Training Syllabus 2000-2009

Module Description | Phase | Phase IlI
Hours Hours

Management 16

of a Criminal

Investigation

Management of 27 17 a4
Prisoners

Compilation of an 9 2 "
Investigation File

Legal Studies (Crime) 37 20 57
Legal Studies 23 6 29
(Traffic)

Legal Studies 0 1" 1"
(General)

Contextual Policing 23 13 36
Studies

Garda Practices & 10 15 25
Procedures Studies

(General)

Total 145 89 234

Source: Data supplied by the Garda College

In total, the Inspectorate estimated that 25% of the
available time was spent on operational policing
and criminal investigation. In total this was less
than the time spent on language skills, physical

exercise and studying.

Post 2005 and Increased Recruitment

From 2005 there was a large recruitment drive and
the numbers in training increased from seventy
new entrants every quarter to 275 new entrants
in the same time period. Almost all persons
that met with the Inspectorate considered that
the accelerated recruitment programme was a
significant contributor to some of the poor quality

investigations that are conducted today:.

Key Issues Raised with the Inspectorate arising

from Accelerated Recruitment:

* The requirement to manage large numbers
meant that the style of training moved from
smaller classes with individual training staff
to lecture theatre presentations to audiences

of 190 students at a time;

e Districts struggled to cope with the
numbers arriving from Templemore on

placements and many had insufficient

5 Breakdown of Contextual Policing, Garda Practices and
Procedures and Legal Study Courses

Total Phase |
& lll Hours

Total Phase
11l Training
Breakdown

Total Phase
| Training

Total Training
Breakdown

Breakdown

5% 5% 5%
1% 1% 1%
6% 6% 6%
4% 2% 3%
0% 3% 1%
4% 4% 4%
2% 4% 3%
25% 26% 25%

staff or inadequate systems in place to
supply experienced tutor gardai and good
supervision. In some cases, student gardai
in districts who were on later phases of
training, were allocated newer recruits to

supervise and instruct;

® There was a very low attrition rate and
training staff informed the Inspectorate
that there were minimal assessment and
screening processes in place before students

were confirmed as gardai.

The course content from 2000 onwards was very
academic with limited practical training for gardai.
From 2005, the increase in numbers of student
gardai put the Garda College under immense

pressure to train greatly increased numbers.

The Inspectorate readily acknowledges that there
are many excellent gardai that have come through
that experience, who are effective and deliver a
good service. However, the system did not provide
the practical training and guidance to ensure that
the Garda Siochana produced a garda prepared for
the demands of a modern police service.

Foundation training is exactly as the name suggests:
it provides student gardai with knowledge of
powers and procedures. The second most important

element in developing an effective recruit is the



guidance delivered by experienced tutor gardai
to put the foundation training into an operational
context. Clearly, in many cases this did not take
place and student gardai did not always receive this
sort of instruction when they arrived at their new

district.

The style of training delivered post 2005 at the
Garda College and the absence of consistent
and effective work-placed training has led to
difficulties for many new student gardai. This
report highlights some key training needs for
gardai, such as statement taking, disclosure and
interview training. The Inspectorate believes that
the Garda Siochana needs to conduct a Training
Need Analysis (TNA) for gardai that completed
foundation training post 2005. Following the TNA,
the Garda Siochdna needs to develop a specific
training programme or awareness training that

addresses any gaps in garda investigation skills.

Recommendation 6.7

The Inspectorate recommends that the Garda
Siochana conducts a Training Needs Analysis
for members that completed foundation
training post 2005, and develops a training
programme that addresses any identified gaps

in garda investigation skills. (Long term).

New Foundation Training Course

The Inspectorate has examined the new course
that was recently launched and it has changed
immeasurably from the previous course. The new
foundation course is focused on a Garda decision
making model and students will be required to
complete modules that are scenario based. In
September 2014, the first new intake of 100 student
gardai commenced the new training programme.
The Inspectorate will include observations about
the new course in the forthcoming Haddington

Road Review.
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6.6 Investigation of Crime

As mentioned previously, the Garda Siochana
does not have a formal or agreed protocol for
deciding who will investigate particular crimes.
Other policing jurisdictions have clear criteria
determining how crimes are assigned. This part
of the report will examine how investigations take

place, depending on the crime that is committed.

Serious Crime Investigation

As noted earlier, serious crime accounts for
approximately 4.5% of all crime committed.
While this is a low proportion of overall crime,
investigations are often complex and can be
protracted. The majority of serious crimes are
currently investigated by districts and the
district officer retains overall responsibility for
the investigation of that crime. In some high
profile cases, or where there is a linked series
of offences the National Bureau of Criminal
Investigation (NBCI) based in Dublin may take on

the responsibility for investigating those crimes.

Murder Investigation

Not all serious crimes require a large investigation
team and in some cases, such as a serious assault, the
crime may be investigated by one garda. However,
for the purposes of explaining how a serious crime
investigation is managed, this part of the report
will concentrate on what currently happens when

a murder has been committed.

A district retains responsibility for the
investigation of a murder and a local detective
inspector is usually appointed as the Senior
Investigating Officer (SIO). Within the DMR, this
will usually be the detective inspector based within
the district where the crime occurred. Outside of the
DMR, detective inspectors operate on a divisional
level and lead any such investigations. The first few
hours and days are critical in the investigation of a
murder. The crime scene needs to be preserved and
examined, the family of the victim and witnesses
need to be interviewed and enquiries need to be

carried out to ensure that an early arrest is made.



Staffing and Skill Requirements for a
Murder Incident Team

Staffing of investigation teams with the right
numbers of people with the necessary skills is a
challenge for most police services. For murder
investigations, enquires can require large numbers
of staff in the early stages, although in many cases
those numbers can be reduced within a relatively
short period of time. To conduct an effective
murder investigation, key personnel are required
for various functions from managing the original

crime scene through to preparing for a court case.
Key roles include:

e (Crime Scene Co-ordinator;

e Incident Room Co-ordinator;

® Specialist Suspect Interviewers;
e Exhibits Officer;

e (Canvass Co-ordinator;

e Family Liaison Officer.

A district officer in charge of the overall
investigation or the SIO can, if required, obtain

assistance from:

* Local divisional resources or neighbouring
divisions;
* Regional resources;

e National Units such as the NBCI or Technical

Bureau.

In garda districts, the main cohort of trained
investigators are working within detective units.
When a serious crime takes place, all available
detectives are usually placed on the investigation
team. With any major enquiry, not all tasks need
highly skilled investigators and often teams include
non-detectives to assist with high volume enquiries
that need to be actioned. Outside of the DMR, the
staffing of teams becomes more problematic, as
numbers of available detectives and other staff are
generally lower. The new roster has exacerbated
matters, as detectives are away from work for
extended periods of time and are not always
available for duty during the days following a

serious crime.
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During the inspection process, district officers
and SIOs informed the Inspectorate that it can be
challenging to find people with the right skills
quickly. A superintendent interviewed by the
Inspectorate who dealt with a murder, stated
that in the early stages of the investigation it was
difficult to find members with the necessary skills
and experience. The Garda Siochédna used to have
a dedicated murder investigation team, but that
team was disbanded in the late 1980s, and since that
time the investigations have very much remained
the responsibility of the district where the crime is

committed.

Impact on Other Crime Investigations

The current system of creating a murder
investigation team can have a negative impact on
district investigations that are already allocated
to gardai who are seconded to an investigation
team. In addition, the SIO’s appointment to lead
the murder enquiry significantly reduces that
individual’s time to cover other district or divisional

responsibilities.

Critical Incident Team

During a murder investigation, the local
divisional chief superintendent will convene a
Critical Incident Team to review progress and
agree investigative strategies. Other members
of this team would include the relevant district
officer, as well as a divisional or region detective
superintendent. The incident team has a role to
allocate an SIO and to ensure that appropriate
resources are assigned for the proper investigation

of serious crime and critical incidents.

Skills of District Officers

As mentioned in Part 2, the skills and experience
of district officers varies greatly across divisions
and there are some district officers managing the
investigation of serious crimes without any formal
SIO training or detective experience. It is also the
case that whilst detective superintendents cover the
same geographical area, they only act as advisors
in serious crimes and do not investigate them.
The Inspectorate believes that under the current
structure those detective superintendents should

lead such investigations.



Recommendation 6.8

The Inspectorate recommends, in the interim
period of any operational or structural
changes, that the Garda Siochana ensures
that a divisional or regional detective
superintendent take responsibility from
district officers for the investigation of a

murder or other major enquiry. (Short term).

6.7 National Support Services

As part of the inspection, the Inspectorate met with
the Assistant Commissioner, National Support
Services (NSS). Of the total number of members in
the Garda Siochédna, 5% are assigned to NSS, and
just over one quarter of those members work in the

National Bureau of Criminal Investigation.
Key areas of responsibilities in NSS:

* National Bureau of Criminal Investigation;

e National Units such as Criminal Assets

Bureau, Drugs, Immigration, and Fraud;

* Operational Support Services and units
such as Dogs, Mounted, Water and Air
Support;

e Technical Bureau and liaison with the

Forensic Laboratory;

® Professional and policy lead for Domestic

Violence and Sexual Assault.

National Bureau of Criminal Investigation

The NBCI was established in 1997 and has
responsibility for investigating serious and major
crimes such as murders, organised crime, domestic
violence and serious sexual assaults against adults
and children. The Inspectorate was informed that
in the case of a murder, a senior NBCI detective will
attend for the first twenty-four to forty-eight hours
or until satisfied that the investigation is progressing
well. In the case of many murders and particularly
with gang related crimes, the NBCI may well have
intelligence that can greatly assist an investigation.
The responsibility for the investigation of a murder
will still remain with the division and the district

officer.
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Investigation Section

As part of the NBCI, the Investigation Section has
a remit for providing assistance with murders,
internal garda criminality and crimes that
include arts and antiques, stolen motor vehicles,
environmental crime, An Post offences and
other specialist crime. The Investigation Section
operates four units of investigation teams with
two units aligned to each of the two detective
superintendents. This section has particular
expertise in murder investigation and can also
provide assistance with finding and interviewing

suspects.

The Inspectorate noted that the NBCI does not
often actually lead a murder investigations and
their role is to provide short term assistance with
particular investigative skills. There were fifty-
three murders in 2012 and fifty-one in 2013, and
the NBCI did not appoint any SIOs in those cases.
Indeed, the NBCI does not always attend a murder
scene to provide assistance and generally assists
with less than half of all the murders committed in
the State.

During meetings with Investigation Section
members, it became clear that the role of NBCI has
changed and the economic situation has certainly
contributed to the way that they now operate.
In some cases the NBCI will attend to assist, but
after a few days they will leave the investigation
to the divisions. The division can retain the use
of the NBCI, but the division may be expected to
cover travel and subsistence costs associated with
their assignment. In many cases, particularly
with murders committed outside of Dublin, the
NBCI may not send any members to assist or the
division may decide not to request NBCI assistance.
Previously, the NBCI would always attend murder
investigations with a team consisting of a detective
superintendent, a sergeant and four gardai, who
would stay with the investigation for at least a
month. Now the NBCI assign a similar sized team,
but without the detective superintendent and they
generally only stay for a few days.

The support of NBCI to a murder investigation can
be affected by the new garda roster, as the NBCI
unit that initially attends may have to be replaced

part way through the investigation by a different



NBCI unit. This change in team impacts on the
continuity of an investigation and if the length
of enquiry is extended, the team is constantly
changing. An example was given of a murder on
a Sunday attended by an NBCI team that had to be
replaced on the following day, as the first team was
on a day off. This also impacts on the local district
investigation team as members will be off duty for
up to four days. It is also increasingly rare that a
senior garda from the NBCI will attend a murder
investigation and any contact between senior
gardai in NBCI and the district where the crime
occurred is likely to be by telephone. The NBCI
have currently committed long term resources to

one investigation from 2013.

NBCI detectives perceive that in the absence of
their attendance, there may be gaps in murder
investigation. To support this view, the NBCI
provided examples where they have attended
murder scenes or other major enquiries and have
found that crime scenes were not always well
managed, that investigations were not always well
led and that investigative leads were not always

progressed effectively.

Investigation Section also has a number of other
investigative responsibilities. This includes internal
garda investigations into criminal behaviour of
gardai, including recent cases of property missing
from garda stations. Investigating criminality
by gardai is a major part of the Investigation
Section’s crime workload and greatly reduces their
availability to assist with murder and other serious
crime investigations. The two superintendents in
Investigation Section each manage about seven
Garda Siochana internal investigations at any one
time, taking up to nine months to complete each
one. This dual role can sometimes cause conflict
for the section. Examples were provided where
Investigation Section were engaged with a district
investigation of garda criminality, when a serious
crime occurred and the section was back in the
same district but dealing with a different type of
investigation. It was clear that if a murder takes
place, then theinternalinvestigations are setaside. In
effect, Investigation Section spends approximately
50% of their time on internal investigations and
only about 30% of their time on murder enquiries.

The other 20% is spent on investigating specialist
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offences such as environmental crime. While
the investigation of garda criminality requires
specialist skills, the Inspectorate believes that
this function should rest with a separate unit that

investigates allegations of garda corruption.

In other policing jurisdictions, such investigations
are managed by Internal Affairs or Professional
Standards Units. The Inspectorate does not view
this current use of Investigation Section as best
use of their skills and expertise and they should
be focused on murder and other serious crime

investigations.

Recommendation 6.9

The Inspectorate recommends that the
Garda Siochdna develops an Internal Affairs
investigation unit and removes garda internal
investigations from the remit of Investigation

Section. (Medium term).

Approximately 20% of Investigation Section time
is spent on specialist crimes such as intellectual
property crime, arts and antiques, sea fisheries,
environmental crime, stolen vehicles and An Post
offences. Most of the staff investigating these
offences are not specially trained, but have become
experts through their own personal experience of
the types of offences or a strong interest in that
field. Some of the An Post offences are for small
value offences and the Inspectorate do not view the
use of these detectives to investigate such crimes
as best practice. The Inspectorate believes that
the NBCI has become a repository for sensitive
enquiries and crimes that do not fit into other units
responsibilities. The Inspectorate believes that the
NBCI needs to free up Investigation Section to

investigate murders on a full time basis.

Recommendation 6.10

The Inspectorate recommends that the
Garda Siochdna removes the specialist crime
investigations from Investigation Section and
reallocates those crimes to other investigation

units. (Medium term).

As part of the Haddington Road Review, the
Inspectorate will look at the structure of the
national units and make recommendations about

restructuring options.



NBCI contains an Organised Crime Unit (OCU)
that focuses on organised criminality, racketeering,
stolen motor vehicles and plant machinery. In
2012, fourteen murders committed were linked
to organised crime. The NBCI did not take
responsibility for those investigations.

Technical Bureau

Technical Bureau has approximately 20% of
National Support Service resources, comprised of a
combination of garda members and police support
staff. Teams from the Bureau comprise experts
in photography, documents and handwriting,
ballistics, fingerprints and mapping. The process of
becoming an expert takes approximately five years
and gardai and police staff are trained in crime
scene examination, crime scene management and
their specific field of expertise. When a murder
occurs, Technical Bureau usually appoints a crime
scene manager to attend with a specialist team to
provide advice about what forensic retrievals are
possible at a crime scene and to advise on what the
laboratory can offer. If Technical Bureau attends a
scene, they usually send a team of five experts in

the following fields:

¢ Crime Scene management;
e Ballistics;

¢ Mapping;

¢ Fingerprints;

e Photography.

There are occasions where not all disciplines are
required and they may send a partial team to a

crime scene.

Forensic examination of a murder crime scene
can be conducted by local divisional crime scene
examiners, but Technical Bureau is available
for advice and can provide more sophisticated
equipment if required. There are a large number
of gardai in these posts and as mentioned earlier,
this is in contrast to other police services, where
most of the functions are performed by police staff,
rather than by police officers. The issue of members
in such roles is considered in the Haddington Road

Review.
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Crime Scene Management

The management of a crime scene from the arrival
of the first gardai to the forensic examination of
the scene is a crucial aspect of any investigation.
Technical Bureau is not always called and in some
cases is not always told that a murder has taken
place. There are some regions that have developed
their own local skills and now consider themselves
as self sufficient. In domestic related murders,
Technical Bureau may not always need to attend
and they may not attend a suspicious death that is

not yet determined as a murder.

Sometimes the local Crime Scene Examiners
(CSEs) attend the scene and conduct the forensic
examination. As previously highlighted in Part 3,
CSEs have five week’s training across all disciplines
of forensics and while this prepares them to deal
effectively with volume crime examinations, it
does not necessarily provide them with the skills
to manage a complex murder crime scene. On a
number of occasions, local CSEs have commenced
a forensic examination that they are unable
to complete and Technical Bureau were asked
to attend to finish it. The Inspectorate was also
informed about two occasions where CSEs managed
crime scenes and later submitted fingerprints
from the crime scene to Technical Bureau for
searching. Unfortunately, the fingerprints of the
deceased persons were not taken for elimination
purposes. There is also a trend of appointing a
recently trained local crime scene manager and
the experience of those individuals varies greatly.
The crime scene manager’s role is critical to a good

scene examination.

The examination of a crime scene needs to be
methodical and certain disciplines are sequenced
to obtain best evidence. By sending a full team,
Technical Bureau will usually complete their
examination with a few days, but CSEs might take
five days and in one case it took ten days. The use
of local CSEs also takes them away from their main

role in respect of attending volume crime scenes.

With the introduction of SIO training, Technical
Bureau has noticed a great improvement in the
management of crime scenes. On arrival, areas
are usually cordoned off and crime scene logs are

commenced to record people who have entered a



crime scene. However, on occasions it is clear to
Technical Bureau that people have unnecessarily
entered a crime scene and this may contaminate

potential exhibits.

Technical Bureau also analyse many exhibits
recovered by CSEs and the quality of the
submissions varies greatly. This includes CSEs
submitting fingerprint lifts on cards that are
unusable or submitting photographs that are
blurred and of a poor quality. Photographing
of murder scenes and in particular fibres found
at scenes requires a good level of photographic
expertise. This is not a criticism of CSEs, as they
only receive five week’s training in all elements,
compared to the extensive training provided to

Technical Bureau photographers.

The issue of poor fingerprint recovery is a key
concern for the Inspectorate and as previously
highlighted in this report, there is no performance
data available on the quality of crime scene

examinations by CSEs.

In terms of technology, the Inspectorate believes that
there are opportunities to provide enhanced IT that
allows the electronic transmission of fingerprints
directly from crime scenes to Fingerprint Section.
On a few occasions, Technical Bureau has used
this technique, but with inadequate IT, it takes a

disproportionate amount of time to complete it.

The decision not to use Technical Bureau appears
to be linked to the proximity of a division to Dublin
and the regions that are further away are often using
their own examiners. The Inspectorate believes that
because of the skills they have developed, Technical
Bureau should attend all murder enquiries and
other serious crimes that require their expertise.
The issue of the location of all Technical Bureau
staff in Dublin may be an issue that needs to
be considered in respect of providing better
coverage across Ireland. There are functions such
as the examination of exhibits that should remain
centrally based, but there are clear opportunities to
regionalise the crime scene elements of Technical
Bureau. This is an area that will be covered in the

Haddington Road Review.
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Other Operational Support

National Support Services can also assist with other
specialist units at murder and serious incidents,
such as Air Support, Mounted, Dog and Water Unit
assistance. For example, the Water Unit assists with
body recovery and retrieving weapons and other
evidence. Dog, Air and Mounted units are able to
cover search areas more quickly and areas where
vehicle units are unable to reach. These are national
units and they do not charge divisions for their
services. These units will be examined as part of
the Haddington Road Review.

Incident Rooms

When a murder takes place, an incident room is
usually established in the local district station
and is used by the investigation team as a base
for their activity. Some districts have a dedicated
room that is always available and at others a
specific room is allocated. The management of
an incident room remains with the district and a
member of district staff is normally designated as
the Incident Room Co-ordinator (IRC). The role of
the IRC is to record all actions (jobs) undertaken by
the investigation team and to analyse, evaluate and
categorise all information received. The IRC has a
pivotal role to ensure that jobs are tasked and the
results of these tasks are brought to the attention
of the SIO. For example, witness statements should
be read by the IRC and cross-checked. In a non-
complex investigation, thirty to forty actions can
be generated, but in a more complicated case the
number of actions can run to several thousand
enquiries. NBCI do not perform the IRC role and
the Inspectorate was informed that there are some
inconsistencies in the way that IRCs operate across
Ireland. The Inspectorate was informed that in
some cases the IRC appointed is inexperienced in
the role and may not always know how to make

best use of specialist resources.

Recording Actions and Results — Jobs Book

To record IRC actions and ensure that they are
completed, the Garda Siochdna operates a ‘Jobs
Book’ system, which is a written register where
investigative actions are recorded. In other police
services, this process is electronically recorded in
a major incident investigation system. Los Angeles
Police Department (LAPD) uses a Detective
Case Tracking System and The Royal Canadian



Mounted Police (RCMP) use a Police Recording
and Occurrence System. UK police services use a
system called the Home Office Large Major Enquiry
System (HOLMES). This system is used in all major
incidents and captures all documents and actions
concerning an investigation. This system provides
a search facility to identify linked crimes or key
words that may be contained in witness statements
or other documents. It also has the technology to
sequence events to assist an investigator to piece
together large amounts of information about
a crime. HOLMES was introduced in 1986 and
upgraded to HOLMES 2 in 2001. The Home Office
are in the process of developing HOLMES 3. With
this upgrade, the intention is to link hand held
devices at crime scenes to download data directly
onto HOLMES.

The Garda Siochdna had plans to introduce
a system called MIMS (Major Investigation
Management System), which would provide
similar technology to HOLMES. Unfortunately, the
current financial situation led to the cancellation
of this system. The Inspectorate believes that this
was a lost opportunity to introduce technology
operating successfully in other jurisdictions. The
Garda Siochana should move from Job Books to a

computerised major investigation system.

Recommendation 6.11

The Inspectorate recommends that the
Garda Siochana replaces “Job Books” with a
Major Investigation Management System to
electronically record all actions in connection

with a major incident. (Long term).

Decision Making Logs

All serious offences should have an SIO appointed
with responsibility for making key decisions
in respect of the investigation. Currently, those
decisions are recorded by SIOs in diaries or
journals. A key component of any decision made
is the rationale or thought process behind that
decision. It is equally important for an SIO to
explain why they took an investigation in a certain
direction. In other policing jurisdictions, SIOs
use a structured decision making log designed
specifically for use in serious incidents and logs
remain with a case at the conclusion and not with
the SIO.
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Recommendation 6.12

The Inspectorate recommends that the Garda
Siochdna replaces the use of diaries and
other ledgers with a national standard Garda

decision making log. (Medium term).

Cold Case Murder Review
NBCI has a Serious Crime Review Team (SCRT)

that is primarily focused on unsolved crimes that
took place after 1980. This team does not investigate
crimes, but co-ordinates reviews of crimes that
remain unsolved. At present their activity is
restricted to murders, but the Inspectorate was told
that the team would like to review other serious
crimes such as unsolved rapes. With most crimes,
a full review is not conducted as this would be
an enormous task. Instead the team conducts
preliminary reviews that are focused on key
aspects of a crime such as suspects or exhibits. They
are currently managing thirteen reviews with the
majority conducted by district gardai. Reviews are
intended to help an SIO and may generate up to 200

recommendations.

Findings, exhibits and paper work often causes
difficulties for the team and in some serious cases
they have found that retired detectives have
retained possession of case papers and that papers
are also kept in members’ lockers. In some cases,
SCRT has to review up to thirty boxes of statements
and exhibits. The absence of a computerised case
management system seriously impacts on murder

review.

All members of the team were trained by officers
from South Wales Police. In other police services, a
murder review usually remains within a homicide
team and murder investigations and reviews are
shared amongst the investigation teams. South
Wales has a full time murder review team fully
staffed by civilians, many of whom are retired

homicide detectives.

The SCRT completes reports with recommendations
to help an SIO and on occasions this can run to
several hundred. In most cases, the SCRT receives

no feedback on their recommendations.



The Inspectorate believes that there are
opportunities to combine the SCRT and the
Investigation Section and use investigators in a

more effective way.

Recommendation 6.13

The Inspectorate recommends that the
Garda Siochana includes the Serious Crime
Review Team (SCRT) as part of a new major
investigation team. (Medium term). (See also

recommendation 6.16)

Recommendation 6.14

The Inspectorate recommends that the
Garda Siochdna ensures that cold case
review recommendations provided to Senior
Investigating Officers (SIOs) are reviewed and

progress monitored. (Short term).

Family Liaison Officers

A murder has a devastating impact on families
and the broader community. An effective
police response to such incidents is critical in
maintaining confidence and managing the fear
of crime. Involving family at a very early stage
in an investigation and maintaining contact is a
really important part of a criminal investigation.
A Family Liaison Officer (FLO) maintains links
with and ensures that families are kept up to date
with developments in cases. The Garda Siochdna
has 360 trained that are used during serious crime
investigations as the point of contact for families
and work directly to the SIO. The Garda Victims
Liaison Office (GVLO) provides support to the
FLOs.

Independent Advisory Groups

Many UK police services have developed
Independent Advisory Groups (IAGs) that consist
of key community leaders and representatives
of all communities. JAGs are used by police
services to provide advice following a murder,
a terrorist incident or other serious crime. They
are often referred to as ‘critical friends” and
provide a community perspective to an incident
and practical advice about how to engage and
reassure communities. Many police services
also use such groups to discuss new policies or
policing operations and use those groups to advise

them on the likely impact to local communities.
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IAGs operate on different levels and usually at
Divisional and Headquarters level. These groups
are particularly useful in murder investigations
and provide excellent assistance in managing local

community issues.

Recommendation 6.15

The Inspectorate recommends that the Garda
Siochana develops Independent Advisory

Groups. (Medium term).

6.8 Current System of Murder
Investigation

Members involved in investigating murders and
other serious crimes have mixed views regarding
the current system of investigation. Some senior
gardai see value in the current system of districts
managing investigations and others believe that
there should be dedicated units with responsibility
for investigating murders and other serious crimes.
Divisions that have managed a number of murder
enquiries consider that their teams have acquired
the necessary skills to effectively manage a major
investigation, without the need for support from
the NBCI. However, other divisions have less
confidence in their ability to manage a major
investigation. Most divisions were positive about
the assistance offered by the NBCI, but this support
is only available on a short term basis and divisions
have noticed a considerable reduction in the time
that the NBCI now spends with an investigation

team.

Locations of Murders in 2012 and 2013

The data in Chart 6.13 shows the numbers of
murders in 2012 and 2013 by garda regions, which
shows that a significant number of murders are
committed in Dublin and more than half are
committed within the DMR and the adjoining
Eastern Region.



Chart 6.13
Murder Offences by Garda Region 2012
and 2013

regon o2 2

DMR 21 19
Eastern 8
Northern 6
Southern 7
South Eastern 10 3
Western 3 8

N R R

Source: Data supplied by the Garda Siochana.

As previously mentioned, NBCI has developed
an Investigation Section, which has the skills
and expertise to investigate murder. Currently,
the section is tasked to investigate far less serious
crime and crimes of a sensitive nature. These other
investigations should be allocated to other units and
the Investigation Section should be investigating

murders.

Murder and Other Serious Crime

Investigations in Other Policing Jurisdictions
At a point in the past, all of the police services
visited as part of this inspection, operated the
current Irish system for investigating murders
and other serious crimes. However, they have all
now moved on from local investigation teams,
to full time dedicated teams that deal with the
majority of murders committed. When asked by
the Inspectorate, all found a centralised system to
be more effective. The Inspectorate was informed
that these dedicated wunits are appropriately
resourced and have highly skilled investigators
with experience of dealing with serious crime
investigation. When a murder takes place, they
immediately send officers to the crime scene, who
take over the investigative role and follow the
case through to any subsequent court case. The
Inspectorate believes that the Garda Siochana
should have dedicated investigation teams that
deal with all murders in Ireland and other specified

serious crime.

In the UK, many police services are collaborating
and introducing major crime investigation units
that cover more than one service area. In 2007
Bedfordshire and Hertfordshire established a joint
team that deals with the majority of offences that
would be classified as serious crime including
homicide, attempted murder, stranger rape,
kidnapping and extortion. The unit also attends all
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reports of suspicious sudden deaths and work related
deaths. The unit is divided into three teams and

manage twelve to fifteen live investigations per team.

Clearly, Ireland has geographical challenges that
some other police services do not have to contend
with. As part of this inspection, the Inspectorate
visited Scotland, South Wales and West Yorkshire
Police, which are comparable in terms of policing
both rural and urban areas. Scotland has a
Specialist Crime Directorate (SCD) with many
similarities to the NBCI. With regard to murder
investigations, SCD resources are located in three
geographical areas. SCD major investigation
teams deal with the majority of homicides, except
some domestic related murders where the suspect
is known and already arrested. Teams can be
redeployed to assist with other investigations such
as rape offences. SCD teams also conduct cold case
homicide reviews. In developing teams, Scotland
looked at both West Yorkshire and South Wales.
There are other sections of SCD that deal with
other serious crimes such as organised gangs and
human trafficking. West Yorkshire, South Wales
and most US and Canadian cities have dedicated

homicide investigation teams.

The current location of NBCI sometimes prohibits
more activity in the far South, West and Northern
regions and the Inspectorate believes that there
are opportunities to place the NBCI into strategic

locations that provide national coverage.

Recommendation 6.16

The Inspectorate recommends that the
Garda Siochana develops major incident
investigation teams that investigate murders
and other specified serious crimes. (Long

term).

To achieve the above recommendation, the

following key actions need to be taken:

* Remove the responsibility for homicide
investigation from the district
superintendent to a major incident

investigation team;

e Establish major incident teams on a
geographical basis that meet the policing

demands of major incident investigations;

e Utilise existing National Bureau of Criminal
Investigation (NBCI), Technical Bureau,
regional and divisional resources to create

the new teams.



6.9 Cybercrime

Cybercrime covers a whole range of offences and
advancements in technology are creating new
opportunities for criminals. It is also an area
where organised criminal networks are expanding.
Cybercrime affects everyone, including citizens,

corporations and governments.

The following are some of the crimes that would

come into this category:

e Targeting networked systems;

* Money laundering;

e Supply of heroin and other drugs;
e (Credit card fraud;

* Human trafficking;

* Account theft;

e Child exploitation.

A major threat to police services is a high volume of
non-reported cybercrimes. The following are some

victims who may be less willing to report including:

* Some victims of child exploitation or human
trafficking may not report the crime for a

variety of reasons;

¢ Organisations may not want to damage their

reputation;

* Victims may be unaware that a crime has

taken place.

The threat from cybercrime is impacted by new
technology, such as smart appliances and social

network sites.

During the inspection visits, many senior gardai
highlighted cybercrime and the threats posed as
an area requiring Garda Siochana attention. Many
other police services are developing cybercrime
units or including cybercrimes within serious and
organised crime units. As part of the Haddington
Road Review, the Inspectorate will examine this

issue more closely.
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6.10 Other National Units with
Investigative Responsibilities

Within the National Support Services and Crime
and Security there are other units with investigative
roles. Some of the following units do not usually
investigate crimes generated by victims, but are
more proactive units that conduct operations. The
national unit structures are part of the Haddington

Road Review.

Organised Crime Unit (OCU)

The Organised Crime Unit was established in
2005 and focuses on investigations into organised
criminal networks. Operations are usually based
on intelligence received and this unit maintains
the operation through to any prosecution. A
crime is only usually recorded at the arrest
phase of an operation. Within this unit, there is
a Stolen Motor Vehicle Investigation Unit with
experts in examining and identifying stolen plant
machinery and stolen vehicles. This unit conducts
examinations on a country-wide basis. There are
opportunities to train gardai on a divisional basis
to a level that would enable them to identify stolen
cars and to allow this unit to focus on organised
criminality. This will be further considered as part
of the Haddington Road Review.

Garda National Drugs Unit (GNDU)

This unit operates very similarly to the OCU
and operations are usually intelligence led. The
Inspectorate found overlaps between the targets of
the GNDU and the OCU and the Garda Siochana
is currently considering the amalgamation of these

units.

Garda Bureau of Fraud Investigation (GBFI)
The Garda Bureau of Fraud Investigation (GBFI)
was established 1995 to concentrate on complex
fraud cases. The following are investigation units
within the GBFI.

Assessment Unit

This unit is the central point for receiving all
complaints of fraud. The Assessment Unit reviews
cases to seeif there is prima facie evidence and make
recommendations on investigations. Minor fraud
offences are sent to districts to investigate. There are

many delays in commencing investigations, such as



victims providing additional evidence that a crime
has taken place and also trying to determine if a
crime took place and in which jurisdiction. Last
year, the unit received 514 new enquiries and
the volume of cases is significantly delaying the
investigative process. In some cases which date

back to 2011, investigations have just commenced.

Commercial Fraud

The vast majority of cases received by GBFI are
commercial fraud cases. 10% of these cases received
are sent to the Commercial Fraud Unit in GBFI for
investigation, 20% are sent to districts to investigate
and the remaining 70% are awaiting more evidence.
The Anglo-Irish Bank investigation is an example
of a high profile and resource intensive case. A
very time consuming part of their role is dealing
with telephone calls from victims of crime and
calls from district investigators who need help
with cases being investigated locally. Some of
the cases investigated require large numbers of
statements from victims and witnesses; in one
case an investigator took 250 witness statements.
The impact of this sort of crime can be dramatic
for some victims and can include the loss of life
savings. Cases involving crime are recorded on
PULSE, but civil cases are not recorded. There is
currently no threshold for what the GBFI will and
will not investigate and it is decided on a case by
case basis. It was acknowledged that some district
detectives without any formal training are
investigating high value and sometimes complex
investigations. GBFI also highlighted cases where
district investigators have waited two years before
asking them for help.

Suspicious Transactions Unit

This unit manages a large number of notifications,
most of which are received on-line. The majority of
investigations are conducted by divisions and not
by this unit. These are not recorded on PULSE,
until a crime has been established.

Other Units
There are a number of other units in the GBFI

including;:

* Money Laundering;
e Payment Card;

¢ Financial Investigation unit;
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¢ Computer Crime Investigation Unit (this
unit is discussed later in this part of the
report);

* GBFI members are attached to the Office of

the Director of Corporate Enforcement.

Garda National Immigration Bureau (GNIB)
This unit has a wide remit of responsibilities

including:

e The Registration Office for new arrivals to
Ireland;

e Dublin Airport immigration and security;
® Repatriation;

e Human Trafficking.

There are plans in place to move some of the
functions of GNIB to the Irish Naturalisation and
Immigration Service and this should release gardai
for redeployment.® The Inspectorate believes that
that the Human Trafficking investigation element
should move to another part of the Garda Siochana.
This will be considered further in the Haddington

Road Review.

Special Detective Unit
As mentioned with regards to firearms, this unit
provides a 24/7 armed response in the DMR. This

unit also has an investigative capability.

Summary

At present there is very little clarity about what
some of the national units do and do not
investigate. The Inspectorate believes that there are
opportunities to amalgamate functions and units
and to create clear protocols about what crimes
units will investigate. The formation of a Serious
and Organised Crime Unit would allow several
current units to come together to reduce overlap and
to provide more resilience for investigations. The
Inspectorate will examine the role and function of

the national units in the Haddington Road Review.

6  The Inspectorate notes that significant progress was made on
this issue at the time of completion of this report.



6.11 Rape and Serious Sexual
Assault Investigations

To conduct an effective investigation of rape and
serious sexual assault, an investigator needs to
develop the trust of a victim. This requires good
investigative skills in respect of gathering evidence,
dealing with suspects and preparing cases for
prosecution. In most international policing
jurisdictions, this role is performed by a trained

detective.

In every division visited, the Inspectorate found
regular unit gardai undertaking the primary
investigation of these crimes and in many cases
remaining as the investigating garda. In some
divisions, a detective may be assigned to assist the
investigating garda, but the investigator retains
responsibility for victim care, the investigation
and the prosecution of any offender. The
Inspectorate found that this can result in a garda
with very little experience investigating one of the
most difficult investigations that an investigator
will face. A rape investigation is often complex
and requires good investigative skills to obtain
independent corroborative and forensic evidence.
Increasingly, offences involve issues of consent,
which can negate many forensic opportunities and
these cases need a skilled investigator to establish

the facts of the case.

Dealing with a victim of rape is incomparable
to most other offences. Victims have to provide
intimate details in an initial version of events as
well as in a full written statement. Victims are
asked to agree to a physical examination by a
medical practitioner to retrieve forensic evidence
and to record physical evidence of the assault. This
process requires the highest levels of victim care
and a good understanding of the investigative

aspects of the offence.

The Garda Siochdna has a Domestic Violence and
Sexual Offences Unit (DVSAIU) within the NBCIL.
From a field visit, it was clear that the unit is very
much focused on sexual offences against children
and particularly victims of clerical abuse. With
regard to adult rape and other sexual offences,
the unit does not perform an investigative role

and does little work in relation to monitoring
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investigations conducted by divisions. At the time
of the inspection, they were conducting eight

investigations into offences against children.

The Inspectorate does not agree with garda
policy that the investigation of serious sexual
offences can be performed by all front-line gardai.
Other policing jurisdictions, such as the London
Metropolitan Police Service and most US and
Canadian police services have full time, dedicated
officers investigating such crimes. Front-line
officers may attend a crime scene, but a trained
investigator is quickly deployed to take over the
case. Scotland has dedicated rape investigation
units in all fourteen policing divisions, each
managed by a detective inspector. The units have
trained officers who undertake all serious sexual
assault investigations. Dedicated Sexual Offence
Liaison Officers (SOLOs) trained in forensic
retrieval and victim trauma deal with the initial
investigation of all complaints of rape and serious
sexual assault. SOLOs accompany victims to sexual
assault centres, where a full forensic and medical
examination is undertaken as well as providing
health support and access to counselling. Where
the victim has made a complaint to the Garda
Siochana, gardai accompany victims taken to

Sexual Assault Treatment Units.

Police Scotland is looking to develop a specially
equipped bus to allow forensic examination
facilities to move to locations where they are most
frequently required. Statements are always taken at
a neutral venue away from police stations and there
is a high level of victim care from the outset. To
ensure a high quality of investigation, investigators
have received additional training in crime scene

management and rape trauma.

In support of divisional rape investigation units
in Scotland, there is a National Rape Task Force
providing a centre of excellence in terms of rape
investigation and the monitoring of offences across
Scotland. The unit also undertakes investigations
into the majority of stranger rape attacks and
performs a review function of all undetected rape
cases twenty-eight days after the commencement
of the investigation. All undetected cases are
reviewed by a detective superintendent. Scotland
has a National Expert Advisory Group that
develops policy relating to the investigation and



prosecution of rape offences. The Crown Policy
Unit, High Court Unit, Head of the National
Rape Task Force, senior representatives from the
Procurator Fiscal’s Office and Scottish Rape Crisis
are amongst the members of this group, which
is chaired by the Lord Advocate. There are also
dedicated lawyers dealing with all serious sexual
assault cases in the Procurator Fiscal’s Office.” One
of the outcomes of this approach is that Police
Scotland can monitor the attrition rate of cases at
each stage of the investigative and prosecution
process. There is also a high detection rate for rape.
In the first ten weeks of 2013 (from 1st April) 1,646
sexual offences were reported nationally with a
detection rate of 73.9%. Of these, 327 were offences
of rape, with a detection rate of 68.5%. In 2012 in
Ireland, 1,286 sexual assaults (not aggravated) were
reported with a detection rate of 54% and a total of
507 offences of rapes were reported with a detection
rate of 57%.

The Inspectorate received a number of recent
Garda Professional Standards Unit Reports from
divisional = examinations. Each examination
specifically looked at the investigation of crime,
including the investigation of sexual assaults.
Each report has contained areas of concern with
the investigation of sexual assaults. Issues found

include:

e Long delays in conducting some
investigations and examples of cases going
back to 2002 and 2004 that have not been

concluded;

® Some cases that are many years old, which
were never sent to the district officer or the
DPP for directions;

e Cases without updates on PULSE;

e Examples where crimes were reclassified
to invalid (no crime has taken place),
when there was evidence that a crime had

occurred.

The Inspectorate believes that rape and serious
sexual assault cases should always be investigated
by detectives and supervised by a senior detective.

This is in keeping with a similar recommendation

7 Procurator Fiscal is the Scottish equivalent of the Director of
Public Prosecutions

Crime Investigation Report

Part 6: Investigating Crime

made in the Inspectorate’s report into the
investigation of child sexual abuse published in
2012. At that time, the Inspectorate recommended
that only a cadre of specially trained gardai should
record crimes, take statements and investigate
crimes. This recommendation was rejected. The
Inspectorate still believes that the Garda Siochana
should train gardai to conduct the primary
investigation of serious sexual assault allegations.
In putting together the content of this training,
the Garda Siochana should engage with external
professionals such as Cosc, rape crisis groups and

the Head of the Forensic Science Laboratory.

Recommendation 6.17

The Inspectorate recommends that the Garda
Siochana implements victim-centred policy
and good investigative practices in rape and

other sexual offences. (Short term).

To achieve the above recommendation, the

following key actions need to be taken:

e Train dedicated officers to undertake the
initial investigation of a serious sexual
assault, including the taking of a victim’s
statement. The training should include
forensic retrieval, rape trauma, victim care

and statement taking;

e Allocate all investigations to trained

detectives;

e Implement a formal review process for

undetected sexual offences.



6.12 Volume Crime Investigation

As previously highlighted, volume crime accounts
for a large percentage of criminal offences
that require investigation. The Inspectorate’s
examination focused on the quality of volume
investigations by the Garda Siochana, the length of
time these investigations took to complete and the

victim’s experience.

Barriers to Good Volume Crime
Investigation

Police services worldwide experience challenges
in managing volume crime investigations. The
following are some of the negative factors that can
seriously impact on the quality of volume crime

investigations:

* Inexperienced investigators;

* Unclear investigation direction given to

investigators;
e Excessive workloads;
e Lack of a performance regime;
¢ Poor supervision;
¢ Limited or inadequate training;

* A lack of up-to-date forensic capacity.

Where any of these conditions prevail,
investigations are often of a poor quality, they are
not progressed quickly and offenders are unlikely
to be brought to justice. The following part of
this report will examine how the Garda Siochana

manages volume crime investigations.

Experience and Skills of Investigators

Ireland, unlike most other policing jurisdictions,
has no clear policy setting out who will investigate
volume crime. Effectively, the default position is
that the first gardai (usually from a regular unit)
that deals with an incident will investigate the
crime. The majority of these investigators are not
trained detectives, although they will have received
elements of crime investigation instruction during
their foundation training at the Garda College.
Gardai with detective or enhanced criminal
investigation training are mainly based in national

and district detective units.

Crime Investigation Report

Part 6: Investigating Crime

Investigations by Regular Units

There are two very distinct stages in crime
investigation. The first response to a call is usually
referred to as the primary investigation. For a
burglary offence, this is performed by the first
gardai to attend and they are expected to conduct
an investigation at the crime scene and to secure

any evidence that might identify a suspect.

The next stage, the secondary investigation, builds
on the work completed at the crime scene and may
involve responding to any forensic results found ata
burglary or conducting more detailed enquiries. The
majority of gardai should be capable of conducting
a good primary investigation of a volume crime and
many experienced members would also be capable
of conducting a good secondary investigation. There
are however, fundamental issues with the current
system of secondary investigations for volume
crime. There are many less experienced gardai that
do not possess the skills or have sufficient time to do
a thorough secondary investigation. In cases where
the crime is less serious or where there are leads
to a potential suspect, the secondary investigation
might be straight forward however, in more serious
or complex cases where a suspect is not known, they
may be required to conduct significant enquiries.
The Inspectorate met with regular unit gardai who
are investigating serious offences such as sexual
assaults, robberies, child sexual abuse and other
serious assaults. These are serious crimes and the
Inspectorate believes that these types of crimes

should always be investigated by trained detectives.

A second major obstacle to good secondary
investigation is the absence of investigation time for
gardai on regular units. No specific investigation
time is built into their roster and their working day
is usually spent out on patrol dealing with calls
received from the public or they are abstracted for
policing operations or local escort duties. In some
districts, supervisors allow regular unit gardai
to show themselves as unavailable for calls, to
deal with enquiries such as visiting victims to
take statements. In other districts, no such time
is provided and gardai try to make enquiries in
between dealing with other calls. On checking
the CAD system, the Inspectorate regularly found
patrol units shown as unavailable for calls as they

were conducting enquiries. Other police services



have tried to release regular units from such
investigations to enable those units to respond to
999 calls, to patrol hotspots of crime and to prevent
further offences.

At present, only those gardai deployed in detective
units or other investigation teams have any time
set aside to conduct secondary investigations.
Victims of volume crime and particularly the more
serious crimes, deserve the deployment of a trained
detective and an investigator that has the time
to conduct a thorough and timely investigation.
During field visits to divisions, the Inspectorate
found that detectives are not investigating large
numbers of volume crimes and the Inspectorate
believes that this is a lost opportunity to use their
skills and expertise to tackle key crimes impacting
on their local communities. Other policing
jurisdictions use detective units to investigate the
more serious volume crime cases and a mixture
of detectives and uniform gardai in investigation

units to investigate the less serious cases.

In Ireland, there are currently insufficient
allocations of detective numbers based in districts
to investigate all volume crimes, but they could
significantly increase the numbers of crimes that
they are managing. As previously stated, there are
anumber of other specialist units on divisions, such
as drugs, traffic and community policing units that
are not investigating large numbers of volume
crimes and the burden falls very much onto the
regular units. The Inspectorate believes that these
specialist units need to be more engaged in the
investigation process. With the current reduction in
garda numbers on both regular units and specialist

units under the new roster, the Garda Siochdna may

Chart 6.14
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have reached a point where these specialist units

may not be viable in their current format.

Volume Crime Case Reviews —

Crime Investigation

Running throughout this report has been the
analysis of 158 calls for service made to the seven
divisions visited. Of the total calls, 114 were recorded
on PULSE and forty-four were not recorded. Of
the 114 on PULSE, nine were recorded as domestic
disputes, thirteen as Attention and Complaints and
two as property lost. The other 90 were recorded as

crimes for investigation.

Chart 6.14 shows the 158 calls broken down by
crime types, number and percentage of cases in each

crime type that were designated for investigation.

The overall percentage of cases designated for
investigation is low with only 59% of the original
158 cases investigated. Within those figures, there
are significant variations, such as 80% of calls to
burglaries were investigated, as opposed to only

40% of assaults and 24% of domestic violence calls.

Failure to Record and Investigate Incidents

Following the original request for the 158 cases,
the Inspectorate identified that of those cases, 114
cases were recorded on PULSE. On checking those
incidents on PULSE, the Inspectorate found that
fourteen late PULSE records were created after the
request was first made by the Inspectorate and a
minimum of twelve months after the alleged crime

was notified to the Garda Siochéna.

Chart 6.15 outlines a breakdown of the incidents by
crime type and shows the average time it took to

create the fourteen PULSE records.

Volume Crime Case Reviews — Crime Investigation
Calls for Service Investigated

Crime Category of | Number of Calls for | Calls for Service that

Calls for Service that Calls for Service that
were Recorded on PULSE | were not Recorded

PULSE and Investigated | and not Investigated

Call for Service Service were Recorded on
Assault 30 40%
Burglary 40 80%
Domestic Violence 33 24%
Robbery 27 81%
Vehicle crime 28 68%

13% 47%
10% 10%
31%® 45%
8% 1%
4% 28%

o s e e L

Source: Data supplied by the Garda Siochana.

8 Includes 7 cases of Domestic Dispute - no offences disclosed.
(This is not a crime and further investigation would not
usually take place).



Chart 6.15
Volume Crime Case Reviews Cases from
2012 not Recorded on PULSE until 2013

Crime Number of Cases | Average Delay in

Category with PULSE Recording from

Type Incidents Created | Original Reporting
in 2013 (by months)

Assault 2 13

Burglary 1 13

Domestic 5 14

Violence

Robbery 3 14

Vehicle crime 3 15

T N S

Source: Data supplied by the Garda Siochana.

Six out of the seven divisions created PULSE
incidents after the Inspectorate’s request for
case files. Of the records created, there were five
domestic incidents that were not recorded until
2013 and that equates to 15% of the total DV cases
requested. Other crimes that were not recorded
included a knife point robbery, a burglary, car
crimes and assaults. Several of the reports created
in 2013 were categorised as non-crime incidents
such as Attention and Complaints’ and property
lost. In several of those cases, there is unambiguous
evidence that a victim reported that a crime had
taken place, but it was not recorded as a crime and

was not investigated.

Implications for not Recording these Cases
on PULSE

There are clear implications for not recording a
crime at the time that it is reported. With these
fourteen crimes from the sample, the following

issues are relevant:

¢ No criminal investigation has taken place in
the proceeding twelve months;

e Victims of those crimes did not receive a
Garda Siochdna victim'’s letter with details
of support agencies;

e The victims of those crimes were never re-
contacted;

* DPotential suspects were never sought or

brought to justice for these crimes;

* There was no supervision of these incidents;

9  Attention and Complaints is a category on PULSE where
non-crime incidents are recorded.
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* In domestic violence cases, the safety of the
victim and of gardai may be compromised
as other gardai attending further incidents
to the same victim or the same address may

be unaware of the previous call.

The explanations from divisions for not recording
these incidents included an oversight by the garda
that attended, or in several cases, an inability to
identify who actually dealt with the original call to

determine why it was not recorded.

For the majority of reports created at a later date, no
reason was offered for failing to record the incident

at the time of dealing with the original call.

Therandomselection of these incidents highlights
inconsistency in the recording and investigative

practices of the Garda Siochana.

6.13 Domestic Violence
Investigations

Domestic violence (DV) was one of five key crimes
selected by the Inspectorate as part of this inspection
process. Police services recognise the dangers
of not dealing with DV incidents and DV often
accounts for almost half of all murders that are
committed. It is also well reported that reporting
of domestic violence is very low and victims suffer
many incidents before contacting the authorities
or applying for a protection order.” In Ireland, the
National Study of Domestic Abuse (NSDA)" found
that under a quarter of those severely affected by
domestic abuse told the gardai. The study also
found that where a family or friend discovered that
a person was suffering domestic abuse, only eight

percent reported the crime to the gardai.

Domestic violence calls demand a high proportion
of police time. Effective response to such calls
reduces repeat crimes as well as the effects to the
immediate and secondary victims. This elevates the
importance of the first contact between the police

and a victim of violence or abuse.

Domestic violence first featured as one of the Garda
Siochana policing priorities in 2008. Currently,

regions, divisions and districts receive weekly

10 Felson et al, 2005.
11 Watsons and Parsons, 2005.



crime reports on the levels of offences across thirty-
five different crime types and the detection rates for
solving those offences. No DV statistics are included
in these reports, and the Garda Siochédna is unable
to accurately identify the number of weekly 999
calls they receive, the numbers of crimes committed
involving DV and the related detection rates. As
DV is a national policing priority, the Inspectorate

expected to find easily accessible crime data.

During fieldwork, the Inspectorate looked at the
strategic management of DV and the operational
delivery of services to victims. Assistant
Commissioner for National Support Services (NSS)
is the lead for DV. As part of NSS, the Domestic
Violence and Sexual Assault Unit (DVSAIU)
develops policy and provides an oversight
function, but does not, as its title suggests,
actually investigate offences of DV. Indeed, the
DVSAIU does not include a unit dedicated to DV,
but responsibility for DV policy is part of the
functions of a detective inspector and a sergeant.
The DVSAIU is not a proactive unit and it is not
currently conducting any DV investigations
or reviewing the quality of DV investigations

currently conducted by districts.

From a strategic perspective, the Inspectorate
found that whilst there is a policy (2007) in relation
to the response to DV, there is very little evidence
that the policy is audited or monitored to ensure
that it is implemented at an operational level. A
recurring theme throughout this inspection is the
gap between the creation and implementation of
policy and the absence of action and supervision to
ensure that policy aims are actually delivered. The
Inspectorate is aware that a new policy on DV is due
to be published.

What distinguishes DV from other crimes is the
nature of the relationship between the victim
and the offender. There is often a strong element
of controlling behaviour on the part of the
offender, which can isolate victims from sources
of support and regulate everyday behaviour
through intimidation. The conventional approach
of a criminal prosecution can sometimes create
significant difficulties for those experiencing
abuse, including the potential loss of a victims
home and further intimidation, once a case is

concluded. Many victims require alternative
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options to a criminal prosecution, whilst still
knowing that there will be an effective response
from gardai should further violence occur. DV
is most effectively managed by a multi-agency
response, bringing together statutory agencies
and voluntary organisations to provide effective
outcomes for victims. The current garda policy
does not advocate a joint working approach
with other relevant agencies, which is a missed
opportunity and particularly important for the
complexities involved in DV. The policy only
stipulates that the investigating gardai will provide
victims with the details of local support groups,
HSE social workers, Family Law Courts and other

agencies.

Divisional Response to the DV Policy

The current DV policy provides that each division
nominate an inspector to oversee the policy and
evaluate its effectiveness. During field visits,
the Inspectorate met several inspectors with
responsibility for DV. In most cases, the high
volume of incidents reported to those divisions
diminished the ability of an inspector to check all
cases for compliance with the policy. For many
inspectors, the extent of their intervention was
limited to monitoring the number of offences. Part
of the inspector’s role is to ensure accurate recording
of all DV crimes and all domestic dispute incidents.
On checking PULSE incidents, the Inspectorate
found no recorded evidence that inspectors
are checking DV calls or ensuring the accurate
recording and classification of them on PULSE. An
exception to this was found in one district where a

nominated sergeant monitors all DV incidents.

Assessing Risk and Identifying Repeat
Victims

In other policing jurisdictions visited, a formal
risk assessment process is undertaken at all DV
incidents to identify those at the highest level of
risk of abuse and to engage partner organisations
at an early stage to provide effective interventions
to reduce that risk. In Ireland, there is no such
assessment of risk and gardai are repeatedly dealing
with the same victims. If a victim is unwilling to
make a statement of complaint, there is no effective
police intervention to improve the victim’s safety
or to provide an alternative way forward. This

fails to break the cycle of abuse and results in



further calls to gardai for assistance and generates
a view amongst many gardai, that these calls are
problematic. The current policy states that the
investigating gardai will call back to see a victim
of DV within one month to provide an update on
the investigation or to offer support in cases where
there is no investigation. During focus groups, the
Inspectorate identified that follow-up visits do not
always happen. Follow-up visits can be an effective
way to prevent further DV. In New York, officers
must carry out a set number of follow-up visits
each month and this policy has contributed to a
reduction in DV crime with no negative response

from victims.

A revised approach, identifying repeat offences and
working with partner agencies to agree practical
support would bring a significant improvement
in the service provided to victims and reduce the
demands on front-line gardai. UK police services
operate a formal risk assessment process, which
identifies cases as being high, medium or low
risk. The response to each is directly proportionate
to the risk of harm faced by the victim and
takes account of repeat calls for assistance. In
Hertfordshire, high risk victims are offered the
services of an Independent DV Advisor (IDVA)
who in addition to supporting a victim through a
criminal prosecution also provides information

and advice about civil court injunctions.

Offender Management

Closely linked to the assessment of risk to victims
is the management of perpetrators of DV. Effective
management of those committing acts of violence
will assist to keep victims and their families safe
from further harm. It also sends a clear message
that further incidents of abuse will be dealt with
robustly through the criminal justice process.
An effective process allows for the collection of
intelligence about such offenders, which can assist
in providing accurate information to the courts
about their behaviour, as well as providing the
basis for sentencing options. The current DV policy
outlines the approach to be taken in relation to
bailing an offender charged with an offence, but it
is limited to setting out the legal provisions of the
Bail Act and the response to more serious offences.
The policy does not set out a robust and proactive
response to managing perpetrators of DV and
abuse. (See also Part 10)
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Arresting Offenders

The DV policy clearly sets out the difference
between DV related crimes and domestic dispute
incidents and describes how each should be
recorded and classified. The policy makes it clear
that:

e  Where there is visible evidence of an assault,
the crime should be addressed by the
responder rather than placing the onus on a

victim to apply for a civil court order;

e Where the investigating member has
reasonable grounds to believe that a
suspect has committed an offence, then any
applicable power of arrest that exists should

be exercised;

* An injured party’s attitude will not be the
determining factor in respect of exercising a

power of arrest.

The making of an arrest in cases where a crime
has taken place is referred to as ‘positive action’.
There is a clear expectation from the Garda
Siochdna that where there is evidence that a crime
took place, gardai will take such positive action.
During field visits, the Inspectorate met with
operational gardai of all ranks, both uniform and
detectives and discussed their roles in responding
to calls of DV and domestic disputes. It was clear
from those discussions that the response to DV
incidents rests with regular units. Unless a DV
crime involves a murder or very serious assault
there is virtually no detective input into DV cases.
During meetings with detective supervisors, there
was an acknowledgement that this is not a crime
area that they review on a daily basis. In Part 3, the
Inspectorate identified the high number of calls to
domestic incidents and the low volume of arrests
recorded on CAD at the time.



Volume Crime Case Reviews - Domestic
Violence

Chart 6.16 shows the outcomes of the thirty-three
domestic violence incidents requested as part of the
Volume Crime Case Reviews that were reported in
2012. In many of these cases, the CAD and paper
messages recorded that a crime was described
by the caller when they first contacted the Garda
Siochana. Chart 6.16 shows how many arrests were

made and for what offences.

Chart 6.16

Domestic Violence Cases
from 2012 not Recorded on
PULSE until 2013

Number | Number of Details of Arrests

of Calls | Arrests at the

Time of the Call

1 for breach of
barring order
incident

e 1 forapublic order
offence

e 2 forintoxication

Source: Data supplied by the Garda Siochana.

Court Orders and Positive Action

As part of the Inspection process, the Inspectorate
sampled a number of DV cases. The Inspectorate
found that there was a clear difference in the
service provided to victims where a court order was
in place to protect the person and where no such
court order existed. In cases with an order, a garda
was more likely to arrest for breach of the order. In
cases where a DV crime had clearly occurred, but
where there was no court order, there was limited
evidence of positive action and in most cases,
victims were given advice about how to obtain
civil court protection orders. Even when a criminal
offence was committed, often no arrest is recorded.
In many cases, gardai reported that victims are
often unwilling to make a statement of complaint

and this clearly impacts on garda action.

Members from all seven divisions stated in focus
groups that positive action is not always taken
where crimes were committed and where there
were opportunities to arrest the offender. These
members also said that DV is not always recorded
in cases were a crime had clearly taken place and
that injuries sustained by victims are not always
recorded on PULSE.
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Dip Sampling of Domestic Violence on
PULSE

During the course of the inspection, the
Inspectorate examined a number of PULSE
records to ascertain the standard of recording of
domestic violence and domestic dispute incidents.
Domestic violence is not in itself a PULSE crime
category and accurate recording requires a garda to
flag the association of DV on the PULSE record of

a crime.

The following are two examples of domestic
violence incidents examined during that
sampling and highlight key issues regarding the

categorisation of DV incidents.

Case 1 — Assault with injuries classified as a

domestic dispute - no offences disclosed

A victim’s injuries were noted on a PULSE
incident as significant bruising. This incident
was not shown as a crime, but was recorded
as an Attention and Complaint incident. The
Garda Information Services Centre (GISC)
questioned this classification and highlighted
the injuries sustained by the victim. The
investigating garda changed the category from
Attention and Complaint to a ‘domestic dispute
no offences disclosed’. This was clearly a crime
and should have been recorded as an assault and
flagged as domestic violence.

Case 2 - Serious Assault reclassified to an

Attention and Complaints (non-crime)

A victim of domestic violence was stabbed by
an ex-partner. The victim would not provide a
statement of complaint to the gardai, but when
questioned, the suspect admitted the crime. This
was initially categorised as an assault, but was
later reclassified to a category of Attention and

Complaints and effectively not a crime.

Supervision of Incidents

During this inspection, the Inspectorate found an
absence of supervision of calls to DV incidents by
control rooms. Supervisors do not always check
the actions of gardai dealing with DV cases and
are particularly not asking why an offender was
not arrested. One division attended five domestic

violence calls and on finishing the call, CAD results



for all calls were shown as a ‘report to station’. In
fact only one call was recorded on PULSE at the

time and one was created thirteen months later.

Victim Service and Victim Care

The failure to record an assault or other crime has
wide ranging implications. DV is often a recurring
crime and one where the violence against a victim
continues and often escalates. A lack of action in
these cases can expose victims to potentially life
threatening violence. There is also ample evidence
of the impact caused to secondary victims such
as children and other extended family members.
Victims of DV and other abuse are some of the most
vulnerable and intimidated victims of crime and
for this reason, need a higher level of support and

protection.

When a person is recorded on PULSE as a victim
of crime, they should receive a letter from the
district superintendent, which includes contact
details for victim support groups. During this
inspection, the Inspectorate identified many cases
of domestic violence where a crime had occurred,
but it was wrongly recorded as an ‘Attention and
Complaint” or a case of ‘domestic dispute — no
offence disclosed’. Neither of these circumstances is
recorded as a crime and a victim would not receive
an information letter. This is a serious flaw, as all
victims of DV and domestic abuse should receive
information making them aware of agencies that
can provide support and advice. Gardai explained
that sending letters in DV cases can sometimes
cause difficulties in the event a perpetrator opens
the victim’s post. There are other options which can
be applied to DV. First responders in other police
services carry a small card with information on
DV services. Alternatively, the garda dealing with
the initial incident could provide the victim with
a copy of a victim’s letter containing details of the

various support agencies that are available.

The Inspectorate found an inconsistent approach
to dealing with victims of DV who initially make
a statement of complaint, but later decide that
they do not want to go to court. In some divisions
the victim is told to go to court to withdraw their
complaint in front of a judge. The Inspectorate does

not view this as a victim-centred approach and in
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many respects it further empowers the perpetrator
who is able to see the victim publicly withdrawing

the complaint.

Throughout this inspection, the Inspectorate
encountered many different garda attitudes towards
DV. While the Inspectorate met some members
who demonstrated an understanding of DV, others
were unaware of the complex reasons why many
DV victims return to their abusive partners and
the broader challenges faced by DV victims. The
Inspectorate met some gardai who are providing a
very good level of service to victims and help them
to obtain the relevant protection or barring orders
at court. These gardai also visited victims after the
initial call. The Inspectorate also encountered many
negative attitudes from gardai towards DV by
referring to calls as problematic, time consuming
and a waste of resources, because victims are not
prepared to make a statement. Providing a better
response to DV victims will necessitate a general

cultural change in the attitudes of some gardai.

Training

Culture can be changed and skills can be
improved through awareness and training. The
Garda Siochana developed a corporate training
programme, which is being rolled out across all
divisions, to update members on the relevant
legislation and their responsibilities in relation to
DV. Unfortunately, the Inspectorate noted that not
all divisions had delivered this training package
and there does not appear to be any central direction
to ensure that this training is delivered. While
waiting for the roll out of this national programme,
one division developed a training course and the

Inspectorate viewed this as a good initiative.

Best Practice in Other Jurisdictions

In every UK police service visited, the Inspectorate
found a clear recognition that those experiencing
domestic abuse, whether physical, sexual or of a
verbal nature, are amongst the most vulnerable
victims of crime that police services deal with.
Other policing jurisdictions have experienced the
same issues with DV and particularly a failure
by officers to always take “positive action”. These
services all have a positive action policy, which is
generally interpreted as a positive arrest policy,

where on the balance of probabilities an offence



has occurred. The decision to make an arrest is
one for the officer at the time and victims are not
asked if they wish to have the perpetrator arrested.
For example, in Denver, Colorado, an arrest should
still take place if probable cause exists, irrespective
of the wishes of the victim. In the UK, the Human
Rights Act 1998 places a positive obligation on police
officers to take reasonable action to safeguard the
rights of victims and children. In 1995, a mandatory
arrest law was enacted in New York State. Where
the victim does not want the arrest, the officer has
discretion to arrest. In cases of breach of protection
orders, a mandatory arrest applies. The New York
Police Department’s view is that mandatory arrest

works.

Police services with evidence of improved
outcomes for DV have significantly changed the
approach to investigating this type of crime.
Regular unit officers are expected to attend the
scene, to make an arrest and then dedicated units
(mixture of detectives and non-detectives) take on
the investigative role and deal with the offender.
This approach has professionalised the response
to dealing with such violence and has resulted in a
significant increase in arrest levels at the time that
a victim calls the police. The investigation units
have also developed excellent relationships with
statutory and voluntary groups, resulting in better

victim care.

A considerable amount of work has taken place
between other police services, prosecuting
authorities and the courts to improve the
approach to dealing with DV. In certain
circumstances, a prosecution may proceed without
a victim’s statement of complaint in cases where
the victim has previously called the police and
where the levels of violence are escalating. This
can, in certain cases, take the pressure away from a
victim, as the police and the prosecutors take on the
role of deciding whether or not to prosecute. The
Inspectorate believes that the arrest of an offender
at the time of dealing with a crime or breach of an
order sends an important message to all parties
that this crime will not be tolerated and that this
sort of behaviour has consequences for an offender.
In Denmark, the police can formally expel an
offender from the home for periods ranging from
six hours to twenty-eight days on the authority of a

superintendent.
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Police Scotland uses an analysis tool, which
records the recency, frequency and gravity of
DV offences to identify vulnerable persons and
repeat perpetrators. Divisions receive regular
information on high risk perpetrators, and victims
who are potentially at risk. A scoring mechanism
allows managers to assess risk and take informed
preventative action. At a divisional level, Domestic
Abuse Investigation Units operate with an emphasis
on proactive investigations against perpetrators.
These units provide some investigative capacity
as well as support and advice on the investigation
of DV. This response is further supported by a
Domestic Abuse Task Force, which provides a
national, proactive, intelligence-led investigative
response to high risk perpetrators. Staffed by a
mixture of uniform and detective officers, the
unit investigates historic and protracted domestic
abuse inquiries. The Task Force targets the most

dangerous and prolific perpetrators.

Other jurisdictions have reviewed domestic related
murders to look for lessons that could be learnt in
respect of reducing the instances of future crimes.
The DVSAIU was keen to conduct this analysis
and the Inspectorate would encourage that piece of

work to be completed.

Multi-Agency Arrangements

Operating in a similar way to the Sex Offender Risk
Assessment and Management model (SORAM), DV
Multi-Agency Tasking and Co-ordinating Groups
(MATAC) operate in Scotland and a Multi-Agency
Risk Assessment Conference (MARAC) in the rest
of the UK. These groups bring together statutory
and non-statutory partners to assess and agree
a course of action for high risk perpetrators and
victims at greatest risk of harm. The Inspectorate

views this approach as good practice.

Supervision of DV

The need to deal positively and appropriately with
calls to DV must be supported by robust checking
by supervisors. This includes ensuring that the
initial investigation is thorough and that where
possible, positive action is taken. In all of the UK
services visited by the Inspectorate, there is a daily

review of all DV cases by senior managers.



Prosecutions

In South Wales, Scotland and Hertfordshire,
cases that proceed to a prosecution are heard at
dedicated DV courts where magistrates (judges
in the case of Scotland) are trained in the specific
issues that impact on DV. England and Wales are
moving towards dedicated courts, which aim to be
‘centres of excellence’” and provide a high degree
of support and care for victims. The intention is
to deal with cases in a timely manner, reducing
unnecessary delays, and in particular the number

of adjournments.

Future Approach to Domestic Violence

The Inspectorate believes that the Garda Siochana
needs to urgently re-appraise both the strategic
and operational response to DV. According to
the European Union Agency for Fundamental
Rights (FRA) pan-European study on Violence
Against Women (2014) 15% of Irish women have
experienced physical and/or sexual violence by a
partner since the age of fifteen. This situation shows
no improvement since the National Crime Council
report on Domestic Abuse was published in 2005.
Domestic abuse is a real and continuing problem
and the negative impact is felt by the whole family
circle and particularly by children in households

where violence is a regular occurrence.

The Inspectorate understands that the Garda
Siochéna is conducting a review of the policy in
relation to the response to domestic violence. A
revised approach needs to be significantly more
comprehensive and robust than the existing 2007
policy document. The Garda Siochéna is urged to
look at the services provided in other jurisdictions
where innovative policies have been introduced

and evaluated as successful.
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Recommendation 6.18

The Inspectorate recommends that the Garda

Siochana, working with Cosc and key strategic

partners, implements victim-centered policy

and good investigative practices in Domestic
Violence (DV). (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

The Domestic Violence and Sexual Assault
Investigation Unit (DVSAIU) must perform
a national monitoring function to ensure
compliance with the Garda Siochdna DV
Policy;
Assign secondary investigation
responsibility for DV crimes to dedicated

investigation teams;

Conduct analysis of domestic related
murders to inform garda policy on harm
reduction;

Engage victims of DV and support

agencies to improve garda awareness of
the particular needs of DV victims. This
should form part of a garda training and

awareness programme,

Ensure that all calls for DV are properly
supervised from the receipt of the call to the

recording of the crime or incident;

Ensure that all crime of DV and incidents of
domestic dispute are recorded on PULSE,
irrespective of the willingness of a victim to

make a statement of complaint;

Ensure that positive action is taken where

there are clear opportunities to arrest;

Implement a risk assessment process that is

completed at all DV incidents;

Ensure that the corporate training package

on DV is delivered to all front-line officers;

Update the Garda Siochdna website with
information that is easy to find and provides
clarity on the service that a victim of DV can
expect;

Ensure that the requirement for follow up
visits is recorded and supervised;

Ensure that all DV incidents are reviewed at
Daily Accountability Meetings;

Ensure that all victims of DV and parties
involved in domestic disputes receive details

of DV support organisations.



6.14 Racist and Homophobic
Incidents

The levels of race and homophobic crimes recorded
in Ireland are very low. This was highlighted again
recently in a report by the University of Limerick.”
Whilst the legislation varies in other jurisdictions,
the definition and requirement to record a racist
or homophobic incident by the Garda Siochana
is the same as the one used in the UK: namely
“any incident which is perceived to be racist or
homophobic by the victim or any other person”.
During inspection visits, the Inspectorate asked
gardai of all ranks about investigating racist and
homophobic crimes and not one garda reported that
they had ever recorded such a crime or investigated

an offence.

In most of Europe and the USA, police services refer
to particular crimes that are bias motivated in the
collective term of ‘Hate Crime’. These are usually
violent, prejudice-motivated crimes that occur
when a perpetrator targets a victim because of their
perceived membership in a certain group. Examples
would include ethnicity, gender identity, religious
and sexual orientation. The term hate crime is not
used by the Garda Siochana.
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Chart 6.17
committed in Ireland between 2006 and 2013 in

these areas.

shows racially motivated crime

The number of race crimes recorded in the last eight
years in Ireland is low and varied from ninety-four
crimes in 2013 to a peak of 217 in 2007.

In the UK, there is a specific offence of racially
aggravated crimes. For example, where a person
assaults a victim and is racially abusive, they can
be prosecuted for a racially aggravated assault,
which carries a higher sentence. In Scottish
common law, the courts can take any aggravating
factor into account when sentencing someone

guilty of an offence.

UK police services record racist incidents,
regardless of whether a crime took place, but in
Ireland, unless a crime of incitement has taken
place, it is not recorded as a racist incident. The
Garda Siochdna has a Racial Intercultural and
Diversity Office (GRIDO) that is available to the
public and to gardai for advice and provides a
monitoring role in respect of incidents that are

reported.

Chart 6.17
Racially Motivated Crime In Ireland 2006 - 2013
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12 Schweppe, J., A. Haynes and J. Carr (2014) A Life Free
from Fear. Legislating for hate crime in Ireland: an NGO
perspective. Limerick: University of Limerick.



Divisions have access to local Ethnic Liaison
Officers, who are wusually gardai, and they
perform many functions, such as a liaison role
with communities and they can assist with the
investigation of racist and homophobic crimes.
The Garda Siochana also has Lesbian Gay Bisexual
Transgender Officers (LGBT) who provide an
excellent link with established and emerging
communities. The Garda Siochana has linked both
roles and gardai are now designated as ELO/LGBT.
In many ways the roles are similar, but they are
dealing with very different communities and both
require very different training to understand the
complexities of the communities with whom they
are engaging. The Inspectorate would recommend

a review of the decision to merge the two roles.

Internationally, police services have tried various
initiatives to encourage the reporting of hate crime,

including;:

e Third party reporting sites: designated
places where trained non-police personnel

record crimes and pass them to the police;

* Telephone reporting and on-line reporting
of crime to the police or other organisations.
(These are further explored later in this
Part).

Racial and homophobic crime is an area that is
under-reported in many jurisdictions and the
Garda Siochana needs to review its approach to
encourage victims to come forward and ensure that
gardai are aware of the importance of accurately

recording such crimes.

Recommendation 6.19

The Inspectorate recommends that the Garda
Siochana implements a victim-centered policy
and good investigative practices in racial,
homophobic and other similar crimes to
encourage victims to report offences. (Medium

term).
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To achieve the above recommendation, the

following key actions need to be taken:

* Ensure that all crimes containing elements
of hate or discrimination are flagged on
PULSE;

* Create clear modus operandi features on
PULSE that allow the accurate recording of
the nine strands of the Diversity Strategy;”

® Develop third party reporting sites to

accommodate victim reporting;

e Review the decision to merge the role of
ELO/LGBT officers.

6.15 Investigation Plans

With regards to secondary investigation of crime,
it is good practice for a supervisor to agree and
record an investigation plan with an investigating
garda. The benefits of an investigation plan
include clear direction from a supervisor about
what action a garda is expected to take and
agreeing timescales to ensure that cases are
progressed diligently and expeditiously. Across
the seven divisions visited, the Inspectorate found
limited evidence of investigation plans and no
plans were found on PULSE. One division uses
PULSE to send messages or actions to officers,
but these tended to be one-off tasks, rather than
a detailed investigation plan. Across all divisions
the Inspectorate found a significant number of
different paper pro-formas that are used as check
lists for gardai who are dealing with crimes. These
pro-formas are generally retained by the garda
and updated at various time periods. There was
an inconsistent approach as to the type of cases
that generated a form and in some divisions they
were only used in more serious crimes. This system
generates huge volumes of paper and a supervisor
needs to speak to the investigating garda to find
out what is happening in a case. The Inspectorate
believes that all cases should have an investigation
plan and plans should be recorded on PULSE.

13 The Garda Siochana Diversity Strategy covers nine strands
of diversity but PULSE does not have MO features that allow
the accurate recording of crimes under each strand.



Recommendation 6.20

The Inspectorate recommends that the Garda
Siochana develops investigation plans for
crimes that are recorded on PULSE. (Short

term).

To achieve the above recommendation, the

following key action needs to be taken:

e Investigation plans must be approved by

supervisors and recorded on PULSE.

Recording of Crime Investigation

As highlighted in Part 4, the quality of narratives
entered on PULSE incident records is generally
poor and very little investigation detail is
recorded. The Inspectorate was informed by senior
gardai that the details of secondary investigations
are recorded on the PULSE system and particularly
the results of forensic examinations and updates to
victims of crime. From checking large numbers of
PULSE records, the Inspectorate found very little
evidence to support that assertion. Indeed, in many
cases there was no additional information added to
the PULSE incident from the time that the report

was first created.

In all other police jurisdictions visited, the
Inspectorate found that an electronic crime
recording system was used to record all details
of a crime investigation. For example, in the case
of a rape investigation in Ireland, the narrative
on PULSE may only contain ten lines, whilst in
another police service the narrative could run to
ten pages. In these police services, all entries are
timed and dated with the details of the officer
that updated the record. There was also clear
evidence of supervisors checking the progress of
investigations and recording tasks allocated to
investigators. The recording of this information on
the PULSE system would make supervision more
efficient. The Inspectorate acknowledges that the
PULSE narrative has limited space for recording
an investigation, but the current available capacity
is not used effectively. Other police services have
moved to systems with electronically scanned
statements and other documents on a case
management system and very little paperwork is

retained.
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Volume Crime Case Reviews
PULSE Investigation and Victim Updates

On examination of the ninety cases that were
assigned for investigation, the Inspectorate
found that in 43% of those cases, no update was
recorded on PULSE in the preceding twelve
months and in most of those cases there were no
updates from the date that the report was first
created.

In 13% of the cases investigated, an update was
only recorded on PULSE after the request by the

Inspectorate for information on those cases.

Most of the updates that were recorded on
PULSE referred to suspects identified, arrested
or charged. A few updates recorded that
actions were taken, such as conducting door to
door enquiries or obtaining CCTV. There were
very few victim updates and very few entries
from crime scene examiners. Six out of the
seven divisions visited demonstrated similar
issues in not updating PULSE incidents, with
only one division having a high rate of PULSE
updates. Some of the cases not updated were
serious crimes such as a violent robbery, where
no information was recorded in the previous

twelve months.

Within these cases, the Inspectorate identified
crimes where the investigating garda was on
extended leave, including sick leave, or had
retired and their cases were not reallocated. In
one case, a garda retired and a new investigating
garda was appointed some eighteen months later

(after the Inspectorate’s request for these cases).

Before a garda transfers out of an area, leaves the
police service or in the case of a garda who are
absent on extended leave, it is good practice to
ensure that any crime investigations assigned

are reallocated to another member.

The paper system of recording crime investigation
in the Garda Siochdna is costly, relies heavily on
the investigating garda to provide updates on cases
and often results in paper files being misplaced. The
use of PULSE must be expanded to ensure those

who support a crime investigation, such as crime



scene examiners, juvenile liaison officers, and those
examining exhibits, directly record the results of

their contribution onto the PULSE report.

The Inspectorate believes that the Garda Siochédna,
in the short term, must greatly increase the
narrative space available on PULSE to ensure that
investigation details are recorded and in the long
term to develop a new system that provides for the

more detailed recording of a criminal investigation.

Recommendation 6.21

The Inspectorate recommends that the Garda
Siochdna ensures that all investigation
updates are recorded on PULSE e.g. CSE

examinations. (Short term).

Case Loads and Allocation of Crime for
Investigation

A garda’s crime investigation case load is effectively
the number of crimes that an individual garda is
currently responsible for that have not been closed.
There is a tipping point, where high case loads
begin to impact on the quality of investigations.
An experienced investigator is often more likely
to manage a higher workload than an untrained
and inexperienced garda. Allocations are also
influenced by decisions made by supervisors to
assign the most active and committed gardai to
ensure that crimes are investigated thoroughly. The
net result is an unfair allocation of crime and the
best gardai often end up with significantly higher
case loads.

Garda focus groups were asked how many cases
each member was currently investigating. During
the visits to the seven divisions, there was no
garda that could precisely answer this question.
One regular unit garda did say that they may
have upwards of 250 current investigations and a
detective garda estimated a case load as high as
3,000 crimes spanning over a number of years. In
Ireland, unsolved cases are often not closed and
once allocated to a garda, it remains with them
until a suspect is identified and the case is solved.
There comes a point where a high number of cases
is unmanageable and gardai admitted that after
about a month, they stop looking at the cases that

they are unlikely to solve without new information.
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During focus groups with supervisors, the
Inspectorate asked how many crimes were being
investigated by gardai reporting to them. Again
not one supervisor across seven divisions was
able to say how many crimes individual gardai
were investigating. A supervisor should know the
answer to this question. During visits to other police
services, the Inspectorate tested the same question
about case loads and without fail, both investigators
and supervisors were able to precisely state the
number of crimes they were investigating. In these
policing jurisdictions, case loads ranged from eight
to sixteen crimes for each investigator, depending
on the seriousness of the cases. The main difference
in the crimes that these officers were investigating
is the fact that a crime screening process had taken
place and they were investigating cases with a
higher probability of solution.

Proportionality with Crime Investigation

The current Garda Siochdna approach noted
during this inspection is to investigate all crimes to
the same level. An investigator assigned to a case
will be expected to fully investigate that crime,
regardless of the seriousness of the crime or the
chances of solving it. For example, gardai reported
to the Inspectorate that if they recorded a low level
incident, the district officer would expect a full
investigation and possibly a case file. Clearly, some
crimes are more serious than others and require
full investigations, but there are other less serious
crimes that do not always require the same level
of investigation. The Inspectorate believes that an
effective crime management system (as highlighted
in Part 5) would apply proportionality to criminal

investigations.

Timeliness of Investigations

With more serious criminal offences (indictable
offences') there are no time limits on commencing
a prosecution. Nevertheless, the Garda Siochana
policy is to initiate proceedings as soon as possible
after the commission of the offence and without
any avoidable delay in accordance with the

principle that justice delayed is justice denied. For

14 Some volume crimes are indictable offences. Summary
and indictable offences indicate the manner in which these
offences are tried or dealt with in the courts. A summary
offence is one which can only be dealt with by a judge sitting
without a jury (the District Court), while an indictable offence
is one which may be or must be tried before a judge and jury.



victims of crime, the speedy arrest and prosecution
of an offender often alleviates concerns that the

perpetrator is still at large.

With less serious offences (summary only)
proceedings must be taken within six months
after the date of the commission of an offence. Less
serious cases with time limits include offences such
as minor assaults and possession of a small amount
of cannabis. The important time in this process is
the date that the offence was committed and not the

date that the victim reports the offence.

During field visits, the Inspectorate established that
regardless of the seriousness of the crime, gardai
are normally given three months to complete an
investigation and this often stretches towards the

six month time limit for summary offences.

Arresting Suspects

In Ireland, there are many different laws in respect
of the arrest and detention of identified suspects
and although gardai may have reasonable grounds
to suspect that a person has committed an offence,
they are not always arrested immediately. In many
cases, the investigating garda will attempt to gather
all available evidence prior to speaking to a suspect
and then will decide whether to arrest a suspect(s)
or invite them to a garda station to be interviewed
under caution, but not detained in custody. In these
circumstances, case files are often prepared and
sent to the district officer. If the case is a serious
one, the file may well be forwarded to the DPP for a

decision on whether to prosecute or not.

In many of these cases, prosecutions may proceed
by summons, rather than by charging. Many gardai
said that they prefer this system, as they have more
time to prepare case files for court, but cases dealt
with by summons take a minimum of three months
longer to go to court. From examination of case
files and PULSE records, the Inspectorate is aware
that many less serious crime investigation cases go
right to the six month time limit and gardai are then
placing themselves and the courts under pressure
to commence proceedings before the case becomes
statute barred.
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In meetings with court personnel, the Inspectorate
noted concerns expressed at late applications (close
to the six month date) by gardai for summonses to be
issued. In one court visited, 20% of the summonses
issued are late submissions. Once the summons is
issued, a court date is set for at least three months
ahead. In many cases, by the time the first court
date is arranged, a case is already ten months old.
Where there is no time limit for proceedings, cases
can extend even further. Examples were provided
where assault and drug cases are taking up to
two years to get to court. With more serious cases,
there are even further delays and examples were
provided of cases that took three years to reach the
courts. The issue of summonses is further discussed
in Part 11.

Named Suspects on PULSE

Crime recording systems in other police services
usually have an application that provides the details
of any named suspects recorded in a crime report
who have not yet been arrested for that crime. This
is particularly useful information for supervisors
who can monitor investigations and ensure that
where suspects are identified that they are arrested
at the earliest opportunity. Clearly, suspects
may re-offend and it is important to ensure that
opportunities to arrest are taken, particularly if an
arrest may prevent another crime from occurring.
Unfortunately, there is no PULSE search facility
that provides this important piece of information.
During inspection visits, the Inspectorate did not
find any supervisor who was able to provide details
about how many people were shown on PULSE as a

suspect, who had not yet been arrested.

Not Recording a Named Suspect on PULSE

A practice brought to the attention of the
Inspectorate was the decision of some investigating
gardai not to record a known suspect’s details
on the PULSE record right away. In essence,
this information is not recorded in case another
member might arrest that person and take credit
for that detection. Senior gardai indicated to the
Inspectorate that they are aware of this issue. This
is a serious matter, particularly if an early arrest
could have prevented that suspect from committing
another offence. In contrast, in other police services,
it is viewed as helpful when an officer locates and

arrests a suspect that is wanted by another officer.



Timeliness of Prosecuting or

Progressing Cases

During visits to the seven divisions, the Inspectorate
discovered lapsed criminal cases where there was
an identified suspect for a crime, but the six month
time limit for proceedings had passed. These
cases are effectively lost. In two of the divisions
visited, a large number of drug possession cases
were identified where a person was found with
an illegal substance, but no proceedings were ever
commenced. This will be further explored in Part
11. In fact, these crimes are shown as detected, but
the suspect was never brought to court. Another
reason for lapsed cases takes place in circumstances
where there are both serious and minor offences
in connection with a particular individual. As the
more serious offences often take longer than six
months to fully investigate, the minor offences
have, by that time lapsed and they cannot be dealt
with. Most divisions visited do not have systems
in place to track such cases, particularly the less
serious ones. At present, the system relies heavily
on individual gardai ensuring that summonses are
issued or directions to charge are obtained before
the case becomes statute barred. The Inspectorate
is aware that this problem is not confined to these
two divisions and such cases occur across Ireland.
Failure to progress a prosecution may be a neglect

of duty issue.

Recommendation 6.22

The Inspectorate recommends that the Garda
Siochana conducts a national audit of lapsed
criminal cases and introduce a system to
ensure that investigations are progressed in a

timely manner. (Short term).

This is linked to a recommendation in Part 11,
with regard to lapsed cases that are recorded as
detected.

To achieve the above recommendation, the

following key actions need to be taken:
e Address the causes for lapsed cases;

e In the absence of an electronic case
management system, develop a filing and
tracking system to significantly reduce the
number of cases which are not progressed

in a timely manner.

Crime Investigation Report

Part 6: Investigating Crime

Child Interviews

Garda policy directs that only specialist
interviewers will take statements from child
victims of sexual abuse. The policy also directs
that specialist interviewers should interview adult
victims of sexual offences, but interviews with
children should take priority. The Garda Siochana
has trained specialist child interviewers who
conduct interviews in cases where a child or young
person may have been the victim or witness of

sexual or physical abuse or serious neglect.

During meetings with investigators, concerns
were raised in some divisions about time delays
in completing interviews. Gardai stated that it
can take up to six months before a child interview
is conducted. In divisions where the specialist
interviewers were dedicated to that role, the
interviews appeared to be conducted much sooner
than in places where the interviewers had to be
released from other posts. The transcription of
those tapes also adds to delays and responsibility
for this function appears to have fallen to the gardai.

Recommendation 6.23

The Inspectorate recommends that the
Garda Siochdna conducts a review of the
availability and deployment of child specialist
interviewers and with the HSE, to review the
process of creating interview transcripts.

(Medium term).

Computer Examination

The forensic analysis of a personal computer
or a lap top seized as an exhibit is taking an
unreasonable amount of time. Investigating
gardai at every district highlighted long delays,
ranging from two to four years for completion
of computer examination. The Computer Crime
Investigation Unit (CCIU) which analyses
computers is centrally based and part of National
Support Services (NSS). This unit is struggling to
deal with the volume of work and has a significant
backlog. A substantial part of this backlog relates
to the examination of computers seized from
those suspected of possessing indecent images
of children. The delays are impacting on the
progress of investigations and the management
of potentially high risk offenders. The Garda
Siochéna is aware of the risks arising from this
situation and is taking steps to reduce the delays

in examination.



The use of technology has resulted in an increase in
the amount of IT equipment seized. The CCIU has
received an increase in staffing levels, but the unit is
still struggling to clear the long back log. The CCIU
conducts a risk assessment for cases and prioritises
the more serious crimes. At present, there is a four
year back log and the unit is receiving more cases

each day.

The CCIU would like investigating gardai to
conduct a preliminary check (triage) at the point of
a search or before seizure, to assess if there is any
evidence to be retrieved. Time invested in deciding
on what evidence can be obtained would reduce
the amount of time that is later spent examining
equipment without evidence. The CCIU believe
that this would reduce workload by approximately
40%. At the time of finalising this report, the unit
is drafting an instruction to investigators. The
Inspectorate believes that there is an opportunity
to regionalise the unit to reduce the amount of
travelling required and also to develop closer links

with local investigators.

Other policing jurisdictions also face problems
with delays in computer analysis, but not to
the extent of the delays experienced in Ireland.
Solutions used in other services have included
taking computer analysts out on searches and
providing hand held technology that allows
cursory examinations to be conducted at the time of
a policing operation, in order to determine if there

is evidence on a computer or other device.

The Inspectorate believes that the back log needs
to be addressed and there appears to be a good
business case for examinations to be conducted on

a regional rather than a central basis.

Recommendation 6.24

The Inspectorate recommends that the Garda
Siochana conducts an urgent review of the
approach taken to computer examination and
significantly reduces the time taken to provide
evidence to investigators. This should include
the resources required to provide an effective
service and to explore options for creating
units in key geographic locations. (Short

term).
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Telephone Analysis

Detectives and  investigating gardai also
highlighted to the Inspectorate significant delays
in obtaining mobile phone subscriber information
and details of calls made by suspects using mobile
phones. Some of the mobile phone companies
are not providing a timely service to the gardai
and delays of nine to twelve months are not
unusual. These delays are severely impacting on
the timeliness of investigations. This is further
discussed in Part 8. The Inspectorate believes
that the Garda Siochdna should engage with
the telephone service providers to agree a more
effective and efficient way of obtaining this sort of

information.

Recommendation 6.25

The Inspectorate recommends that the
Department of Justice and Equality and the
Garda Siochana engage telephone service
providers to reduce the current delays in

providing call data. (Medium term).

Impact of Delays on Victims and Witnesses

The timeliness of an investigation is very
important to victims of crime and particularly in
cases involving violence and entries to peoples’
homes. A long delay in arresting suspects and
completing investigations is not good victim
service. Delays in getting cases to court also impact
on the availability of witnesses and victims and
long delays may make it more difficult for them
to provide clear and accurate accounts of what

happened in their case.

Impact of Delays on Suspected Offenders
Whilst a victim of crime is a key priority in any
crime investigation, there also needs to be
cognisance about the impact of a delayed
investigation on a suspected offender; particularly
on a person who may not have committed that
crime. Delays in completing crime investigations
can make it more difficult to locate transient
offenders and a delay also increases the risk of
that suspect re-offending. There is also the issue
of fairness to a person in terms of their right to a
fair trial. Article 6 of the European Convention on
Human Rights outlines the right to a fair trial and
also the right to a hearing within a reasonable time.
In Ireland, judges have dismissed court cases for
abuse of process due to excessive and avoidable
delays.



Part 9 of this Crime Investigation Report fully
discusses the findings of the volume crime cases
and the issues around timeliness and investigating
known suspects. It highlights a number of concerns
in respect of gathering evidence and dealing with

suspects.

The following are some of the key findings

contained in Part 9:

* Delays or failures to gather and view CCTV

evidence;

* Delays in obtaining victim and witness

statements;

* Some poor quality statements from victims

and witnesses taken by the gardai;

e Insomecases,action only taken following the

information request from the Inspectorate;

* Delays in dealing with known suspects.

Overall Timeliness

The issue of timeliness in crime investigation is
important in respect of speedy summary justice.
In Ireland, the process of crime investigation
is considerably slower than in other policing
jurisdictions visited, with less serious crime
investigations taking up to six months to
investigate and commence proceedings. With
more serious offences, this stretches to over a year.
This is particularly worrying in a case where there
is a named suspect at large who may well re-offend
during this period. Other policing services have a
starting point of making an early arrest and where
possible charge a person on the day that the crime
was first reported. In Ireland, the Inspectorate

found cases where there were unnecessary delays.

International Comparisons

Other policing jurisdictions generally operate
two systems for progressing crime investigations.
Where a suspect is identified, an arrest is usually
made at the earliest opportunity and a quick
decision is made whether to prosecute or not.
In cases where there is sufficient evidence to
prosecute, authority to charge can be obtained
immediately and the person can be charged whilst
still in police custody. This effectively brings an
investigation to a quick conclusion and all case

papers are completed at that time.
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Where a crime is committed without an identified
suspect, investigating officers are usually given
between two and four weeks (depending on
the complexity of the crime) to complete their
investigations. In these policing jurisdictions,
summonses are used far less in criminal cases
and more for traffic matters or for offences where
a power of arrest is conditional. It is clear to the
Inspectorate that other policing jurisdictions
make far quicker decisions about the outcome of a

criminal investigation.

The Greater Manchester Police (GMP) conducted an
informative piece of analysis of the time actually
taken to bring a case to conclusion and the actual
time it takes to complete an investigation. They
found that investigations were taking fifty-five
days, but the actual investigation time involved
was only 4.5 hours. As a result, they have changed
the approach to crime investigation, moving
investigations from first responders to dedicated
neighbourhood teams, who now conduct the
investigations. The change in crime investigation
practices has reduced the time to conclude a case
by 50%.

Combined with other recommendations in this
report, the Inspectorate believes that the majority of
crime investigations should be concluded within a

maximum of twenty-eight days.

Recommendation 6.26

The Inspectorate recommends that the
Garda Siochdna reduces the time scales for
crime investigation from three months to a
maximum of twenty-eight days. (Medium

term).

To achieve the above recommendation, the

following key actions need to be taken:

® Record all suspected offenders’ details on
PULSE;

e Develop a search facility on PULSE to

identify named suspects not yet arrested;

e Take witness and victim statements at the
time of dealing with a crime where there is a

likelihood that a suspect will be arrested;
¢ Re-allocate crime investigations for any

garda who is transferring, retiring or is on

extended absence from work.



6.16 Other Investigative
Opportunities
CCTYV Database

The use of CCTV in criminal investigations has
become prominent in terms of gathering and
viewing CCTV footage to see if the crime was
captured or the suspect entering or leaving the
vicinity. In serious crimes, CCTV is often the first

focus of an investigation team.

At present there is no national CCTV database that
contains the details of all CCTV systems (public
and private) that are in operation. Other police
services have developed a database of all systems
and whilst the initial identification and recording
of systems was time consuming, it provides full
details of where systems are and what areas they
cover. The Inspectorate believes that it would be
a good initiative to develop and maintain a garda
national CCTV database to assist investigators in
crime investigation. It may be possible to link with
CCTV location information gathered by the Private
Security Authority.

Recommendation 6.27

The Inspectorate recommends that the Garda
Siochana develops a national CCTV database
that contains details of all systems that are

operating. (Long term).

Use of Automatic Number Plate Recognition
Automatic Number Plate Recognition (ANPR)
provides technology that scans vehicle number
plates, checks these against vehicle and police
databases and identifies vehicles of interest. Other
police services use this information to prevent and
detect crime. In Ireland, 112 garda vehicles are
equipped with mobile technology and there are
limited ANPR systems on static cameras. Between
1st January and 30th September 2012, mobile ANPR
read 8,484,112 number plates and this activated
592,864 matches to vehicles on the ANPR system.
The majority of activations were for uninsured
or untaxed vehicles. In most cases, systems fitted
to police cars allow checks to be made on the car
directly in front and directly behind the garda
equipped vehicle.
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Most UK police services have the same mobile
technology, but are moving more towards static
ANPR systems and linking them into existing
camera systems, such as those operated by local
authorities. The advantages to this are significant in
terms of the volume of vehicle checks processed at
any one time and one camera can effectively cover
many motorway lanes. With these systems, police
services need to be able to react to activations and
often assign police vehicles to key locations to stop
vehicles of interest. In serious crime investigations,
the static ANPR systems have proved beneficial in
tracking the movements of vehicles before and after
crimes were committed. The Inspectorate believes
that the Garda Siochdna should with its partner
agencies explore the options to develop ANPR on

existing camera networks.

Recommendation 6.28

The Inspectorate recommends that the Garda
Siochana should, with its partner agencies,
explore the option of developing Automatic
Number Plate Recognition system (ANPR) on

existing camera networks. (Long term).

Case Files and Investigation Files

As previously highlighted, PULSE is not a crime
investigation system and following the creation
of an incident on PULSE, there is often very little
added to the record. In practice, the record of
an investigation reverts to paper based systems.
Such paper work is often referred to as a case file.
‘Case file’ is a loose term and often a case file only
consists of a copy of the PULSE record or a victim’s
statement of complaint. In cases where directions
for prosecution are sought from a district officer
or the DPP, the file is usually referred to as an
‘investigation file’ and these paper files generally

contain far more information.

The numbers of case files created for crime
investigations varied greatly across the seven
divisions visited, depending on the type of crime
that was committed and where that crime took
place. Generally, the Inspectorate found that in
more rural districts the local superintendent had a
much higher expectation that a case file would be
created for all incidents. In some of the more urban
districts, superintendents would still like a case

file for most crimes, but accept that in reality this



is not always going to happen. In one of the urban
districts visited, an audit of 300 burglary offences

produced only fifty case files.

Most garda districts use a variety of paper pro
formas for monitoring crime investigations and the
investigating garda uses the pro forma to record the
actions they have taken, e.g. obtaining and viewing
CCTV. With paper based case files, it is difficult
to supervise the progress of a case without access
to the investigating garda or to the case file. If the
garda is off-duty on leave or on other absence such
as sick leave, the file is often unavailable and no one
else will be able to say what is happening with that
crime. If a victim wants an update on their crime,

only the investigating garda can provide it.

Many national units do not routinely investigate
crime and often a PULSE record is only created
once an arrest is made. National units do not
usually create a case file, but will create a ‘Jobs
Book’ for serious cases and an investigation file
for less serious cases that need to go to the DPP for

directions.

There is no national standard operating practice
for when a case file should be created and what it
will look like. All seven divisions visited operated
different processes and pro formas and within
some divisions, districts were found to be operating

different case file systems.

Examples include:

* One division uses a case management form,
but it is only used for more serious cases

such as robbery;

* Some divisions expect case files for certain
crime types such as burglary, but in reality

this is not always happening;

e Some divisions expect case files for all

crimes and all incidents;

* One division has a stand alone software
package that monitored the progression of
cases that were nearing the six month statute

limit.

The Garda Siochédna is in the process of designing
a case file that will provide a national standard

file that all units will use. In the absence of
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an electronic case management system, the
Inspectorate believes a standard national case file
protocol would ensure consistency in application
and approach across all divisions and specialist

units.

Recommendation 6.29

The Inspectorate recommends that the Garda
Siochdna implements a standard national case
file. (Short term).

Case File Requests

The Inspectorate made two separate requests to the
Garda Siochana for case files in order to assess the
quality of this work. Firstly, the Inspectorate asked
for thirteen case files for a variety of different crime
types that resulted in a successful prosecution. The
files received were cases where a suspect had been
identified and had proceeded through the courts
with successful outcomes. The files received were
very comprehensive and completed to an excellent

standard.

Following that request, the Inspectorate made
a second application for a much larger number
of case files that were randomly selected by the
Inspectorate. In general, unless the case was going
to court, the quality of the case files was of a much
lower standard. Analysis of the second set of case
files is highlighted in this Part in the Volume Crime

Case Review section.

Other Policing Jurisdictions

Most other policing jurisdictions do not operate a
similar system of case files unless a case is likely to
go to court, at which stage case papers are prepared
for a prospective court case. In all cases, details of
investigations are recorded directly onto their crime
recording systems and the only other documents
created might be exhibits or a victim or witness
statement. Files are not generally completed for

cases that are likely to remain unsolved.

In the Garda Siochana there is a clear difference
in the quality of a case file for a routine criminal
investigation and a file that is submitted to a district
officer or the DPP for directions on charging. The
files going to the district officer for directions



generally followed a similar and structured format.
These files had the appearance of a prosecution file

and were completed to a much better standard.

Case File Locations, Storage and Movements
During field visits, gardai were asked where case
files are kept and the consistent response was
“everywhere”. The majority of gardai stated that
files are kept in their lockers. In extreme cases,
locations for keeping files included members taking
them home. The retention of files by individual
gardai removes the ability of supervisors to check
the progression of cases and if officers are away
from work for extended periods, then files are
not readily available. The Inspectorate found one
district that retained all case files in a cabinet in
the Public Office, so that they were available for
supervision and for enquiries made by victims of

those crimes.

There are often several copies of case files.
Producing numerous copies is costly both in terms
of personnel time and wasted resources, such as
paper and photocopying. It is also producing a
significant problem in terms of storage and the
secure management of case files, all of which
contain personal and sensitive information. Each
fieldwork visit included a tour of the relevant
storage areas for case files and in many cases, stores
were generally full to overflowing with files and the

ability to retrieve files was not always adequate.

Across the divisions visited, the Inspectorate found
a large variation in the time taken for a file to travel
from one person to another and to be returned. For
example, a garda investigating a case may need to
seek directions from a district officer about whether
to charge a person for an offence. In most cases, this
file will travel from the investigating garda to a
sergeant or an inspector before it goes to the district
officer. The Inspectorate was informed that there
are large variations in the time it takes for files to
be returned with decisions. Examples included two
days to several months, and it appeared to be wholly
dependent on the individual that received the file.
Where a file was sent to the DPP, there was similar
feedback about cases that were returned in two
weeks, to a national unit case that took two years to
obtain a response setting out directions and advice

concerning a prosecution. A national unit also gave
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an example of an internal garda investigation that
was completed in three weeks, but it took twelve

months to obtain directions.

Cases in district courts outside of the DMR are
currently prosecuted by superintendents and
inspectors. More serious cases are dealt with at
circuit courts and these cases are prosecuted by state
solicitors on behalf of the DPP. During field visits
the Inspectorate met with several state solicitors
who are prosecuting cases in those divisions. In
general, they have a good relationship with district
officers. With regard to crime investigations and
case files the following points were raised:

e Files are often sent that are incomplete and
require additional statements. In some cases
the missing statements are required from
the district officer that sent the file;

e Files with no likelihood of a prosecution are

submitted;
® The quality of case files varies greatly;

e Case files can take a long time to reach the
state solicitor and some statute time limited
cases are arriving with only a few weeks
to go before the six months prosecution

deadline.

With regard to submitting files to the DPP, the Garda
Siochana has a duty to submit all files relating
to certain offences, such as sexual assaults. In
addition, the Inspectorate was informed that in
national units, many cases are submitted to the
DPP, even where there is insufficient evidence
to proceed with a court case. This involves the
completion of a full file to the DPP in a case where
the facts of the case indicate that a prosecution will
not take place, including production of up to three
additional copies of the case file. In a complex case,
this is a significant undertaking and an unnecessary

cost.

In other policing jurisdictions, investigators of
all crime types (serious and volume) have formal
processes to access pre-charge advice on a case. This
allows an investigator and a prosecutor to discuss
the merits of a case and identify any additional
investigation leads that need to be taken. This has
two distinct benefits. Firstly, fewer cases are sent to

prosecutors where there is insufficient evidence to



proceed and secondly, fewer cases are returned for
additional enquiries. The Inspectorate supports the
concept of obtaining pre-charge advice and believes
that it should be available to all investigators.

The manual photocopying of case and investigation
files was a common topic across all seven divisions
visited. A file may be copied on several occasions

and examples include:

* A district administration unit may retain a
copy;
* A divisional administration unit may retain

a copy;

e The investigating gardai often keeps a spare
copy of the file in case it gets lost when the
original is sent to a supervisor or the DPP;

and

e Copies are prepared for submission to the
DPP: three copies are made for summary

cases and four for indictable cases.

There is a significant time and cost implication
for this. The Inspectorate is not aware of any
analysis conducted by the Garda Siochana to cost
the process of copying case files, but it is likely
to be a significant issue and one where there are
clear opportunities to save time and resources.
Other policing jurisdictions have moved to the
production of one file to avoid unnecessary costs
or have encouraged prosecutors to accept files
electronically. With electronic file systems, cases
can move much quicker and progress can be easily

tracked and monitored.
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Volume Crime Case Reviews
Case Files and Investigation Files

Case Files

Of the ninety cases investigated, the divisions
indicated that fifty-two (58%) had associated
papers and, where possible, those papers were
supplied to the Inspectorate. In some instances,
divisions were unable to locate case files. The
creation of case files varied greatly between
divisions, with the highest completion rate of 85%

of cases with a file to the lowest at 27%.

The quality of case files was generally of a low
standard and usually consisted of a victim’s
statement, a copy of a PULSE record and in some
cases an investigation pro forma. The Inspectorate
did not see any added value in the paper file above
the PULSE record.

Investigation/Prosecution Files

Of the fifty-two cases with associated files, twenty-
three had more comprehensive case files that were
sent to the district officer or the DPP. These were
completed to a much higher standard than the
other twenty-nine case files. Of the twenty-three
files, two were completed to an excellent standard,
one in connection with a serious aggravated
burglary completed by a detective and the other by
a uniformed garda investigating a linked series of
burglaries. Of the other twenty-one files, nineteen
were completed to an acceptable standard and two

were very short on information and content.

File Supervision

On checking the files, the Inspectorate found
limited evidence of supervision by sergeants and
inspectors before a file was sent to a district officer.
For example, there were no notes on files showing
that investigating garda were tasked to complete
certain actions. There were also basic errors in
cases, such as the wrong date for crimes recorded
on witness statements or garda statements where
the date of the statement was not shown. Case files
also included victim and witness statements that
clearly showed that a more serious crime took
place than the crime that was recorded on PULSE.
In one particular case, every mention of the crime
in the case file refers to an assault with harm and

yet the crime was classified as a minor assault.



Victim and Witness Statements

The quality of victim and witness statements
varied greatly from well completed and detailed
statements, to very short statements that were
missing basic details, such as how the crime
happened and good descriptions of suspects.
In a case of assault with harm, the victim’s
statement was only eleven lines long and the
associated witness statements were equally
short. The taking of a witness statement is a core
function for any police officer and it is critical to
obtain best evidence to support a potential court
case. The issue of gardai taking poor witness
statements was raised during this inspection by
training staff at the Garda College and by senior

gardai in divisions.

Outstanding Actions from the
Inspectorate’s Request for Case Files
There were significant delays in providing the
requested case files from all divisions and at
the time of completing this report, there are
still some cases that are awaiting satisfactory
responses. In one individual case, it took
eleven months to respond to the request for

information.

Following the supply of case files and
information on cases, the Inspectorate sent a
list of follow up questions in response to the
paper work supplied. Again, there were delays
in receiving this additional information and at
the time of completing this report, there are still

five outstanding actions.

The inability to respond in a timely manner
to what in most police organisations would
be a simple request for files highlights the
deficiencies identified by the Inspectorate in

crime case file management.

Case Management

There is no electronic or national standardised
system for case management in the Garda Siochéna.
All divisions and national units visited operate
different systems for monitoring cases. Six out of
the seven divisions visited operate a paper based
case management system. The decision to create

a case file is often made at district accountability
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meetings and cases are logged in registers. At these
meetings the Inspectorate found that not all crimes
are monitored in respect of case progression and
the focus tends to be on the more serious crimes
that have taken place. This approach results in an
absence of oversight for the cases that are deemed

less serious.

Some districts send a paper reminder to gardai
requesting updates on crimes and investigating
members complained that they are regularly asked
for the same update for an action that is complete.
If this was all recorded on PULSE, then it would
remove the need for such paper updates to be
generated. Often the reminders are sent to establish
if the garda has conducted routine enquiries, such
as house to house enquiries. This is all relevant
information that should be recorded directly onto
PULSE and should not result in a garda having
to spend time writing paper reports to update

managers.

Good Practice

One division secured funding for a piece of
software that operates on PULSE and uses
a traffic light system to flag up cases that
are moving towards the six month limit for
prosecutions. The use of this system appeared
to be a better way of ensuring supervision
of cases as sergeants did not want to receive
a message highlighting that one of their
members’ cases was flagged as red.

Other policing jurisdictions have moved towards
electronic systems for case file management.
West Yorkshire, Denmark and the PSNI use the
same record management system that tracks case
progression. Demonstrations of this system showed
that supervisors can track individual cases and case
loads of individual officers. It also allows for the
scanning of all documents, such as statements and
the direct transfer of a case from the police to the

prosecutor.



Two changes would significantly improve case file

management:

1. A national standard that is consistent across
the Garda Siochédna; and

2. A move away from paper files and paper
based management systems to electronic IT

solutions.

The Garda Siochdna must have a computerised
case investigation and case management system
that ensures that investigations are completed
diligently and expeditiously. In the interim, the
Inspectorate believes that an enormous amount of
time and money could be saved by using PULSE
to the full extent of its capacity.

Recommendation 6.30

The Inspectorate recommends that the Garda
Siochana develops a national electronic case

file management system. (Long term).

In the absence of an electronic case file
management system, the following actions

need to be taken:

* Reduce the number of unnecessary case files

that are created;

e Keep original or primary case files in a
secure place and ensure that access is tracked
and that they are available if required for
investigative purposes;

¢ Ensure that case files are not taken outside of
a garda station without the permission of a

supervisor;

e Develop an electronic process for passing
cases files from one unit to another and

particularly to the DPP.

Supervision of Crime Investigation

Consistent and robust front-line supervision is
necessary to ensure effective crime investigation.
During the course of inspection visits, the
Inspectorate met many committed and professional
supervisors at both sergeant and inspector
ranks. A common concern raised by these ranks
was the amount of time available to supervise
their teams, particularly in relation to crime
investigation. Supervisors regularly complained

about administrative processes assigned to them

Crime Investigation Report

Part 6: Investigating Crime

that restrict the time available for supervision
and patrol. In order to ensure a high standard of
investigation and a good service to victims of crime,

there must be a presence of effective supervision.

The Inspectorate noted an absence of effective
supervision at all stages of crime investigation.
Supervision at a local level should be timely and
appropriate to the case being investigated. There
should be clear guidance to all supervisors about
their role in supervising crime investigations
and the standards of investigation expected. As
individual district officers are responsible for crime
investigations in their own area, the Inspectorate
also discovered that within the same division there

are variances in the way that districts operate.

Supervisors should ensure the timeliness of
investigations and make sure that steps are
taken to arrest offenders as soon as possible
and particularly in cases of prolific or high risk
suspects. There also needs to be better supervision
of more minor crimes, ensuring that these are
investigated not only efficiently but effectively.
During the sampling of PULSE incident records,
the Inspectorate noted one division using the
review facility on PULSE to task investigating
gardai with actions. In other policing jurisdictions
this is common practice and supervisors send
messages to officers on crime investigation systems,
instructing them to take certain action. On PULSE
there was a general absence of recorded entries
showing supervisors had checked the progress of
investigations. The role of supervisors should also
include checking that all appropriate support has
been given to a victim of crime. This is especially
relevant for those who are vulnerable in some way,
such as the elderly, those with disabilities or victims
of sexual assault. Good supervision will also
identify gardai with good investigation skills and
those with development needs. The Inspectorate
was informed by the Garda Siochana that they have
recently developed a PULSE tab for supervisors to

monitor investigations.

With reducing availability of sergeants and inspectors
on front-line duties across the five units, many are
often left without a dedicated supervisor or may be
working without a supervisor on duty at that time.

In these cases, front-line supervisors need to operate



across portfolios and teams and not just supervise
the officers that work directly to them. In order to
improve the standards of investigation, supervisors
must be intrusive and need to be supported by

senior gardai when they tackle poor performance.

Good supervision does not always come with a cost.
Supervision is about not making assumptions about
what may have happened, but checking what you
are told and making sure that gardai do what they
were asked to do. It is clear from discussions with
gardai, that they are more likely to carry through a
task when they know that a supervisor will check to
see that it was completed. Clearly, fully functioning
CAD, crime investigation and case management
systems would enhance the supervision of crime
investigation, from dealing with the initial incident
through to preparing a case file for a prosecution.
However, in the absence of these systems, the Garda
Siochéna can still improve the supervision of crime
investigation, if the recommendations in this report

are implemented.

Following the Inspectorate’s visits to divisions
and after access to PULSE was provided to the
Inspectorate, the Garda Siochana published two
new HQ Directives, addressing many of the areas
of concern identified by the Inspectorate during
this inspection. These directives articulate the
responsibilities of sergeants, GISC and district
officers in respect of reviewing PULSE incidents
and directing that they are completed to the
highest standard. The Inspectorate welcomes the
contents of the directives, but the Garda Siochéana
must ensure that the instructions are turned into
daily practice. To record supervisory activity, the
Inspectorate believes that a PULSE record should
have a supervision tab to be completed for all crime

investigations.

Recommendation 6.31

The Inspectorate recommends that the Garda
Siochana implements systems to improve the
quality of supervision of crime investigation,
including the development of a tab on PULSE
to record all supervision of an investigation.
(Short term).
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Bringing an Investigation to a Conclusion

The Garda Siochana does not have a policy for
closing a crime investigation. In most garda
divisions, a case is never formally closed. As
mentioned previously in this part, the non-closure
of investigations results in gardai attempting to
manage enormous numbers of crimes, some of
which are patently unsolvable. This problem is
exacerbated by the approach that all crimes remain
‘open’ until such time as an offender is identified.
In interviews with both senior officers and rank
and file gardai, there was a general view that crime

investigations are never closed.

There comes a time in a crime investigation, where
it is obvious that a case cannot be progressed
any further. Often this can be after the primary
investigation by a garda. If this part of the
investigation is completed to a good standard,
then a decision can be made at that point if
further investigation will take place. For other
investigations, that decision might come after a
secondary investigation is completed, which should
be within a few weeks of the crime taking place.
Clearly this approach is targeted at less serious
crimes and particularly those volume crimes that
are the focus of this report. From dip sampling
PULSE incidents between April and June 2012,
the Inspectorate found that many crimes without
any obvious lines of enquiry are still technically
under investigation. From checking PULSE and
case files, it is clear that in many cases, no further

investigation ever takes place.

A closed case can always be re-opened if further
information or evidence becomes available. The
process of closing a case is to remove it from a
garda’s case load. This simple process would allow
the investigating garda to concentrate on solvable
cases, where there are leads that need to be followed
up. It is also easier for supervisors to allocate new
investigations based on a current case load, rather
than on a historical one. Supervisors will find it more
straightforward to check the progress of twenty
cases, rather than 200 or in extreme cases 2,000.

For victims of crime, the conclusion of an
investigation can also be a form of closure for them.
Often victims appreciate that an investigation can

only go so far and unnecessarily prolonging an



investigation has no obvious benefits to a victim.
With some low level property crimes, a victim may
only be reporting a crime for insurance purposes
and are realistic about what action can be taken.
All crimes are always investigated at the outset, but
decisions need to be made about how much further
investigation should take place. The Inspectorate
did find two district stations where superintendents
are making the decision to close investigations.
For example, a case is closed in one district after
six months, if there are no further leads and in the
other district, cases are closed after twelve months.
Whilst the Inspectorate welcomes the approach,
there is no crime screening to determine if the cases
are actually solvable in the first place and even the
timescales for closure are still far too long. There is
also an issue in respect of a crime where a person
is named as a possible suspect. Continuing an
investigation that will never result in a prosecution,
leaves a person listed as a suspect in a difficult and
unnecessary position; particularly when they may
not have committed the alleged crime. Bringing
a case to a conclusion should be accompanied by
supplying information to a suspected offender that
the case is now closed, but may be re-opened if

further evidence comes to light.

Effective supervision and professional judgement
should be applied by supervisors to bring
investigations to a conclusion at a reasonable
point. The victims and witnesses to crimes should
be provided with an update on the outcome of
the investigation at that time and provided with
reassurance that the investigation of their case will
be resumed, if further evidence comes to light. All
other police services visited have a formal process
for closing cases at particular intervals in crime
investigations and the Inspectorate believes that the
Garda Siochana needs to introduce a process that

brings a crime investigation to a conclusion.

Recommendation 6.32

The Inspectorate recommends that the Garda
Siochdna introduces a national policy and
procedure for bringing an investigation to a

conclusion. (Short term).

To achieve the above recommendation, the

following key action needs to be taken:

* Ensure that the process includes formal

updates to victims, witnesses and suspects.
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6.17 Crime Investigation —
Developing New Ways to
Investigate Crime

Telephone Investigation

Unlike other policing jurisdictions, the Garda
Siochana does not conduct telephone recording or
telephone investigation of crime. There are strict
criteria for deciding the types of offences that
are recorded in this way and it would clearly not
include crimes where the victim is vulnerable or
where there are opportunities to arrest an offender.
Offences that can be recorded in this way include
criminal damage, theft or vehicle crime offences.
Offences such as some burglary, domestic violence

and robbery are usually excluded from this process.

In Hertfordshire, crimes are recorded by telephone
by trained civilian police staff in a centralised
contact centre. A further dedicated team of
predominantly police staff undertake the telephone
investigation of these crimes. The agreement of
the victim to telephone investigation is obtained
in all cases and, if necessary, an officer is sent
to see a victim. Telephone reporting of crime in
Hertfordshire is available 24/7 and the telephone
investigation team operate from 0800-2100, seven
days a week. In other services, brief details are
taken from a victim and the telephone investigation
units contact the victim to record and investigate
the crime over the telephone. In these units, there
is usually a mix of police officers and police staff.
Such units would provide an excellent opportunity
for utilising gardai who are on restricted duties and

are unable to work outside of a garda station.

West Yorkshire Police use telephone investigation
units that manage a large proportion of low level
offences. If a suspect is identified, the case is sent
to an officer to carry out a full investigation. The
Metropolitan Police Service investigates 12% of
their crime in this way. In many cases, telephone
reporting may suit a victim of crime as they do not
have to wait for an officer to call to their house. In
remote areas, it can remove the need for an officer
to travel great distances to take a report of minor
crime. Once a crime is investigated on the telephone
it may be closed pending any further information

becoming available.



The Garda Siochana still provide face-to-face
contact, but it is becoming increasingly more
difficult to do this and there is a need to consider
other ways of dealing with crime victims. A different
approach may provide a better and more flexible
service to victims of crime that wish to report their
crimes in this way. The 24/7 Garda Information
Services Centre (GISC) could be utilised to perform
a telephone reporting and investigation system.
Applying this process to Ireland at a low level of
between 5% and 10% of all crime could create an
opportunity to deal with between 12,000 and 24,000

crimes a year in a different way.

On-line Reporting of Crime
Good Practice

The Garda Siochana’s on-line pilot that allows
victims to report a crime on the internet is a
good example of how police services can be
delivered in a different way. In considering a
more efficient use of current garda resources,
it is clear that there is a case for increasing
the use of on-line reporting. This offers the
public an effective way of reporting crime
at a time convenient to them and it reduces
demand on front-line services. Currently, the
Garda Siochdna offers this facility for those
who are victims of theft, where the monetary
value does not exceed €500. This system is
only recording approximately thirty crimes
per month, but Denver records 6% of the total
crime via the internet. The current on-line
process operated by the Garda Siochana is
easier for the victim to initially report a crime,
but once received it generates a number of
activities that do not save any garda time. For
example, a garda has to call on the victim to
verify that a crime has taken place and then it
is allocated for investigation. The Inspectorate
believes that on-line reporting of crime should
be extended to include other less serious
crimes, but the process should be streamlined.
Crimes without any investigative leads could
be dealt with by telephone investigation units.
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Hampshire Police Service operates an initiative
which allows businesses to report crime on-line.
This application is designed to tackle low level
crime in shops, licensed premises, hotels and
other businesses. It enables businesses not only
to report crimes on-line, but also to upload CCTV
or photographs of offenders, complete witness
statements and even arrange to have customers’
credit cards cancelled if necessary. Participants
of the system can share images of suspects with
other businesses to prevent further crimes. A
smart phone application allows the public to view
images of individuals that the police would like to
identify. When a member of the public recognises a
‘subject of interest” they can respond confidentially
or openly to their local police. Eight further UK
police services, including Northamptonshire,
Humberside and Cheshire, are now using this

facility.

Recommendation 6.33

The Inspectorate recommends that the Garda
Siochdna develops new systems for recording

and investigating crime. (Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

* Develop telephone reporting and telephone

investigation of crime;

¢ Further develop opportunities for extending
on-line reporting of crime and reduce the

bureaucracy of the current process.

Crime Investigation Units

During this inspection, the Inspectorate visited
or made contact with a number of other police
services to examine how they manage the

investigation of crime.

The following table contains details of particular
crime types and the various units that conduct

investigations.
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Crime Type Investigation Unit

Murder
Volume crime

Denmark

Burglary

Denver Murder, Robbery, Sexual Crimes, Missing

and Exploited Persons, Domestic Violence
and Fraud

Murder
Rape

PSNI

Serious crime
Domestic Abuse
Child Abuse

Volume Crime

Scotland Murder and murder case reviews

Robbery and serious assaults
Rape
Domestic Violence

South Wales Murder, Kidnap and Extortion

Other serious crime such as sexual assault,
burglary and robbery

Volume crime

West Yorkshire Murder

Serious crime - a total of 11 offences
including; commercial robbery, burglary,
vehicle crime by prolific offender, serious
assaults, fraud and arson

Serious sexual assault

Volume Crime - A total of 16 offences
including: robbery, burglary, theft, less
serious assaults, DV, non-complex sexual
assaults

Race and hate crime, criminal damage, car
crime, assaults in schools and anti social
behaviour

In these police services, the equivalent of regular
units play a vital role in attending crime scenes
and completing the primary investigation, but the
next part of the investigation process is passed to
dedicated units, releasing regular units to focus on
other policing activities. Creating the right balance
of numbers between investigation units and regular
units is crucial to the whole crime investigation

process.
The advantages of using dedicated units include:

e C(Clarity about who investigates particular

crime types;

* More serious or complex crimes are

investigated by detectives;

National investigation units

Solvable cases go to investigation units with a mix of
detectives and uniformed officers

Dedicated detective units
Dedicated detective units

Murder Investigations Teams
Regionally based Rape Crime Units
Detective units

Dedicated DV units

Child Abuse Investigation Teams

Regular units conduct the primary investigation and
Neighbourhood Policing Teams conduct the secondary
investigation

Specialist crimes units based in three regional centres.
Domestic related murders may be dealt with by divisional
detective units

Detective units
Divisional rape investigation units
Divisional DV Abuse Teams

Major incident investigation teams deal with all murders.
There is a separate murder review team that is fully
civilianised

Divisional detective units

Regular units investigate most volume crimes, but any

prisoners are handed over to Divisional Hub Teams. Hub
teams manage 83% of prisoners, including all DV prisoners

Homicide investigation teams

Detective Units

Rape investigation unit
Crime Management Units/Evaluation Units

Neighbourhood teams

e In most cases the burden of secondary
investigation is removed from the uniformed

officers that recorded the initial crime;

® Victims can contact an investigation unit for
an update, rather than trying to contact an

individual investigating officer.

It is that dedicated

investigation units have sufficient numbers of staff

important to ensure
with the right skills. Many police services have
investigation units with a mix of detectives, trainee
detectives and police staff assistant investigators.
Assistant investigators are now used in many
police services, such as the PSNI and Surrey where
they are used for all functions except the arrest of

suspects.



Model for Crime in Ireland

Earlier in this Part, the Inspectorate recommended
that murder and other serious crime should be
investigated by dedicated units. This will release
divisional units from the investigation of murder

and other similar offences.

Serious and Volume Crime Divisional
Investigation Units

The Inspectorate believes that with the creation of
a new divisional model, the Garda Siochdna must
ensure that detective resources are fully utilised in
the investigation of both serious (non-homicides)

and volume crime.

In other policing jurisdictions, only detectives
investigate rape and other sexual offences.
With volume crimes, many police services use
dedicated units with detectives and non-detectives
to investigate crimes such as assaults, burglary,
domestic violence, robbery, and vehicle crime. The
Inspectorate believes that detectives should also be

fully utilised to investigate these types of offences.

The Inspectorate believes that the Garda Siochana
must develop a model of dedicated investigation
teams that deal with all serious crimes and
a significant percentage of volume crime
investigations. Regular units need to be released
from the routine investigation of volume crime
to allow them to respond to emergency calls, to
conduct high quality investigations at crime scenes
and then hand over secondary investigations to

dedicated units.

Recommendation 6.34

The Inspectorate recommends that the Garda
Siochana creates divisional investigation
units to investigate designated volume crimes.

(Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

® Release regular units from investigating
high volumes of crime;
* Create volume crime investigation units that

utilise detective resources;

e Publish clear protocols about the type of

crimes units will investigate.
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Recommendation 6.35

The Inspectorate recommends that the Garda
Siochdna provides clarity about the crime
investigation role of divisional specialist
units, such as drugs and other tasking units,
traffic units and community policing units.

(Medium term).

To achieve the above recommendation, the

following key actions need to be taken:

e Publish clear protocols about the type of

crimes specialist units will investigate.

Draft Model

The following table is a draft model of how units
could be configured into the investigation of crime.
Any model will need to take into account the needs

of both rural and urban divisions.

With any model, there needs to be clarity and
written protocols about which units investigate

certain crimes.

Crime Management
As outlined in Part 5, the Inspectorate believes that
there should be a crime management process for

allocating crimes based on agreed protocols.
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Examples include

Serious Crime
including other
Designated Offences

Other National
Units Criminal
Investigation

Serious Crime
excluding Murder
and Other
Designated Offences

Volume Crime

Crime Prevention
Quality of Life
Crimes

Roads Policing

Murder
Kidnapping

Offences Against the State
Other Designated Crimes

Murder Review

Examples include

Internal Garda Investigation
Serious Organised Crime

Armed Robbery

Serious Firearms Offences

Serious Drug Offences
Human Trafficking
Cybercrime

Criminal Finance

Intellectual Property Crime

Environmental Crime

The role and investigative functions of other national
units will be part of the Haddington Road Review.

Examples include

Serious Assaults

Serious Sexual Assaults

Aggravated Burglary

Criminal Damage (by fire)

Examples include

Assaults

Burglary
Domestic Violence
Robbery

Vehicle Crime

Examples include

.

Public Order

Anti Social Behaviour
Drugs

Traffic Enforcement
Race Crime

Criminal Damage (not by fire)

Theft

Regionalised Investigation Units

Internal Affairs
Serious Organised Crime Unit

Divisional Detective Units

Divisional Investigation Units

Regular Units

Traffic

Community Policing

Drugs Units and Taskforces

Case Progression Units (to deal with any
prisoners for these crimes)
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7.1 INTRODUCTION

The way a victim or a witness is dealt with following an incident of crime
is an important aspect of any crime investigation. All victims should have
a reasonable expectation that their crime will be accurately recorded and
that there will be an appropriate level of investigation. Victims will also
have a reasonable expectation to receive regular updates about significant
developments in their case, such as the arrest or prosecution of an offender.

In order to gain a better understanding of the experience of victims, the
Inspectorate conducted telephone and face-to-face interviews with a cross-
section of victims of crime. The Inspectorate also contacted a number of victim
support agencies and organisations, and attended the 2013 Garda National
Crime Victims Forum.

There are two very important contact stages for victims of crime with the
gardai, which are closely related to the recording and subsequent investigation
of crime. These are the initial contact that a garda has with a victim of crime
and the subsequent follow-up contacts while a crime is under investigation.
Keeping a victim up to date with an investigation is a challenge faced by most
police services.

Victims experiences have already featured in several parts of this report and
in Part 6 in particular; the report explored the service currently provided by
the Garda Siochana to victims of rape and domestic violence.

72 VlCtlmS Charter e Respond quickly to calls and investigate

o ) ) complaints;
The Victims Charter is a document issued by

the Victim’s of Crime Office on behalf of the

Department of Justice and Equality, as a guide

* Provide contact details of the investigating

gardai and the PULSE crime reference

for users of the criminal justice system. The latest number;

version of the charter was published in June 2010 * EBxplain what will happen during the
and sets out victim rights and entitlements to the investigation and update victims on the
services provided by the various state agencies and investigation;

one voluntary sector organisation working with * Provide details about the Crime Victims
crime victims. Helpline and other support services;

The following are key elements of the charter * Whenasuspectis in court, to provide details

standards that a victim can expect from the Garda of the hearing, bail conditions and court

. . outcomes.
Siochéna:
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There are a number of other commitments in the
charter, such as actions to support victims of elder
abuse, domestic violence, race crime or sexual
assault. This support also extends to families of
murder victims and other serious crimes. Where a
crime is committed by a young person, the victim
will be informed of this and the victim’s views
will be taken into account. The victim may also be
invited to participate in various processes, such as

a family conference.!

7.3 The Victims Rights Directive

In 2015, the E.U. Victims Rights Directive will be
transposed into Irish law, providing minimum
rights, support and protection for all victims of
crime regardless of where the crime was committed
in the E.U,, the residential status of the victim or the
victim’s nationality or citizenship. The Directive
defines a victim as a natural person who has
suffered some type of harm, which was directly
caused by a criminal offence. The Garda Siochana
will play an important role in ensuring that the

Directive is implemented within the timeframe.

Once the Directive is transposed, the key

responsibilities of the gardai will include:

¢ To ensure that information is consistently
provided to all victims throughout the

criminal process;

e To provide information to victims
on how to access support, such as
medical, psychological and alternative

accommodation;

e To provide contact details so that a victim
can communicate with a garda about their

case;

¢ To provide information on access to legal
advice and the procedures available, if a
victim wants to make a complaint in relation

to their case.

Providing information to a victim about their
case is an important aspect of the Directive and
is particularly important at key points in an

investigation when for example, the victim can

1  Under Part 8 of the Children Act, 2001, the Probation Service
can convene a family conference for young offenders who
come before the courts.

be given details about a trial. Other important
information might relate to an offender being
released from prison, particularly in cases where
there is a risk of harm to the victim. An important
change to procedures is the requirement to
provide a victim with brief details of the reason
why a decision is made not to prosecute or to end
proceedings. The Victims Rights Directive will
ensure that all victims of crime will have a right to

information, support and protection.

74 Garda Siochana Website —
Victim Information

The Garda Siochdna website provides information
for victims, including a page with answers to
frequently asked questions by victims of crime.
Some of the information provided is sourced from
the Crime Victims Helpline (see below) and covers

questions and answers, such as:

*  What happens when I report a crime?

e  Whatis a PULSE number?

e  Who investigates a crime?

e What are the steps in investigating a crime?

e How long will it take?

Easily accessible online information is an essential
element of care to victims of crime. In light of the
upcoming transposition of the Victims Rights
Directive, the Inspectorate would recommend
this material be updated. This helps victims to
be informed and prepared on what to expect and

experience during this difficult time.
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7.5 National Support Agencies
and Processes

National Crime Victims Helpline

The Crime Victims Helpline is a national
confidential helpline run by a team of experienced
volunteers trained in counselling and listening
skills. The helpline provides a single point of
contact for victims of crime and provides services,
mainly to victims of burglary, theft, anti-social
behaviour, assault and harassment. The helpline
receives approximately 3,000 calls and e-mails per

year, one third of which are from victims of assault.

Due to data protection restrictions, the Garda
Siochdna does not provide the victim’s details
to the helpline, but provides the helpline contact
details in a letter sent to all victims of crime. In all
police services in the UK, victims are asked at the
time of recording a crime if they would like to be
referred to the Victim Support Scheme and if they
agree, the request is automatically sent by the police.

The Victims of Crime Office

The Victims of Crime Office within the
Department of Justice and Equality was set up
to encourage state and voluntary organisations
to provide a better service to victims. The core
mandate of the Victims of Crime Office is to improve
the continuity and quality of services to victims
of crime by state agencies and non-governmental
organisations throughout the country. It works to
support the development of competent, caring and

efficient services to victims of crime by:

e Using the Victims Charter to achieve
improved standards of treatment of victims
by relevant State and voluntary sector

organisations;

* Promoting awareness concerning victims
needs and services available to victims of
crime;

* Advising the Minister for Justice and
Equality on victims issues in Ireland and
on international developments pertinent to
victims;

e Working in co-operation with Cosc, the Anti-
Human Trafficking Unit, the Criminal Law
Reform Division and other relevant sections

of the Department of Justice and Equality

_______________ g

to ensure a co-ordinated policy response to
issues in relation to victims of crime by the

Department.

The Director of the Victims of Crime Office is a
member of the independent Commission for the
Support of Victims; whose Office provides the
secretariat to the Commission. The Commission
funds voluntary sector organisations to provide

support to victims of crime.

Support Agencies across Ireland

There are a large number of well established
agencies and organisations across Ireland
providing a range of support services to victims
of crime. The vast majority of these organisations
are engaged with victims of domestic violence and
sexual assault. Most of these organisations operate
independently of each other in respect of provision

of services, funding and training,.

Irish Tourist Assistance Service

The Irish Tourist Assistance Service provides help
to visitors to Ireland who have become victims of
crime. Whilst the service offers emotional support,
the emphasis is on the practical needs of the victim,

such as replacement of travel tickets or passports.

7.6 Garda Support Services

Garda Family Liaison Officers

As previously highlighted in Part 6, Family Liaison
Officers (FLOs) are appointed in serious cases to
keep victims families informed about the progress

of an investigation.

Garda Victims Liaison Unit

The Garda Siochana has a Garda Victims Liaison
Unit (GVLO) that is responsible for:

e Formulating strategy and developing policy;

e Supporting the implementation of the

Victims Charter;

e Liaison with stakeholders, including victim

support agencies;

® Supporting Family Liaison Officers.

The GVLO works with forty-nine Non-
Governmental Organisations and arranges an

annual Crime Victims Forum. The unit does not
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have direct contact with victims, but receives
feedback from victims of crime through regular

reports from the Crime Victims Helpline.

The GVLO monitors the compliance of garda
divisions with the policy to issue letters to victims
of crime at the time that the crime is first reported

and at key stages of an investigation.

Garda Divisional Victims Offices

A small number of garda divisions are operating
Victims Offices with dedicated staff that provide a
single point of contact for victims of crime. In the
divisions visited, Waterford was operating a unit at
the time of the inspection and DMR North has now
introduced a similar unit. DMR North Central has
operated a victims office for a considerable period
of time. In Waterford, the unit has taken on the role
of sending garda letters to victims and contacting
them by telephone to provide an update on crime
investigations and to inform victims of the various
support agencies which can provide support.
Perhaps most importantly, the unit updates victims

with developments in cases.

From September of this year (2014), the Garda
Siochana intends to establish a victims office
in each garda division by the end of the year.
The Inspectorate welcomes the introduction of
dedicated victim units which provide a good
opportunity for the Garda Siochdna to ensure a
more consistent approach to the service provided to

victims of crime.

Victim Letters

To meet some of the commitments made in the
Victims Charter, the Garda Siochdna developed
two standard victim letters that are generated by
the PULSE system and are signed by or on behalf of
the district officer (Templates of these letters can be
found at Appendix 4.). Letter 1 is sent empathising
with a victim that a crime has taken place and
providing details of the PULSE reference number,
the investigating garda’s name and the garda station
contact number. Whilst this letter also provides
contact details for the Crime Victims Helpline, it
needs to be updated to reflect a new free phone
number that is now available to victims. In some

of the divisions visited, a separate leaflet is also

sent with this letter that contains contact details for
other support agencies. The Inspectorate would like

this practice to be followed in all divisions.

Recommendation 7.1

The Inspectorate recommends that the Garda
Siochdna updates PULSE letters to reflect the
free phone number for the Crime Victims
Helpline. (Short term).

During contact with victims of crime the following

matters were raised about Letter 1:

* Although most victims received Letter 1, not

all victims received one;

e Some victims felt that it was a standard
computer generated letter and viewed the

letter as impersonal;

e Many victims did not understand the reason
for receipt of a long list of support agencies
for crimes that had no connection to the

crime they reported.

Whilst the principle of victims Letter 1 is good,
the content is the same for every victim, whether
the crime committed is one of low value damage
to property or a serious assault. The Inspectorate
believes that the wording of the letter needs to
be reviewed to make it more empathetic and to
include both national support services as well as
details of locally based support groups. Currently,
letters are not sent to victims of sexual violence
and not always to victims of domestic violence
or in cases where the victim is vulnerable for any
other reasons. The Inspectorate recognises that in
domestic violence cases, a letter from the Garda
Siochana to a household where the perpetrator is
still living may create further risk for the victim.
The Garda Siochana should consider providing a
specific card with support and contact details that
could be carried by gardai and given to a victim at

the time of recording the crime.

Recommendation 7.2

The Inspectorate recommends that the Garda
Siochdna improves the information provided
to victims and particularly to victims of sexual
assaults, domestic violence or those who are

vulnerable for any other reason. (Short term).
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In support of the above recommendation, the

following key action needs to be taken:

e Develop a card or information leaflet with
support agency and other contact details,
particularly for domestic violence and
sexual assault to provide to victims at the

time of recording the crime.

Letter 2 is sent once an offender is identified and
the case has progressed. The wording of this letter
describes the fact that progress has been made
in the investigation and that ‘a person has been
made amenable’. Most victims spoken to did not
understand what this term actually meant and
had to contact the investigating garda to establish
what had actually happened. The Inspectorate
believes that updating victims is an important
aspect of investigating a crime and Letter 2 should
be reworded to clearly explain what has happened
in their case and to remove the need for a victim to

contact an investigating garda for clarification.

Chart 7.1 shows the latest results for quarter three
of 2013 for the selected seven divisions in respect of

compliance rates for sending Letters 1 and 2.

Chart 7.1

Letters to Victims of Crime 3rd

Quarter 2013
Division Letter 1 Letter 2
DMR North 100% 98%
DMR South 89% 79%
Donegal 90% 88%
Kildare 59% 42%
Limerick 92% 86%
Mayo 81% 54%
Waterford 92% 77%

Source: Garda Victims Liaison Office

The results show the current performance across
the seven divisions with one division achieving
100% compliance with Letter 1 and 98% with Letter
2. In this quarter, just over 3,000 victims nationally
did not receive Letter 1 and just over 1,500 victims
did not receive Letter 2. The national performance
shows a 5% increase in both letters in comparison

with the same period in 2012. The Inspectorate

believes that Letter 1 should be sent in 100% of cases
and that a minimum target of 90% should be set for

the sending of Letter 2.

Recommendation 7.3

The Inspectorate recommends that the Garda
Siochana introduces compliance rates for
divisions of 100% for sending Letter 1 and
a minimum of 90% for sending Letter 2.
(Short term).

The Inspectorate believes that victims should
always be updated at key points in an investigation
of their crime, such as the arrest, charge, or bail of a
suspect and any court appearance or other judicial
disposal. In many cases, a telephone call will often
be more welcome, as it provides a victim with an
opportunity to ask questions about their case. Many
gardai fully understand the importance of updating
victims, but the update is often a task that is not
completed. Other policing services have developed
software programmes aligned to crime recording
systems that remind officers to contact victims of
crime at certain intervals. The Inspectorate believes
that the Garda Siochdna should develop an IT
solution that acts as a reminder to contact victims

and that captures all contact with victims of crime.

A new initiative in the UK allows victims to check
progress of their crime on-line with automatic

updates to the victim.

Recommendation 7.4

The Inspectorate recommends in the absence
of a case management system, that the Garda
Siochana explores software options that
would provide a reminder that a victim needs
to be updated. (Short term).

Initial Garda Contact with Victims

The first interaction between a garda and a victim
is most important and can ultimately determine
whether the victim will assist with an investigation.
During meetings and conversations with victims,
the Inspectorate found two distinct levels of victim
satisfaction, depending very much on the type of
crime that was committed. With property crimes
such as burglary, the feedback from victims was
far more positive than if the crime was an assault

or a domestic violence case. With property crimes,
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the victims generally found gardai to be empathetic
and helpful with practical advice on issues such as
crime prevention. When the incident was a crime
of violence, some victims reported not perceiving
the attending garda to be empathetic and in other

cases, disinterested in dealing with their crime.

This same view was also expressed by many
organisations representing the interests of such
victims. Staff at a women’s refuge explained
that the service provided to victims of domestic
violence varied according to the attitude of the
attending garda and frequently the approach
was one of disinterest or aimed at limiting garda
involvement in investigating further. Inappropriate
comments made by gardai were reported by some

victims of domestic violence, including:

e “there’s two of them in it”;

* “ust don't annoy him and he won't come
back”;

e “let him sleep it off”.

The Inspectorate learned that in one particularly
serious case, gardai attended an emergency call
to a home where a wife was being threatened by
her husband. The support group reported that one
of the gardai commented to the victim “we have
enough to be doing, next time we won't call back”.
Later that same day, the husband returned to the
home and stabbed his wife in front of their child;
who was also injured in the process of protecting
his mother. Both victims were taken to hospital
and it took three days to take a statement from the
victim and to arrest the suspect. A more positive
attitude at the first time of contact with a victim

may prevent or minimise further incidents.

At the Annual National Garda Crime Victims
Forum, the Inspectorate met many representatives
from victim support agencies, including domestic
violence support agencies. Key issues raised with

the Inspectorate on behalf of victims included:

* Victims that are “failed by” criminal justice
services in relation to their expectation of

achieving justice;

e Cases where statements of complaint are not
taken from victims. One victim recounted
trying eighteen times to get a garda to take a

statement of complaint from them;

e Cases where victims felt discouraged from

providing a statement of complaint;

® Unless a barring order is in force, an arrest is

unlikely for domestic violence;

e An offender who breached a court order

nine times without any custodial sentence;

e Criminal cases that are adjourned on

numerous occasions.

Most police services find that their officers have
varied levels of communication skills and that
young and inexperienced officers often find it very
challenging to deal with victims and suspects in
emotionally charged situations. Most officers always
provide an excellent service to victims, but a small
minority of officers consistently provide a poor level
of service. Many police services have taken action
to identify the level of services provided by their
officers and to use the information to acknowledge
those who provide a good service and to tackle
those who consistently deliver a poor service.
Throughout the visits to divisions, the Inspectorate
found little or no evidence of supervisors contacting
victims of crime to determine the levels of service

provided.

Other policing jurisdictions check the levels of
service provided by officers by contacting victims
directly and establishing their views. These contacts
allow supervisors to take any remedial action
necessary and are often well received by victims.
Usually, pre-set questions are used to ensure
that all victims are surveyed in the same way. In
August 2014, the Garda Siochana began a process
of procuring a Public Attitudes Survey, which may
help to gather information from victims of crime

about the way that their case was managed.

Victim’s Statement of Complaint

The barriers identified in this inspection
surrounding a victims statement of complaint are
articulated in Part 3 of this report. Many gardai
expressed their frustration to the Inspectorate
with victims that refuse to make a statement of

complaint. In some cases, gardai took the view that
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if a victim did not make a statement of complaint
then perhaps it was the case that the offence did not
happen. This often resulted in recording the crime
on PULSE or the incident was recorded on PULSE
under the category ‘Attention and Complaints’;
which is not a crime category. Detective gardai
and other investigating members informed the
Inspectorate that in serious crimes, such as unsolved
sexual assaults, sometimes victims of these assaults
are subjected to unnecessary pressure to either
make a statement of complaint or to withdraw
their complaint completely. The Inspectorate
was provided with several examples where an
investigating garda was directed by a district
officer to take such action and in the view of the
members, it was inappropriate to put a vulnerable

victim under this kind of pressure.

Common Themes Raised by Victims of
Crime and by Investigating Gardai

The following are key themes identified during the
Inspectorate’s contacts with victims of crime and

gardaf:

e Without a statement of complaint, a crime

may not be recorded;

e Victims are often unaware that their crime

has not been recorded,;

e Victims are often unaware about the

categorisation of their crime;

* Victims are sent away for medical treatment
or to consider their next course of action. On
many occasions, no follow-up is ever made
with the victim;

® There are long delays in taking victim
statements or statements are never taken;

e Victims sometimes learn about the outcome
of their case in the court section of the local

newspaper.

7.7 Victim Interviews

During this inspection process, the Inspectorate
met with and spoke to a number of victims of
crime or their family members. The intention was
to establish the level of service provided by the
Garda Siochana or other criminal justice partners to
victims. For some, this was the first occasion where
the person was a victim of a crime, but for others,
it was not their first time to report a crime to the

gardai.

The Inspectorate was directly contacted by a family
member in relation to the victim of a serious crime.
This case is currently part of a Department of Justice
and Equality review process and for this reason, the

details of this crime are not included in this report.

The Inspectorate gained access to victims and
family members through a variety of different

means such as:

e Referrals from the Crime Victims Helpline;
® Referrals from support agencies;

¢ Direct contacts by the victim or family to the

Inspectorate;

e Victims engaging with the Inspectorate on
other matters that disclosed details of their

crimes.

Volume Crime Case Reviews

Following the selection of the 158 Volume Crime
Case Reviews, the Inspectorate wrote a letter to all
of the callers who contacted the gardai about those
crimes, asking for an opportunity to discuss the
level of service provided. Due to data protection
concerns raised by the Garda Siochédna, the
Inspectorate sent the letter via the Garda Victims
Liaison Office, who sent an accompanying letter to

the victims of those crimes.

The method of access to victims in these cases was
probably affected by the following factors:

® Only ninety of the 158 incidents were
recorded as crimes;

e Fourteen of the incidents were recorded on
PULSE after the request for details of those

cases by the Inspectorate;
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* Victims that did contact the Inspectorate,
expressed  their  reservations  about
contacting the Inspectorate following the
receipt of an accompanying letter from the

Garda Siochéna.

In total, six victims contacted the Inspectorate as a
result of the letter received. The Inspectorate would
like to thank those persons that made contact and
shared their experiences. The Inspectorate viewed
all of the PULSE records for the victims that were
part of the case reviews, and also some PULSE
records for other victims who were in contact with
the office.

Victims Interviews

The following are extracts taken from interviews
with eight victims who reported crimes at the
divisions visited as part of this inspection. These
interviews include victims from volume crime case

reviews and referrals from other agencies.

Victim 1 - Burglary Victim - Excellent
initial action, but poor follow up

The victim returned home to find their house
ransacked and a significant amount of jewellery
and other personal items stolen. The victim
described an excellent and caring service
provided by the first garda that attended. This
garda asked the victim to write a list of the
stolen items and that the investigating garda
would collect it at a later stage. Some fourteen
months later the investigating garda had still
not contacted the victim. During this time,
the victim rang the garda station and was
repeatedly told that the investigating garda
was off duty. Despite leaving several messages,
the garda never contacted them. Following an
intervention by the Garda Inspectorate, the

property list was eventually collected.

Victim 2 — Burglary Victim - Excellent
initial action, but poor follow up

The victim returned home to find their front
door forced open. The initial response was good
and the victim described the service provided at
the time as excellent. A few days after reporting
the crime, an investigator attended and took a
statement from the victim. The victim remembers

receiving a letter from the local superintendent.

Following the initial contact the follow up was
poor and the victim did not have further contact
with the gardai until they were the victim of a
further crime eleven months later. The victim
was very understanding that gardai are busy
and that updates might be something that are
not always completed. The victim did not receive
a letter for the second crime. The Inspectorate
checked PULSE and the crime was recorded.

Victim 3 — Assault Victim — Poor victim
care

The victim was kicked and bitten by a known
suspect and received several cuts to the face. The
suspectalso threatened to kill the victim’s family.
The victim attended the local garda station and
spoke to a group of gardai. The victim describes
all the gardai as uncaring and despite the fact
that the victim was hysterical and bleeding from
their injuries, no ambulance was called and no
first aid was provided. According to the victim,
one garda told them that they were too busy with
another case to deal with theirs and another told
the victim to deal with the matter themselves. No
photographs were taken of the injuries and the
victim was told to come back to the station later
that day and a statement would be taken. The
victim’s family later called an ambulance and
the victim went to a hospital. When the victim
returned to the garda station, they were told that
the gardai were too busy to take a statement and
the victim was sent away again. Six months later
the victim had still not received any contact and

does not know if the crime was ever recorded.

Victim 4 — Burglary Victim - Good initial
action and good follow up

The victim returned home and was followed by
two suspects who entered the victim’s home and
stole money and a handbag. The victim thought
they heard the mention of a gun, but did not
see a weapon. After a short period, a patrol car
arrived with two gardai. The victim found the
gardai to be helpful and they provided a good
level of service. The victim received a letter from
the local station, but commented that they found
it very impersonal. The victim did receive at
least one telephone call requesting attendance at

an identification process.
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Victim 5 — Robbery Victim — Poor initial
action and poor follow up

The victim was violently assaulted and tied
up by two males whilst making early morning
deliveries to a business premises. The suspects
took the keys to the premises and the victim’s
mobile telephone. The victim described the first
gardai who arrived at the scene as unprofessional
and uncaring towards him. The victim explained
that he had to ask them to cut his wrists free
and had to find a knife for them to use. He also
described them as not knowing what to do. The
victim explained to the gardai that there was a
telephone application on his mobile phone that
could locate his phone and possibly the suspects
for this crime. He described a very slow response
to this suggestion at the scene and again when
he later raised this at a hospital. Detectives came
within twenty-four hours and took a victims
statement from him. After that visit, the victim
unsuccessfully tried several times to contact
the investigating garda. One year later a garda
contacted the victim to talk about the mobile

application that was on his telephone.

Victims 6 — Assault Victim — Good initial
action, but poor follow up and a slow
investigation

Following a party at a neighbour’s house, the
victim heard a knock on the door. On opening
the door, the neighbour entered the house with
a number of persons who assaulted both the
victim and a friend. The victim was kicked and
punched and the friend received a serious facial
wound. The victim described the first garda
who attended as excellent and that garda was
assigned to investigate the crime. Statements
were taken from the victims about a week
later. At the request of the investigating garda,
the victim attended a garda station to have
photographs taken of their injuries, but the
investigating garda was not there and no one
else would help. The victim said the garda later
made lots of appointments to call on the victim,
but failed to turn up as promised. At some
later stage, the garda called on the victim and
apologised for not returning their calls. At that
time, the garda told the victim that it took eight
months to arrest the neighbour, but the victim

does not know if they were charged with the
assaults. Following that visit, the victim tried
to contact this garda several times without any
success and does not know what has happened
to their case. At the time that the victim was
contacted, the crime had occurred twelve

months previously.

Victim 7 — Serious Sexual Assault — Good
initial action, but poor follow up and a
slow investigation

The victim initially reported the serious assault
in 2008, but shortly afterwards stated that they
did not want to proceed with the complaint. In
November 2010, the victim contacted the same
garda and re-instated the complaint. The victim
described the garda as helpful and caring,
and believes that the investigating garda is a
regular unit garda. A victim’s letter was never
received, nor any referral to a victim support
agency. A short statement was provided by the
victim at the time of the second report in 2010
and another more detailed statement was taken
some eight months later. It took two years to
take a statement from a key witness and at least
twelve months to arrest the suspect. Whilst
permission was granted immediately, the
victims medical records were only obtained in
September 2013. The victim has encountered
many difficulties trying to contact the
investigating garda. Some calls were replied to
after two weeks and sometimes no return call
was ever made. On one occasion the victim was
told that the garda was on extended leave, but
the person who took the call did not find out
what was happening to their case. The victim
believes that the last contact made was in
September 2013. Three years after reporting the
crime, the case is still not completed and the
victim believes that a case file has gone to the
DPP. Following this interview, the victim rang
their garda station to speak to the investigating
garda and to ask why they did not receive
a victims letter and to request their PULSE
reference number for their crime. The victim
said that a sergeant spoke to them and said that
the investigating garda was on extended sick
leave and that only victims wanting to make an

insurance claim are given a PULSE number.
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Victim 8 — Assault Victim —

High satisfaction levels with the
investigating garda, but dissatisfaction
with the outcome of the case

The victim, a taxi driver, picked up a young
male who was drunk. At the end of the
journey, the male announced that he had no
money, became aggressive and kicked the
victim in the chest and damaged the victim’s
car. The victim called for help and gardai
attended and arrested the suspect. Gardai
told the victim that they were lucky not to be
more seriously injured. The victim was highly
satisfied with the first garda that attended the
incident. The victim provided a statement the
following day to the same garda and at that
time was told that the suspected offender was
apologetic and that he had personal problems.
Following on from that contact, the victim
had difficulties in contacting the investigating
garda. Eventually the garda contacted the
victim with an offer of compensation from
the suspect and after consideration, the
victim agreed to accept this. The victim has
no idea what happened to the suspect in this
case. The Inspectorate is concerned that an
investigating garda appears to have negotiated
a settlement between the victim and the
suspected offender. To protect the anonymity
of the victim, the Inspectorate has not checked
PULSE to identify the outcome. It is clear that
a crime took place and if a charge or summons
was not proffered, then an adult caution is
available in appropriate circumstances. Garda
policy on the Adult Caution Scheme makes it
very clear that under no circumstances should
members become involved in the negotiating
or awarding reparation or compensation.

These cases confirm many of the positives of
dealing with gardai, but also confirm many of
the concerns raised by other victims of crime
during interactions with the Inspectorate.
The Inspectorate believes that the whole
approach to victim care and contact by the
Garda Siochananeeds to be urgently addressed.

Follow-up Contact

As previously mentioned, keeping victims up to
date with crime investigations is an area that most
police services find challenging. Victims should
have a reasonable expectation that a garda will
contact them during the first few days and weeks
of an investigation and particularly when there is
a significant development in the case. Poor follow-
up with victims often impacts negatively on victims
overall satisfaction level with the service provided
and can often ruin the good work that took place
during the initial contact. From contact with victims
and support agencies, it is clear that many victims
are not kept up to date with developments in their
case and find it extremely difficult to contact the

investigating officer.

Summary of Victims Views of Follow-up
Contact:
® Across most crime types, updates on the
progress of investigations are not adequately

provided to victims;

* Victims often find it very difficult to contact
the investigating garda due to changing
shifts;

*  When victims ring a garda station and the
investigating garda is not there, no 