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Description r f he Tilley Award 2003 

Target is an intelligence-led, community safety strategy confronting crime, disorder and the 
fear of crime across the county that was launched by the Chief Constable in April 2001. 

The Initiative evolved as Force performance, particularly in the area of priority crime, had 
peaked; the demographic profile of the Force was changing due to unprecedented levels of 
officer recruitment, and the total number of arrests had fallen by 2000 from the previous year. 
All these factors contributed to a need to address projected performance levels within West 
Yorkshire. 

As part of the overall strategy it was decided that Warrants should form an integral part of 
reducing the level of crime. In April 2001 the number of arrest warrants outstanding in West 
Yorkshire stood at 3,600 and had risen to record levels. The Courts were issuing up to 1,600 
new warrants each month and the number outstanding for execution was unacceptable. 
Many of those sought, when researched, were persistent and priority criminals who needed 
to be brought to justice. 

In response, Target undertook initial responsibility for carrying out detailed research into the 
problem. Offenders were prioritised and hundreds of arrest packages were produced and 
distributed for execution by Headquarters Support Officers in an effort to relieve the burden 
on divisional staff. 

The actual research yielded many issues, which are addressed in the main body of the 
accompanying text. 

The main problem surrounded the cost in officer time re-visiting addresses based on old 
informationlintelligence in an effort to effect the arrest of suspects, some of whom had never 
been there. 

Target embarked upon an unprecedented sting type operation to focus on prolific persons 
wanted on warrant. The operation appealed to the natural greed of the individual and took 
the unusual step of inviting the suspects to come to the police. This process of offender self- 
selection was ideal for minimising cost, preventing wasted effort and police resources. 

Target has been instrumental in reducing the number of outstanding arrest warrants in West 
Yorkshire to an average of 2,850 per month. 

Operation Peg is an example of just one of the many initiatives that have been carried out by 
Target to address the warrants issue, which from April 2003 became an integral part of 
evaluated Force performance. 

Detective Sergeant Steve Norman 
Tel No: 01 924 292456 
Email: SN~4@westyorkshim.pnn.p~lice.uk 



OPERATION PEG - A Target Initiative (Appendix I) 

The Target Initiative immediate1 y recog nised the importance of warrant enforcement 
as an effective method of targeting priority offenders and reducing crime. A great 
deal of time and money has been traditionally wasted in repeated visits to addresses 
in order to execute warrants and bring offenders to justice. When a defendant 
absconds and is not subsequently brought back to court it can be very distressing for 
victims and witnesses who see that the alleged perpetrator has not been brought to 
justice. It also undermines the confidence of the public in the ability of the Criminal 
Justice System to deal effectively with crime. 

In order to gauge the extent of the Force warrant problem, from April 2001 Target 
prepared hundreds of arrest packages for execution which were issued to operational 
support teams to effect the arrests. The strike rate was only about 30% and many 
suspects had not been at their last known addresses for months and in some cases, 
years! Many were found to be in prison serving sentences and it became clear that 
systems employed to record, allocate and update warrants in the Force were 
unsatisfactory. The Force had no designated regular oficers tasked with executing 
warrants and there was na formalised process to prioritise and execute. 

Target elected to train the existing support staff warrant clerks in the prioritisation of 
warrants and the production of packages for priority criminals. Their role until then, 
had been purely to record, allocate and chase up outstanding warrants allocated to 
Divisions. It transpired that many did not have access to the basic intelligence 
systems and were unable to carry out any kind of research into outstanding persons 
without linking in with divisional Intelligence Units who were understaffed and 
stretched to the limit. 

On 1 August 2001, in an effort to relieve the burden on the Police, under a National 
Framework Agreement between the Lord Chancellors Depattrnent and the Home 
Ofice, responsibility for all post sentence warrants was transferred from the Police 
back to the Magistrates Courts. These warrants equate to about 25% of the total 
outstanding at any time. A Cheltenham based private contractor was employed to 
perform this function. 

Due to staff shortages and many other factors, by December 2001 the contractor had 
executed only a small number of these warrants and a backlog of 800 had been 
created. 350 of these related to offenders or offences that met Force priorities. 

The Magistrates Courts Sewice was desperate to remedy this situation and agreed 
that the Police should once again accept the responsibility, using Target and its 
resources in the main. The Courts agreed to pay the Police f 100.00 for each post 
sentence warrant executed, thus generating income for the Force and thereby 
providing focus and increasing the impetus to execute this type of warrant. 

Target worked tirelessly with Criminal Justice Support: to ensure that over the next 
few months warrants were high on the agenda and prioritised for execution. The 
monthly total of outstanding warrants was significantly reduced by building the issue 
into all arrest operations and initiatives carried out under the Target banner. 
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However, the number outstanding was still felt to be unacceptable and worthy of 
further focus. 

Target initially looked at the feasibility of carrying out a force-wide 'sting' operation 
back in March 2002. The Force priority at that: particular time focused heavily on 
street crime and attendant issues, so plans were put off with a view to revisiting in 
November 2002. 

It was clear that some of these people had been wanted for several years. A fresh 
approach was required and it was decided that Target should put together a 
forcewide operation focused on those wanted on warrant with a mandate to minimise 
the amount of staff used and cost involved. 

Sting type operations had been carried out in West Yorkshire in the past, but these 
had been few and far between and had been localised to relatively small problem 
areas. One such operation had involved Christmas hampers. It was felt that 
something similar could be carried out in the five natural districts of the Force but on 
a much larger scale. 

Initial consultation and research took place to seek out best practice in this particular 
area of police work. There was little or no information available nationally to assist 
and it appeared that this legitimate police tactic had not been widely used. 

Effective planning began on Monday ? lth November 2002, with only five weeks to 
assemble what was probably the largest single operation of its type. 

Target was able to secure the services of a trained Warrant Clerk who could 
interrogate the Warrants system effectively. The clerk became part of a small team 
dedicated to research the large number of outstanding warrants and, in effect, 
'cleanse' the system. 

Many warrants over five years old were identified and requests were made to the 
issuing Courts for consideration of withdrawal as not being in the public interest. 35 
probation post sentence warrants were found to be over five years old and were 
flagged up to the Probation Service also with a view to withdrawal. One suspect 
wanted on warrant was found to have been murdered in 2007. Almost five percent of 
those researched were found to be in prison, on remand or sewing a sentence. 
Liaison had to take place with the Issuing Courts to consider production of the 
prisoner andlor withdrawal of the warrant. 

It had been necessary to approach the Prisoner Relocation Service, Department of 
Works and Pensions and the Probation Service with a view to assisting the team to 
carry out buik checks and locate some of the individuals sought. 

1,000 persons wanted on warrant were initially selected and prioritised from the list 
outstanding and detailed research work was undertaken in respect of each. Some of 
these were arrested in the normal course of events and many were deemed 
unsuitable, as proper addresses could not be found. Emphasis for selection was to 
be placed on persons wanted in connection with serious crimes and street crime 
issues. 



Cost, secrecy and integrity were major considerations and it must be stressed that no 
staff, other than the actual four Target team members and the Warrant Clerk, were 
utilised at any phase of the operation up until the arrest phase. A generic operational 
order was produced and the Marketing and Design Department were called in to add 
their expertise to the plan, which was then vetted by the Force Solicitor, Crown 
Prosecution Service, and the Force Health and Safety Officer who risk assessed the 
operation. 

The arrest phase of the operation would take place between Monday 16 '~  and 
Saturday 27'' December 2002. Headquarters Operations Support staff would be 
utilised to make the arrests so as not to impact upon the call handling capability of 
Divisions. 

Four distinct phases were to make up the operation. 

Firstly, ,000 letters were sent out to prioritised suspects, inviting them to take 
delivery of a free Christmas hamper on the pretext that they would take part in future 
market research (Appendix 2). They were told they had been randomly selected by 
postcode, These individuals would then be visited by appointment and subsequently 
arrested. 

Secondly, this activity would be followed up by a leaflet drop in the areas in which the 
arrests were made. The leaflet would indicate that a Target operation had been in 
that area, providing reassurance to the public and encouraging people to offer further 
information via Crimestoppers (Appendix 3). 

Phase Three involved suspects deemed unsuitable to take part in the 'sting', vvho 
had an arrest package prepared for allocation and execution by Headquarters 
Operations Support Units. Examples included minority ethnic groups, who perhaps 
did not celebrate Christmas, juvenile suspects and persons known to have small 
dependent children. Six packages of this type were actioned out for execution on 
each evening of the arrest week. 

The fourth phase of the operation would be to send out a number of letters to those 
wanted in relation to bail and low level warrants. The letters would invite those 
people to hand themselves in to avoid arrest at an inconvenient time to them 
(Appendix 4). 

Volunteers with call handling experience were sought to resource a free-phone 
number and respond to any replies obtained from Monday gth December 2003. This 
was to coincide with the first hamper letters being sent out on Friday 6'h December 
2003. It is fair to say that the number of requests to assist Target, from support staff 
and Special Constables working their days off for no payment, was considerable. 
Despite not being told the nature of the operation, initially, Target was massively 
over-subscribed from intetested parties, most of who had to be disappointed. 

The call handling staff, once selected, were initially briefed and then forwarded a 
series of vetted questions that it was felt they might have to deal with in the event of 
a call (Appendix 5). A private room was found within a police owned building where 



an external freephone line was installed and this would be the call handling office. 
The main concern for the calil handling staff was how to deal with suspects who had 
requested a visit but who had been arrested prior to the visit taking place. This was 
resolved by preparing a story about the company supplying the hampers going into 
liquidation and offering to provide the arrested person with a small gift to award their 
interest and participation. 

The free-phone was staffed from 0900-1700 hours, Monday to Friday and a carefully 
prepared message greeted any callers out of hours asking them to leave their name, 
address, telephone contact number and the unique number on their personalised 
letter. 

The call handlers were supplied with a matrix into which deliveries could be arranged 
at one half-hour intervals. The matrix would change daily as new appointments were 
made andlor persons were arrested in the normal course of events. 

Many new items of intelligence regarding addresses and mobile phone contact 
numbers, in particular, were created to update the intelligence systems. 

61 5 hamper letters were ultimately dispatched, yielding 170 calls and enquiries to the 
free-phone number. This represented a response rate of about 28%, which was far 
in excess of what was anticipated. These particular letters were only sent to persons 
having a photograph in the system as it would be very difficult to positively identify 
them without one. Most of the I70  enquifies resulted in firm bookings, which were 
included in the matrix for deliveries. 

400 bail warrant letters were sent out, inviting the suspects to hand themselves in 
over the Christmas period. Many of these were to addresses all over the country. 
Instruction from the Force Solicitor was that these letters should be carefully 
addressed to the intended recipient and marked 'Private and Confidential' to 
rninimise any future complaints. 

20 staff were carefully selected from Operations Support to be engaged as van 
drivers, in liveried jackets bearing the 'hamper company' logo, and uniformed backup 
arrest teams. The drivers were also issued with fabricated identification cards. A 
number of plain white Ford Transit vans were also liveried up with magnetic signs 
and driven out to the areas of delivery to commence visits at I Oam each morning. 

The van drivers were briefed not to get involved in any way in the making of arrests 
but to rely on the support teams who they would contact via an open phone link once 
the suspect was identified. To assist, they were given packages containing a 
photograph of the suspect and this was to cater for impostors trying to receive the 
hamper an behalf of the suspect. 

Any suspects not at the addresses at the appointed time would be left a card and a 
Christmas pudding (Appendix 6). This would cater for anyone checking out the 
authenticity of the hamper delivery. This tactic worked very successfully as many of 
the suspects re-contacted the call handlers to book in a further delivery. They were 
then arrested. 
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The delivery vans were equipped in the rear with a visible hamper and a large 
number of empty boxes, thus creating an impression that each van was full of 
hampers. 

As the arrest teams were deployed, the call handlers were receiving calls and it was 
possible to slot in some deliveries to suit, again resulting in arrests. 

Contingencies had to be put in place to cater for the sheer volume of arrests. In 
addition to increasing the numbers of custody staff at some locations, Group 4 
demonstrated a commitment to be extremely flexible with their own protocols. They 
were able to empty holding cells by 8am each morning to leave as many cells free as 
possible to accommodate Operation Peg prisoners. Each of the West Yorkshire 
Courts were informed as to the nature of the operation and were warned to expect an 
increase in court attendees over that period. 

A cut-off point of 6" January 2003 was established to allow time for those in receipt 
of the bail warrant letters to hand themselves in. 

Approximately 300 new items of intelligence were created to update the systems in 
relation to many priority criminals. 

A total of 231 arrests were made as a direct result of the operation. 

The feedback throughout the course of the operation from all staff involved was 
tremendous. Operation Peg was a complete departure from normal policing and was 
embraced as good practice by all. 

There is no doubt that this operation proved what a small, dedicated team focusing 
on a particular problem for the Force could achieve, If more letters had been sent 
out, the yield in prisoners would have been even greater especially in relation to 
those handing themselves in, many of whom were apparently unaware of the 
existence of the warrant. 

The operation was unrivalled, probably nationally, in its success being put together 
using minimum resources with a plan that was very simple to execute. The overall 
cost to West Yorkshire Police being offset by the income generation from the 
execution of many post sentence warrants. 

A full cost per prisoner evaluation was carried out and it transpired that this was 
approximately £220. This figure providing g a d  evidence that Operation Peg 
represented a cost effective and efficient method of arresting those wanted on 
warrant. 

No public complaints were received and the integrity of the operation was seemingly 
maintained until the last moment. 

The Christmas hampers and spare Christmas puddings were donated to a local 
Hospice in time for Christmas. 

The resultant media coverage did not reveal any police tactics used. 



A full facilitated debrief took place on conclusion of the operation and a number of 
recommendations were made. 

1. Afull~.eviewoftheexistingWarrantssystemneedstobemadewiththe 
Warrants Clerks being able to carry out the simplest check, e-g Prison 
Relocation Service. They should also receive training on the intelligence 
systems and have the ability te input items of intelligence after evaluation. 

2. Warrant Clerks should be based within Divisional Intelligence Units. 

3. Warrants should form part of Tasking and Co-ordination at Divisions, as per 
the National Intelligence Model. 

4. The plan for Operation Peg, results and evaluation should be considered for 
fawarding to the National Crime Faculty. There appears to be very few, if 
any, sources of reference in relation to sting operations despite being a 
legitimate police tactic in tackling offenders and reducing crime. 

5. Consideration should be given to setting up similar type operations on a 
regular basis. Target have recently carried out a game show, 'sting7ype 
operation 'Just the Ticket', which has been filmed as part of a documentary 
highlighting the warrant issue, which to be shown on Channel 5 in the autumn. 

Following on from Operation Peg and its results, the warrants issue has became a 
major part of 'narrowing the justice gap'. This places responsibility on the Police to 
execute certain types of warrants within 7 and 14 days, upon which they are 
measured. This has increased the pressure on Police Forces to execute warrants 
and Target has now set up its own warrants' execution team consisting of four full- 
time dedicated officers. They are provided with research officer support and their 
purpose is the assist Divisions to meet their performance targets in relation to warrant 
execution. 

The warrants issue has now become and integral part of the tasking and co- 
ordination process, with priority warrants being actioned out for execution by 
divisional staff on a daily basis. 

An official document entitled 'Guidance on Ensuring Warrants are Enforced 
Effectively' has now been produced as part of the Criminal Justice System 
'Narrowing the Justice Gap' strategy. 

The consistency applied to tackling the warrant issue in West Yorkshire, since Target 
began, has reduced the number of outstanding warrants to 2,850 per month, a 
reduction of approximately 750. The activity will continue with a determination ta 
bring that figure down even further (Appendix 7). 



APPENDICES 1-7 

OPERATION PEG Tar qe't 

West Yorkshire Police Target Initiative 

The Tilley Award 2003 

The Target 'One Year On' booklet. 

The Hamper Company Letter. 

The Target Leaflet delivered to homes in the streets where arrests were 

made. 

The Bail Warrant Letter. 

A number of prepared questions for the call handlers. 

The Hamper Company Card. 

A colour block chart showing the warrants position from I 999 to present. 









Strategy 
Target's strategy i s  to reduce crime, challenge disorder and tackle the fear of crime 
through high prafile policing operations. 

Target plans and co-ordinates 'arrest operations', using officers from HQ departments, 
squads and support units. Extra officers are on the streets, dealing with crime. 

Target's 'high visibility' events enable local people to meet local officers. The Target 
team also finds fresh answers to policing problems such as gun crime, fraud and 
disorder. 

In i t s  first year colleagues from the Force and other agencies have supported Target, 
We thank you for your heIp and hard work in making our first year a success. 

Chief Superintendent Adam Briqqs, Co-ordinator, -- 
The Target Initiative. 











Thematic 

As part of the Initiative" work in identifying new solutions to policing problems, Target 
has developed fresh thin king projects across the Force. 

Target's role in tackling disorder and protecting officers led to six arrnoured 
Landrovers, loaned from the RUC, being delivered to West Yorkshire within a 
week. 
Target launched the Thumbprint Signature scheme in October, to tackle credit 
card fraud. 250 retailers have so far adopted the system. 
Concerns about realistic, imitation, guns led to Target's Safeguard campaigns. 
Safeguard 1 saw 61 fake firearms handed in. During Safeguard 11, 250 weapons 
were placed in sealed bins. 
A 'truancyynitiative, involving police and education welfare afficers, collected 
250 pupils from teeds' streets. Similar schemes followed in Calderdale and 
Kirklees. 
A web campaign to protect students and their property scored 400 "hits' to the 
Target 'Safer Student' page on the Force's website. 
A Force first, a Target weekend workshop for Special Constables, had 86 
volunteers. 
A Safer Transport campaign, backed by bus operators, Crimestoppers and 
regulators, Metro, was held in March. 

Thematic Report - Best Value Review of Intelligence 
Best practice was the remit for the team in carrying out a 'Best Value' review of the 
Force's Intelligence function. 

The review included examining current practice, researching national models of 
excellence and, finally, consultation with in-house experts. The Force adapted a series 

- 
ecommendations in March 2002. 













fighting crime, lighting the fear of crime 

Our ref. 01 924 2924561292072 

A team of Police Officers is looking into every outstanding warrant in the West Yorkshire area. 
During the next few weeks they will be making enquiries to arrest and detain people for court 
appearance. 

These officers are working twenty-four hours a day, seven days a week and will arrest at any 
time the opportunity arises. The Team will be visiting everyone currently wanted on warrant. 

We are offering an alternative to possibly being detained in the cells for long periods 
awaiting court. Take this opportunity to hand yourself in at any Police Station. 

If the warrant is with bail, you will be re-bailed to Court at a later date from the Police Station 
and released as soon as possible. 

If you decide to hand yourself in you can minimise the amount of time you are likely ta spend in 
custody by giving yourself up at the following times; between 8.00 am and 3 1 .OO am Monday to 
Friday and between 7.00 am and 9-00 am on Saturdays. 

If you have any queries in relation to this letter, please contact the TARGET Team by 
telephone on the number given above. You should call between 8.00 am and 5.00 pm. 

Consider what it would feel like to have a 'clean slate'. The warrant will not go away and you 
will be arrested sooner, rather than later. Co-operate with us and you can look forward to a 
time when you may not have to worry when someone knocks on your door. 



Get reference number on top right of their letter. 

Be precise 

No major deviation from script. These are not exact word 
for word answers to repeat as long as the question asked gets 
the correct result. 

Have I got to sign anything? 
NO, but you must be in possession of the letter. 

What's the catch? 
There's no catch. We simply want to use this opportunity to test the popularity of our 
products 

Are you POLICE? 
WHAT? We are trying to conduct research to improve our products and services, but 
if you don't want to participate then that's your choice. 

What commitment would you Like me to make? 
A non-obligatory research questionnaire will be sent out in the New Year to obtain 
your views. This will probably be aRer 1 3 ~ ~  Jan so you should have ample time to 
sample the contents. 

What's in it? 
Like it says on the letter it could be any combination of the items lislted. I haven't got 
an inventory of each hamper. 

Do I have to be in when you deliver it? 
YES. It must be delivered to the address on the letter, and to the person on the letter. 
The letter must be shown to the delivery driver to check validity. 

Can I collect it? 
NO, the hampers will be shipped to the area in bulk, the delivery drivers will collect 
from a large container wagon at he beginning of the week. We do no1 have an office 
in the area. 

What's that address in Leeds for then? 
It's just a local mailing address. 

I'm speaking to you . Where are you sat now? 
From a call centre in the Arlington Business Park, Leeds 



What's the head office address? 
THE HAMPER COMPANY, 564 BATH ROAD, THATCHEM, BERKSHIRE, 
RG13 4FP 

Can it be delivered to a neighbour? 
No. It must be delivered to the address on the letter, and to the person on the letter. 
The letter must be shown to the delivery driver to check validity. 

I'm always at work, can you deliver it somewhere else? 
No. We give the product to you. If this is not convenient then unfortunately you 
won't be part ofaur research. If you can make an arrangement to be in then call us 
again, later 

Why does the Hamper have to come to me specifically? 
By being so specific in giving the hampers to you we are trying to keep our research 
very focused and relevant to the individual concerned. Whilst we appreciate the 
contents may be shared with others, it is your reply we will be seeking later. 

I don't live at that address, I've moved? 
No problem, where do you live now? Can you show proof to the driver that you are 
resident at the new address. You will still need to show the letter to the driver as 
proof 

Where did you get my details from? 
We can buy information from market research company and we make use of public 
information, like voters lists, council tax lists, We also buy info fkom sources such as 
banks, benefits agencies. We do this so we can research a cross section of society. 

Can my friend have one? 
Give us the name and address including their post code, marital status, age range or 
date ofbirth, and we will see if they fit ow criteria. 

Will my details be given on to other companies? 
NO. 

How many dhers are getting these? 
Probably about 1000 Nationwide, about 100 in the Yorkshire area. 

Can you ring me before you come? 
We can take a phone number but there is no guarantee that the driver will ring you. 
However, If there is a problem with the van or the delivery will be delayed, then you 
may get a call. Please specify an am or pm time and we will try our utmost to deliver 
within those times 




