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SUMMARY
Operation Phoenix is a multi agency project tackling Crime and Disorder and improving the
environment, it was implemented within a designated area on the outskirts of Swansea City
Centre.
Intelligence indicated that an open street ‘heroin market’ was operating and that this activity
was the root cause of acquisitive crime, violence and antisocial behaviour.
Crime records showed this area to be one of the most crime-ridden streets in Swansea. The
area had become a magnet for people who caused antisocial behaviour.
The area’s appearance was one of neglect. Graffiti, fly posting and tipping were
commonplace, overgrown shrubbery created natural cover for drug dealers and criminals to
use to their advantage.
At the outset of this project Police and Local Authority met and shared the specific information
and intelligence.
Over 60 crimes / month were recorded in this area, 30% were crimes of violence.
Police resources attended to over 70 incidents/month, 75% related to antisocial behaviour.
A public safety survey commissioned by the partnership produced alarming results:
•
•

60% felt “Not at all safe” at night
20% felt “Not at all safe” during daytime

Environmental surveys identified and prioritised numerous areas in need of attention.
After consultation, a partnership led, phased response was planned and agreed upon each
agency playing a critical role in its delivery.
The phases commenced with enforcement activity and progressed through to phases of
reassurance, regeneration and finally sustainability.

Phase One deployed covert test purchase officers to disrupt the ‘open’ heroin market.
Phase Two saw a highly visible police and local authority enforcement assault upon issues of
crime and disorder. This presence preventing the resurgence of the disrupted drug market.
Phase Three focused upon reassurance and regeneration, a programme of improvements to
the environment combined with a reassuring and engaging police presence were its
hallmarks.
Phase Four capitalised upon the ‘reclamation’ of this public space and its sustainability, the
key features being the introduction of dedicated C.B.O.’S and long term crime reduction
initiatives .g. C.C.T.V. and lighting.
The successes have been swift and dramatic. The drug dealing market has been smashed
and the orchestrators jailed for a total of 25 years. Reported crime and incidents have fallen
dramatically. The visual appearance has significantly improved, countless issues being
addressed. Public perception of safety has dramatically improved and the community has a
new air of confidence.

PROJECT AIM
The aim of the project was presented as:
“To provide a sustainable partnership solution to the historical and continued problems of
drug trafficking, crime, disorder and antisocial behaviour within the designated operational
area”.
Specific objectives within this aim included:
•

Disruption of the drug market through conviction of existing traffickers.

•

Prevention of the re-emergence of a new market to fill the created void.

•

To benchmark and then improve levels of perceived public safety.

•

To promote public confidence in the ability of the Swansea C.D.R.P. to respond to their
needs and deliver a tangible product.

•

To reduce reports of Crime and Disorder from a benchmarked level

•

To dramatically improve the visual appearance of the area.

BACKGROUND AND CONTEXT
The designated area within which Operation Phoenix was implemented is located on the
outskirts of the City and is home to the busy mainline railway station. It also hosts one of the
main internal roads that feed into the heart of the city. For this reason the area is viewed as
the main Gateway into the city. It is of particular significance as it is in many cases the first
impression that people gain when they visit Swansea.
The defined area encompassed less than 20 streets but these streets contained a
comprehensive mix of business premises, retail outlets and residential accommodation. There
is also in the area, a generous distribution of both on and off licence premises. Due to issues
of deprivation, the area has been identified as one of seven areas in Swansea, which has
“Community First Status”.
It is important to understand the diversity of the community within this area who are directly
affected by the issues highlighted within this initiative. The area contains a working
community of several thousand people who in addition to smaller employers, are employed in
large regional offices of the Driver Vehicle Licensing Agency, Inland Revenue and Land
registry.
It has a substantial and growing residential population, in recent years local housing
association and privately owned rental accommodation has sprung up in the area for new
residents. Many of these residents are some of the most vulnerable in our community.
Finally the people who use the area to shop and socialise, these are the people that traders
rely upon to maintain their livelihood.
Due to Crime and Antisocial behaviour, anecdotally the area was well recognised as being
somewhere to avoid out of choice. The area presented an appearance of neglect by the
authorities and the community felt as if their concerns had fallen upon deaf ears.

ASSESSMENT AND ANALYSIS
Within the structure of the National Intelligence Model the priority of the Swansea B.C.U and
indeed the Crime and Disorder Reduction Partnership is to tackle the supply of Class ‘A’
Drugs and drug related crime.
Through the tasking of intelligence sources and prioritisation of this area of criminality,
significant intelligence was collected from numerous sources including C.H.I.S. (Covert
human intelligence sources) community contacts, police officers and Crimestopper
intelligence reports encouraged by the successful ‘Rat on a Rat’ campaign.
This intelligence indicated that an open street heroin market was operating from the
designated area and that this activity was the root cause of a significant rise in acquisitive
crime.
This ‘open’ market was the first of its kind in Swansea and the B.C.U. Tasking and coordination process directed immediate action to tackle it.
To support this intelligence, analysis was conducted of crime and incident records to provide
a benchmark for proposed action. Details of recorded crime and incidents are contained at
Appendices 1& 2.
Through early consultation with the local authority information and intelligence was shared
and considered.
To further enhance the collection of information the partnership commissioned two further
surveys:
• Firstly an environmental survey was conducted which recorded through photograph and
documentation evidence of neglect and identified where improvements to the
environment could be made.
This environmental survey identified over thirty-five separate interventions that could be made
to improve the visual appearance of the area.
•

Secondly the partnership conducted a public safety survey of communities in the
designated area the results were shocking.
¾
¾
¾
¾
¾

60% of people feeling ‘Not at all safe at night’
18% of people feeling ‘Not at all safe’
62% often witness Drunkenness
46% often witness begging/antisocial behaviour
23% often witness Violence.

The collection and assessment of these findings clearly demanded the implementation of a
positive response at the earliest opportunity.

RESPONSE
After consultation and assessment of all of the gathered data a partnership led phased
response was planned and agreed upon. Each of the involved agencies playing a critical role
in the delivery of the product.

Phase 1.
“Covert enforcement activity to identify and target drug suppliers within the street
dealing market”.
Phase one of the response was clearly critical to the implementation and success of the
further phases of the operation.
Intelligence from police officers, registered sources and the community clearly indicated that
the street drug dealing market was one of the root causes of the spiralling increase in
acquisitive crime, violence and antisocial behaviour.
This intelligence led phase was co-ordinated by a Divisional Senior Investigating Officer who
utilised the surveillance capabilities of the B.C.U to support the infiltration of two undercover
test purchase police officers into the heart of the problem area.
The officers were deployed over a period of two weeks and were immediately accepted as
customers of the suppliers operating in the area. The deployment progressed extremely
successfully and purchases of heroin were made from seven independently operating Heroin
dealers who were each travelling to the Bristol area on a weekly basis to purchase their own
supply.
After assessment of the evidence gathered close consultation with the Crown Prosecution
Service, the seven identified suppliers were arrested and in light of the overwhelming
evidence were charged and remanded into custody.
I addition to this primary function, essential to the success of Operation Phoenix was the
tasking of the covert officers to gather intelligence which would be able to inform the
continuing phases of the operation.
The intelligence was of critical importance when deciding upon resource levels and identifying
opportunities for intervention and improvement that could be taken across the breadth of
crime and disorder issues.
Some examples of these benefits included:
(Eg1.) After only a short period of infiltration, the officers were able to specifically confirm that
the high levels of acquisitive crime (particularly street robbery) in the area were fuelled by the
heroin market. Chaotic users were seen to be exchanging stolen property with drug suppliers
in direct return for their heroin ‘fix’.
(Eg2.) The officers were able to provide explanation for the increased levels of disorder and
nuisance by directly linking it to the ‘opening times’ of the heroin market and by identifying the
licensed premises that served or supplied alcohol with no regard for licensing laws or any
social responsibility or concern for the impact upon the community.
(Eg3.) The officers observed that a significant amount of the heroin supplied in the phoenix
area was being prepared and injected or smoked in drug dens hidden in the overgrown
shrubbery alongside the residential accommodation blocks.

(Eg4.) The officers were able to assist in defining the profile of the drug using community
within the area. This indicated that many had no links to Swansea and had only been

attracted and enticed to remain because of the freely operating drug market. This information
was clearly of great value when assessing the impact of displacement created by the planned
action.
It can be seen that this additional intelligence provided an important steer to the planning of
the continuing phases, directly impacting upon deployment of partnership resources allowing
them to be effective and intelligence led.
At conclusion of Phase 1 the objective had been achieved, the dealing market had been
temporarily frustrated. Additionally, crucial intelligence to inform the continuing phases had
been captured.
The co-ordination group were very mindful however that due to the covert nature of this phase
that community reassurance was limited and indeed at this time the community were unaware
of any completed or planned intervention. It was only now that ‘Operation Phoenix’ and its
intentions could be marketed without compromise.
Phase 2
“Highly visible police led enforcement activity”
The timing of the introduction of this phase was critical to success; this was the first of the
overt phases and was accompanied by a proactive Communication and Marketing strategy
(Detailed later).
As envisaged, the impact of the arrests within ‘Phase 1’ had thrown the heroin supply and
user community into a state of crisis and disorientation. This presented an ideal opportunity
for the Swansea Partnership to commence the “reclamation of this lost public space”.
It was fully recognised however, that unless a holistic and speedy response was delivered
then the gained ground would be only ours for a very short time before the next team of
networked Heroin dealers moved in to take over the void left in the market.
Due to the levels of hostility and resistance within the area and the associated risk presented
to authority, Phase 2 was led by police and its focus was law enforcement.
Phase 2 was planned to last 8-12 weeks dependent upon its impact and the resistance
encountered. It was accepted that after an initial period the continuing phases could be
implemented and run parallel to this phase. In essence this phase delivered concentrated
highly visible policing. Officers patrolled for at least 20 hours of the day and were briefed to be
vigilant and to deal firmly and fairly with all offences within this designated area. The policing
style was based around a ‘Zero Tolerance’ principle; however, officers were encouraged to
use discretion according to the circumstances.
Within the communication strategy, patrolling officers were tasked with actively engaging with
proprietors of retail outlets and other small businesses This action promoted consultation and
an helped to enhance the response to requests for assistance. A programme of licensed visits
to both on and off license holders was implemented encouraging responsible sale of alcohol
and providing support to licensee’s that managed challenging premises.
The clear objectives of this phase were to reduce crime and disorder and to prevent the reemergence of the open “drug market”.
In support of this objective the officers received specific briefings detailing the visible signs of
such a market, some of which are less than obvious.
The environment at this time was hostile and intimidating needing this enforcement phase
improving the safety of the area for other partnership resources to fully participate in the
continuing phases of Phoenix.

Phase 3
“ Reassurance , Community Engagement and Regeneration”
After the first four weeks of Phase 2, the results were dramatic and positive. The intimidating
gangs, aggressive begging and public drunkenness which were a feature of area were no
longer to be seen .
Crime in all categories had dramatically decreased and the positive message of Operation
Phoenix was starting to infiltrate the community. Local and regional media interest was
supportive and followed progress keenly. Stakeholders in the community reported a feel of
cautious optimism.
Phase 3 was designed and co-ordinated to capitalise upon this glimmer of public confidence
and can be best described as a focused campaign of community engagement and support
provided by all partners within the Swansea Crime and Disorder Partnership.
As a result of the success of the police enforcement activity within Phase 2 and under the
continued umbrella of its safety, the opportunity was presented for the local authority within
the partnership to implement the planned programme of cleansing and repair.
The environmental survey had identified the areas in need of attention and through daily
contact with the police, issues in need of attention were highlighted through a documented
referral process allowing patrolling police staff to refer issues such as graffiti, fly tipping and
lighting for priority attention.
Through evaluation of the referrals, opportunities for providing a sustainable solution were
identified, some focused upon a change of process or procedure and involved little or no cost
e.g timings of refuse collection, others incurred cost e.g. increased lighting or CCTV
coverage.
The policing style during this phase was highly visible and reassuring, maximum use was
made of resources from the wider police family including Special constables, Police
Community Support Officers and Traffic wardens. Forcewide resources (successfully secured
through the force tasking and co-ordinating group) including force mounted and dog sections
were utilised within this phase to engage and reassure the community.
During this period resources were deployed from a substantial mobile police station which
was sited within the heart of the Phoenix area. This allowed patrolling officers to maximise
their time spent in the area through use of the mobile station as a temporarily base.

The mobile unit also facilitated a series of partnership surgeries which allowed people to
speak in confidence with a wide range of statutory and voluntary representatives including
Police Authority members, City Councillors and Neighbourhood Watch co-ordinators.
During this period support was given to the retailers in the area who are the lifeblood of it’s
future. Crime prevention surveys were conducted at vulnerable retail outlets and visits were
made to the many businesses operated by the Black and minority Ethnic community who
have often borne the brunt of the intimidating and antisocial behaviour.
In support of residents, utilising local young people, over 400 burglary crime prevention packs
were hand delivered to dwellings during this phase.
The response from the community during this phase was overwhelming, a visible difference to
their environment was being witnessed, support and guidance from across the breadth of the
partnership producing tangible results. This community appreciation and cohesion is perhaps
best evidenced within the selection of letters received at appendix 3

Phase 4
“Achieving Sustainability”
Success of this phase is the most important outcome of the Operation. At the initial planning
stages, opportunities for sustainability were captured and developed.
The success of Phases 1, 2 & 3,clearly had to be consolidated the ‘public space’ that had
now been reclaimed had to be retained.
Clearly the level of resource committed in the initial phases could not be sustained
indefinitely, hence sustainability has been achieved through long term solutions including:
•

The allocation of two Police Community Beat Managers who have been dedicated to the
Phoenix area. Their role has been clearly marketed and communicated to the community
through their constant presence and involvement in community and traders forums.

•

The identification of additional C.C.T.V. sites, which are in the process of being integrated
into the existing City system. This added surveillance will through intelligence led
positioning of cameras help to eradicate ‘blind spots’ favoured for antisocial behaviours,
drug misuse and the exchange of stolen goods.

•

Improved lighting within the area has again increased the opportunities for natural
surveillance and has improved public safety.

•

The removal of shrubbery used as ‘dens’ for drug misuse has tackled some of the most
hazardous areas. During this process close consultation was kept with street outreach
and needle exchange workers to monitor displacement of this activity and consider more
acceptable solutions to this challenging problem of public drug misuse. The consultation
is ongoing and the interested parties have scoped national best practice to recommend
solutions. This problem solving ‘task group’ is just one example of the breadth of
consultation conducted to resolve issues with sustainable responses.

Clearly these long term solutions will help to maintain the gained ground however critical to
sustainability is the constant overview and review of crime, disorder, environmental issues
and public safety by all of the agencies involved. The clear lines of communication, which now
exist between agencies, ensure that the need for an increased response to meet any signs of
relapse can be swiftly co-ordinated.

Communication and marketing
Throughout the overt phases of the operation an intensive campaign of communication and
marketing was conducted, externally the co- terminus daily newspaper and local radio
stations were engaged from the outset, the media coverage was overwhelming and followed
the progress of the operation on almost a daily basis.
To the benefit of the operation the local media also sought the perspective of the residents
and retailers within the area who whole-heartedly expressed their support and praise for the
partnership initiative. The intense media coverage was without doubt instrumental in
improving the public perception of safety in the area.
In addition to the media coverage, posters, pens and mugs were designed with an eye
catching image of a phoenix and were decorated with the strapline message
“ Striving For A Safer Swansea”.

These posters and other items were distributed within the Phoenix area and were proudly
displayed by shopkeepers and residents. Additionally as an intensive marketing exercise a 3minute video was recorded highlighting the aims of Phoenix and its successful progress. This
video was played on a ‘loop’ system upon a twenty-foot video wall sited within the centre of
the city’s shopping arcade.
The co-ordinating team made a series of presentations to staff within the partnership and to
key stakeholder meetings including the C.D.R.P. partnership and the Community and Race
Relations forum. These inputs served to spread the nature of the initiative and succeeded in
engaging the attention and commitment from essential staff groups and key forums. The
initiative has also been marketed extensively within B.C.U. and Force wide, staff publications.

Financial Support
The proposed operation was presented within the South Wales Police Force tasking and Coordinating forum; it was evidenced that the initial phase of action involved the disruption of
level two criminality within the parameters of the National Intelligence Model. A structured and
evidenced bid was presented before the forum that costed the funding required to progress
each phase of the operation. The emphasis was placed upon the holistic response to the
situation to ensure that the benefits gained were sustainable. The forum awarded a total of
£35,000 to be used for overtime costs to supplement and enhance the capabilities of the
B.C.U in providing high visibility patrol.
Additional partnership funding was also secured from the Welsh Assembly government, who
made available in excess of £50,000 to support the purchase of a fully equipped graffiti
removal vehicle and also the purchase and installation costs of additional mobile C.C.T.V
facilities.

RESULTS AND EVALUATION

Quantitative Analysis
•

Within Phase 1 of the Operation the seven arrested and charged drug suppliers were all
convicted at Swansea Crown Court and received a total of 28 years imprisonment. The
impact of the convictions has been immense not only within the Phoenix area, but across
the City of Swansea and is perhaps best illustrated by the newspaper front-page images
and headline at appendix 4.

•

Recorded crime dramatically reduced across the first three months of the Operation and
has remained at significantly lower levels since,
The headline successes during the operational period include monthly reductions of up
to:
• 32% in All Crime.
• 47% in Violent Crime.
• 70% in Auto Crime.
It has been encouraging to note the continued reduction of recorded crime since the initial
intensive three-month period. This reduction takes on greater significance when viewed
against the B.C.U. figures as a whole during this same period.
The full analysis is appended for reference at appendix 5.

•

Recorded incidents have also reduced during the operational period, this is despite there
being greater public engagement, which may increase reported levels. It is clear from the
presented statistics and community feedback that the area has improved dramatically.
These facts are detailed at appendix 2.

•

Identified environmental issues were tackled throughout the phases of the operation and
tangible improvements to the designated area included::
¾ Sites of graffiti and fly posting targeted and cleaned.
¾ Shrubbery and overgrowth was cut and cleared to create a safer environment through
natural surveillance in numerous referred locations.
¾ Lighting facilities were reviewed and upgraded or replaced
¾ Existing C.C.T.V. facilities were supported with a mobile capability and plans
approved for installation of additional permanent sites
¾ Street cleansing was focused upon the area with neglected sites of fly tipping targeted
and cleared.

Photographs of just a few areas tackled are included at appendices 6 & 7

Qualitative Analysis
Public safety survey
As previously evidenced, at the start of this initiative an assessment of public safety was
conducted by the partnership.
During February and March of this year an identical public survey was conducted the
objective being to measure the impact of the partnership activity.
Whilst accepting that the survey was conducted of a relatively narrow proportion of the
community, it is felt that the findings are significant and add considerable support to the
success of Phoenix in achieving its objectives. The significant findings of the revisited survey
include:
• A reduction from 20% to 2% of persons who felt “Not at all safe during daytime”
• A reduction from 60% to 7% of persons who felt “Not at all safe during nighttimes”
• A reduction from 62% to 45% of persons who often witnessed drunkenness / drug abuse
• A reduction from 46% to 38% of persons who “Often witnessed antisocial behaviour”
• A reduction from 23% to 16% of persons who often witnessed violence
Clearly these figures are encouraging and evidence that through an effectively marketed
problem solving partnership approach tackling crime, disorder and importantly environmental
issues, that people can feel that they are part of a safer community.
Also within the survey the persons questioned were asked how much value they placed upon
“Dedicated area police officers”. In the initial survey 67% viewed them as very important, this
increased to 79% in the revisited process. Clearly the impact of the deployment of dedicated
officers to the area has strengthened the opinions held by the community of the value of this
resource.
Letters of appreciation and recognition
Examples of letters of appreciation are included within appendix 3. One such letter was
accompanied by a 427 signature local petition supporting the initiative Also included is a letter
from the chair of the local Traders Association which is extremely supportive and indicates an
air of optimism created by an improved environment and increased retail trade.

OBSERVATIONS AND CONCLUSION
Operation Phoenix delivers a generic model for intervention into any designated area which is
identified as in need of a holistic sustainable solution to issues of crime and disorder.
Although simplistic in design and implementation, Operation Phoenix within its structure
identifies the root causes of community problems and delivers the long term problem
orientated partnership solution
The success of this detailed operation has now been replicated at two further locations within
the Swansea B.C.U. On each occasion the synergy between the agencies has developed and
through the infectious success of the project stakeholders within communities are now
actively campaigning for the project to be implemented within their community area.
Within the N.I.M process, Phoenix is clearly intelligence led, not only from the perspective of
police resources but by informing the intelligent deployment of all partnership resources.
Due to the marketed success of the project recognition and significant interest has been
shown by numerous interested parties including, Home office, Police Standards Unit , outside
forces and local and national government, where in a recent parliamentary debate in the
Welsh Assembly the success of the Operation Phoenix was praised by Edwina Hart (Minister
for social justice) and Mr.Rhodri Williams the first Minister.
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Appendix 1

OPERATION PHOENIX
Crime Analysis
(3 month Operational Period)
Crime
Categories
All Crime

Sept 2002

Sept 2003

Percentage
Change

114

77

32% Reduction

Violent Crime
Theft / Handling
Auto-Crime
Burglary Dwelling
Other Crime

22
23
33
3
33

15
21
10
1
30

32% Reduction
9% Reduction
70% Reduction
67% Reduction
9% Reduction

Crime
Categories
All Crime

Oct 2002

Oct 2003

Percentage
Change

86

87

1% Increase

Violent Crime
Theft / Handling
Auto-Crime
Burglary Dwelling
Other Crime

9
23
27
1
26

12
22
19
0
34

33% Increase
4% Reduction
30% Reduction
100% Reduction
31% Increase

Crime
Categories
All Crime

Nov 2002

Nov 2003

Percentage
Change

55

40

27% Reduction

Violent Crime
Theft / Handling
Auto-Crime
Burglary Dwelling
Other Crime

17
12
16
2
8

9
6
12
1
12

47% Reduction
50% Reduction
25% Reduction
50% Reduction
50% Increase

Appendix 2

Graph Detailing Incidents
Prior to and During
3 Month Operational Period
Incidents Operation Phoenix
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Total Incidents

84

77

58

65

43

High Street

74

61

43
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33

Surrounding Streets
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Appendix 3

Letters of Appreciation
(Retail Outlet – ‘CK’ Stores)

Appendix 3 Cont.

Letters of Appreciation
(Trader’s Association)

Appendix 3 Cont.

Letters of Appreciation
(Swansea – Chinese Community)

Appendix 4

Examples of Media Coverage

Appendix 5

OPERATION PHOENIX

Crime Analysis
(Post Operation)
Crime analysis within Operation Phoenix area.
Crime Categories

All Crime
Violent Crime
Theft/ Handling
Auto-Crime
Burglary – Dwelling
Other Crime

Dec 02 – Feb
03
265

Dec 03 - Feb
04
258

Percentage Change

53
52
90
8
62

48
45
86
2
77

9% reduction
13% reduction
4% reduction
75% reduction
24% increase

3% reduction

Crime analysis for the same period within B.C.U.

Crime Categories

All Crime
Violent Crime
Theft/ Handling
Auto-Crime
Burglary – Dwelling
Other Crime

Dec 02 – Feb
03
7352

Dec 03 - Feb
04
7625

Percentage Change

852
1310
2716
331
2143

926
1159
3070
357
2113

9% increase
12% reduction
13% increase
8% increase
1% reduction

4% increase

Appendix 6

Environmental Issues

Examples of Areas Tackled

Appendix 7

Environmental Issues

Examples of Improvements

