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CDRPs face competing pressures when setting
targets including nationally set performance
measures, the views of local communities and
research evidence. How can CDRPs develop
an approach that gives all these pressures and
others proper consideration?
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About Matrix Knowledge Group

*Brand : We provide high-value, evidence-
Informed advice, information and decision support
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A Study of the Benefits of Public tor
Procurement from Small Businesses

— Case study in 2005 DTI Report: Study of Benefits of
Public Sector Procurement from Small Businesses

— SO 9001 accredited

—World leaders  skills advice & quality assurance
— Experienced high quality teams sector insight

research and consultancy
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David Pritchard

 Head of Performance and Strategy

— lead performance management / strategy projects
across sectors

* Experience:
— Consultant for criminal justice agencies in US and UK
— Economist for New York City government
— Community relations in Northern Ireland
— Masters degrees:
* Public and Private Sector Mgmt.
» Peace Studies




Review of performance management
cycle

Background




Performance mgmt and targets
embedded in UK government

« Commitment by new Labour government in
1997 to improving public services

* Public Service Agreements (PSAs) key tool:

—introduced in 1998 Comprehensive
Spending Review

— 600 performance targets for around 35
areas

— linked to government wide aims (eg, build

safe, just, tolerant society)

* Local Area Agreements
— Safer and Stronger Communities




Reduced crime and fear of
crime: important government
goals




Recorded crime is falling?

NUMBER @OF OFFENCES

Source: Research Development and Statistics

Numbers of recorded crimes are affected by changes in reporting and recording practices. In April 1998, certain new offences e.g. common assault,
possession of a weapon, assault on a constable and harassment, were added to the recorded crime series. It is not therefore possible to draw direct
comparisons between offences recorded before and after that date.

The National Crime Recording Standard was introduced nationally in April 2002. The national impact in 2002/03 was estimated to be ten per cent for
all recorded crime. The chart above does not take account of the NCRS impact.

Data for the British Transport Police are included from 2002/03 onwards.
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British Crime Survey results are clearer

NUMBER QF OFFENGES

Note: BCS excludes crimes against businesses or commercial property.




Concern about crime also falling

Source: Home Office / National Statistics: analysis of BCS




How much can we credit role of
performance management?

Marris et al (2003):

“the existing literature, voluminous
as it may be, does not provide any
firm, unequivocal guidelines based
upon empirical evidence on the
true causes of crime....”

Compstat: success in reducing
violent crime

Source: PMSU (2006)




Lets sidestep that debate and move
on...

...to the practice of performance
management




Performance used Goals and Goals linked to

outcomes
set new goals outcomes and

measures

Reward

High performance Measures

IS rewarded
Targets set to
- drive activities and
nalysis Performance cycle policy
Analysis to
determine whether Targets
goals & outcomes
are met Activities
Data planned &
collection Activities executed to

Data captures
outputs and
outcomes

and policy  satisfy targets




Reality: Conflicting goals Goals and Goals linked to

- : outcomes
In a community make outcomes and
performance management measures
Impossible

Measures

“If you don’t know where you are
going, any road will take you
there.”

Harry Hatry, Urban Institute, Washington DC




Reality: Measures not able Goals and Goals linked to
to properly capture outcomes outcomes and
desired outcomes—
performance management
will promote the wrong
things

measures

Measures

Output distortions: Pursuit of targets at expense of
unmeasured but important goals

“Not everything that is important can be measured”

“Not everything that is measured is important” Synecdoche (taking
a part to stand for a

— quality (typically) not measured (eg probation) | whole)
— for courts, no good measures of “justice”
— easily solvable crimes take precedence over
more “important” crimes
— outputs easier to measure than outcomes
— Anti-social behaviour may be more important
than crime




Reality: Targets important to middle
managers, but ignored or resented by front-
line staff

Completing risk assessment of offender: is it better to
meet 5-day target, or delay until offender agrees with
assessment?

Threshold effect: Targets lead to performance around
the target—even provide a perverse incentive for
those performing above to let performance drop
(examples in health, but not in criminal justice)

Measures

Targets set to
drive activities and

policy

Targets




Reality: Setting activities to meet targets will oft en fail to
meet the desired goal because of Goodhart’'s Law:

‘Any observed statistical regularity will tend to collapse once
pressure is placed on it for control purposes’

Impact of Basic Skills and Reoffending:

“There is no current evidence to suggest
that a lack of basic skills is predictive of
offending. However, basic skills are
related to a number of other factors

known to be associated with offending... Targets
(Porporino & Robinson, 1992).” i
Activities
Home Office Research Study 291. The planned &
impact of corrections on re-offending: a  Activities executed to

review of ‘what works’. 2005 and policy

satisfy targets




2005/06, “Starts” and
“Awards” for
probationers taking
Basic Skills courses well
exceeded targets.

Anecdotal evidence of
poor targeting of these
cash-linked courses

Positive unintended
consequence: increased
offender’s sense of
accomplishment!

Similarly, prison
education budgets
linked to attendance
and completion,
encouraging courses for
people who don’t need
them!




i . A good performance indicator must be:
Reality: Problems with: J008P

e inconsistent data collection
and reporting practices

° 11 Y o H 1
ureCIads-Slfl,? a?(c)jn and Adequate (Must provide a sufficient basis
recoaing- o ata to assess performance)

* falsifying data Monitorable  (Must be amenable to
independent validation)

Clear (Precise and unambiguous)
Relevant (Appropriate to subject at hand)
Economic (Available at reasonable cost)

» Different ways of categorising ethnicity in criminal justice system
* Changing and complex rules of how to count crime

« ‘“the Times... had published the official forecasts of the output of various
classes of consumption goods in the fourth quarter of 1983... Today's issue
contained a statement of the actual output, from which it appeared that the
forecasts were in every instance grossly wrong. Winston's job was to rectify
the original figures....” George Orwell, 1984.

Data

collection Activities
Data captures and policy

outputs and
outcomes




Reality: Analysing performance data creates dilemma between:
« taking context and baseline positions into account; and

« complicated analysis that lacks credibility and obs cures
rather than illuminates

“The Home Secretary is concerned that public trust

Analysis in the crime statistics produced by the Home Office
has declined to such an extent that it is no longer
Analysis to possible to have a debate about alternative criminal
determine whether justice policies on the basis of agreed facts about the
trends in crime. He wishes to be advised on what
goals & outcomes changes could be made to the production and
are met release of crime statistics so that public trust is re-
Data established.”
collection Independent Review of Crime Statistics, 2006




Calculation of PSA 10: reducing rate of re-offending by
5% between 1997 and 2004

Actual reoffending Predicted Difference % change
rate reoffending rate 1997-2000
1997 53.1 52.5 -0.6 N/A
2000 57.6 57.6 (baseline) N/A -1.1% (=-0.6/52.5)
Actual reoffending Predicted Difference % change
rate reoffending rate 2000-2004
2000 57.6 57.6 (baseline) N/A
2002 58.5 58.6 0.1 -0.2% (=-0.1/58.6)
2003 57.6 58.9 1.3 -2.5% (=1.3/58.9)
2004 55.5 58.8 3.3 -5.8% (=-3.3/58.8)
97-04 -6.9% (=1.011x1.058)

e improvements in reporting practices 1998-2000 make comparisons hard

* is use of predicted reoffending rate the right approach? Without adjustment
the decrease is 3.6% since 2000, not 5.8%

* isrise in predicted reoffending rate combined with increased prison
population more important than meeting the target?

* is this an example of “torturing the data until it confesses?”




Reality: Use of rewards makes all the other
problems worse!

Reward
High performance ‘Experience in policing and of any other
- organization...shows that when robust performance
Is rewarded

management comes in the door, ethics tend to out
through the window...Those whose performance is

_ being measured will move through a range of tactics
Analysis to avoid, subvert or superficially satisfy the
measurement regime.

O’'Byrne 2001:94

Use of cash-linked performance measures to
promote participation in offender behaviour
programmes in probation has increased the
distorting effects of the targets—some people willing
to do the wrong thing.




Four types of staff:

1. Saints: may not share all the goals of central govt, but public service ethos is
so high they voluntarily disclose shortcomings. (eg, St George’s Healthcare
NHS Trust, drew attention to its own failures after bad runs in its heart and
lung transplantation programme and suspended its transplant work itself).

2. Honest triers: broadly share goals of central govt, do not voluntarily draw
attention to their failures, but do not attempt to spin or fiddle data (eg, Bristol
Royal Infirmary did not hide evidence of very high mortality in its paediatric
cardiac surgery unit. The official inquiry report into the scandal noted ‘The
story... is not an account of bad people. Nor is it an account of people who
did not care, nor of people who wilfully harmed patients’.

3. Reactive gamers: broadly share the goals of central govt., but game the
system if they have reasons and opportunities. eg, GPs in England who
refuse to book appointments more than 48 hours in advance so they always
meet the target (Timmins 2005).

4. Rational maniacs: do not share goals of central controllers and aim to

manipulate data to conceal their operations (eg, in extreme, Harold Shipman)

Gwyn Bevan (LSE) and Christopher Hood (All Souls College, Oxford). What's Measured is What Matters: Targets and
Gaming in the English Public Health Care System. Discussion Paper Series: No. 0501: 2005




Performance used Goals and
set new goals outcomes

Reward

The “ratchet effect”. ‘a wise director fulfils the plan
105 per cent, but never 125 per cent’
Nove 1958, p. 4, discussing Soviet Union.

No good example in crime and safety (are the plans
taken seriously enough in the first place?)

Suggestions welcome!




Performance Management of Crime and
Safety—is it useful?

Done well, performance management can bring improvements
Doing badly is worse than not doing at all

But performance managements systems are fragile:

- need right culture and right people (open, transparent, able to admit
failure / weakness, confidence to ignore targets at times!)

- strong leadership, but not a blame culture
- need consistent approaches to data collection

- requires analytic capability to make sense of it all ) but over-
complication reduces credibility)

- need to be seen as plausible and useful by front-line staff

- use rewards cautiously—they can exacerbate problems




In setting targets, how to balance:
- nationally set performance measures
- views of local communities

- research evidence




Are the ‘candidates’ for targets:

1) required
— mandated nationally / locally?

2) popular
— supported by key stakeholders?

3) practical
— can you measure them?

4) useful
— do they mean anything?




Sufficient Necessary
condition for a condition for a
viable local target |viable local target

Mandated
nationally / locally

Supported by key
stakeholders 2

Practical

Useful




Nationally or locally mandated targets
are a given!

Question is how to make them work for you,
rather than against you.




Stakeholder analysis

- what are views of
different
stakeholders?

- how Important are
these?

- are they consistent,
or do they conflict?




Stakeholder engagement

understand issues of concern
- “what is In it for me?”




Stakeholder engagement

tools depend on
engagement

style

Step-change

Scale
of change

Incremental

Surgery Transformation
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g
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Style of change




Stakeholder engagement

- develop communication plan that speak to
concerns

- work with and through allies to overcome
resistance




Practical

eCan you measure it?
— accurately enough?
ecan you analyse the data?
— do you have resources?

Example: requirement to measure Fear of Crime




Meaningful measures must  be based
on a logic model

Inputs
P Inputs includes the resources used by projects which might be
staffing, voluntary workers etc
re Tttt . Processes might include project planning, auditing, deploying
1 1 1
: Context I resources etc
I I
I Processes I
! : Context might include the baseline position (eg level of ASB,
e ———— a teenage pregnancy, school achievement) etc
Outputs might include number of families engaged, number of
Outputs _I_ t JW| ASB contracts completed, number of case worker contacts etc
argets
JEL « | ———
ﬂ 15t order outcomes might be reduction in anti-social behaviour
etc
1st order
outcomes 2"d order outcomes might be reduction in fear of crime,
ﬂ E> Unintended improvements in educational attainment, health improvements
|:> outcomes
2nd grder Unintended outcomes might include (negative) displacement
outcomes of ASB or (positive) diffusion of benefits etc
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Meaningful measures

Is tracking the target going to change
anything?

If not, why bother?




Contact

0207 684 5777

www.matrixrcl.co.uk




