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ANSWER Two QUESTIONS

ALL QUESTIONS CARRY EQUAL MARKS

Answer the following questions :

· Using effective arrangement and presentation

· With a clarity of argument

· With clear and concise language

· Demonstrating wide knowledge of literature

The use of calculators are not permitted in this examination

Question 1

Critically evaluate the measures put into place to establish a Best Value regime at Caledonian Police Force.

Question 2

Discuss the difficulties for the consultants that in the Chief Constable’s belief the Caledonian Police Force is the best in Scotland and that he insists in controlling access to members of his force.

Question 3

Discuss the management problems associated with the view that it is impossible to measure police performance accurately. 

Question 4

Discuss the type of management accounting techniques that you feel will facilitate an improvement in the performance of Caledonian Police.

END OF PAPER
Client :  Caledonian  Police (Ref LBP1)

Main Contact: Chief Constable Roy Armstrong. Caledonian Police HQ, Eniws Road, Invermuchty. Phone 999 and ask for Roy.

 Note need express permission to contact any member of the force in relation to this project and all calls are taped.

Remit Overview

Following their 2006 review from HM Inspectorate of Constabulary Caledonian Police Force have engaged LightyearConsulting to evaluate the adequacy of their current response and to help improve their response strategy.  

The key issues identified with Chief Constable in the initial meeting were: 

· improving their best value regime

· implement a performance measurement culture and system

· improve their record keeping system.

· Ways of improving accountability

In particular the Chief Constable would like a benchmarking exercise undertaken to be able to defend his forces performance which he thinks is actually the best in Scotland. 

Time Scale

  No strict time scale but want it finished by August 2007
Project Team

· R Briggs

· R Kray

· M Haney

· P Thomson

Resources in File

1. Extract of HMIC recent report on Caledonian  Police

2. Latest Comparative Statistics downloaded from Scottish Executive Site

3. R.Briggs draft report on crime recording.

Extracts of HMIC report on Caledonian  Police. 

HMIC Comment

Whilst acknowledged that the force has made considerable improvements in developing good practices in the delivering a policing service and supporting its staff, e.g. use of quality circles, service improvement teams and cross functional force teams more needs to be done. These initiatives are evidence of a move towards best value they are not operating effectively. It is recommended that more needs to be done. Progress towards strategic goals must be co-ordinated and monitored using programme and performance measurement methods identical to those used in the private and commercial sector where quality products and services are essential for survival let alone success. Ownership of best value lies with all members of the service regardless of rank or position. Campaigns to raise staff awareness need to be formalised that will assist staff in meeting and understanding the requirements of Best Value and to develop an approach required for long term success. 

In particular

· devolved budgeting should be further extended, 

· develop programme of operational service reviews

· improved project management planning and control systems

· improved risk management process

· improved management of buildings and vehicle fleets

· dealing with staff absences

· evaluating the impact of forensic techniques

· implementing a performance measurement and innovation culture.

HMIC considers the 'Good Practice Guide' to be an appropriate method for disseminating working practices which contribute to the efficiency and effectiveness of the Force. This is particularly so with the guide being published on the Force Intranet. It is important that the Force regularly update the guide and check to ensure that good practices are being adopted.  

Force Response

The following initiatives are presently being pursued: 

· Structural change
To improve the linkage with the Best Value regime, the Force Performance Management function has moved to Corporate Services Branch. This branch is responsible for developing the availability and use of performance indicators (PIs) to monitor the progress of the Policing Plan 

· Development of a performance culture
At present, performance indicators are focused at Corporate level. The monthly 'Measuring Our Performance' report focuses on performance indicators in support of the Policing Plan and Best Value regime. Work has recently been completed on integrating Best Value performance indicators and targets into Policing Plan and developing a Performance and Management Planning Framework. 

The 'Measuring Our Performance' document continues to develop in consultation with the Executive and Divisional/Departmental Heads, bearing in mind the information needs of external organisations. The document is structured to provide information on progress towards achieving Operational Goals as well as crime figures. Crime information is provided at a number of different levels — force, divisional and station — and at station level comparative analysis is made between recorded and solvency rates.  

At local level, Divisional Operational Plans are formed around objectives and key actions linked to the Force Operational Goals and supported by action plans based on station areas. Reporting and measurement arrangements are managed by the Divisional Commander and monitored through the 'Measuring Our Performance' monthly report. Divisional and Departmental Support Plans are developed through a process of self-assessment, and six-monthly reporting on progress to the Force Executive. Performance Indicators are being developed in support of this approach. 

The growing impact of a performance culture is evident across many areas of force activity, with locally based measures complementing those at corporate level. The inclusion of Best Value performance indicators within the 2005-2008 Policing Plan, and the more recent 2006-2007 Update, are testament to the commitment of the force to set challenging targets and plan to achieve them.. 

HMIC Comment

HMIC recommends that the force consider accelerating its approach to Devolved Resource Management including the timeous implementation of an appropriate training programme for all those who are to undertake new responsibilities under devolved arrangements. 
Force Response

It is intended that the Force will attain a 60% devolvement of the budget to operational commanders by the start of financial year 2008-2009. It is not possible to reach such a target without the devolvement of the salaries' budget and in April 2005 this commenced with devolvement of support staff salaries. This move was the result of the recommendations of the Devolved Budget Working Group. Progress with the devolvement of support staff salaries is being monitored by this group. Once the force is able to demonstrate satisfactory control of support staff salaries through these means it will be possible to move on to the devolvement of police salaries. In the meantime, during financial year 2006-07, the force will achieve devolvement of 26.3% of the budget.  

Over the past three years the force has held training courses for staff aimed at budget management. These courses have been attended by Chief Superintendents, Superintendents and Chief Inspectors. Heads of Department, Business Managers and Assistant Administration Managers have also undertaken the programme. An ideal training package has not been identified and so one was specifically designed for the force. The Scottish Police College run courses on budget management and these have been supported by staff from the force. Further development work on courses is planned to take account of existing and new systems.  

The fleet management budget has been examined and found to be suitable for devolvement. Recommendations made by a Project Working Group have been accepted and work started on implementation. Two pilot programmes, set to achieve reductions in vehicle accidents and misuse, will assist in the evaluation of further devolvement possibilities for the start of financial year 2006/2007. 

The establishment of a Risk Management Group will aid the development of budgets for risk management. The force expends significant sums in terms of insurance premiums, liability claims and other losses. Devolvement of risk management costs could result in savings that lead to improved resource allocation to policing. 

HMIC Comment

 HMIC recommends that the Force set appropriate targets for the reduction of absence in support of its policy and a comprehensive action plan to secure them. 
Force Response

The report of a previously established Absence Review Group was published in September 2005 and highlighted deficiencies within the current absence policy. It also proposed changes to issues such as levels of management responsibility and will enable a detailed plan to be implemented with a view to achieving defined target levels by December 2006. These targets, agreed by the Force Executive, are to return to the levels as at 2000/01 for police officers and support staff. A research study has also been commissioned from the Police Research Unit of Glasgow Caledonian University into the causes of absence, including interfaces with the Occupational Health Unit and the Welfare section. 

New computer based Personnel System (PWA) has been introduced to the force but the absence module has yet to be modified to the exact requirements of the force. Once achieved this will offer the opportunity to accurately record and interpret sickness figures, in terms of highlighting problematic cases and assessing whether the force is moving successfully towards achieving target levels. 

HMIC Comment

HMIC recommends that the Force addresses shortcomings in its crime recording practices and introduces a more robust system of checks to ensure confidence in its crime data. 
Force Response 

A programme of crime recording audits has been implemented by the Force Inspectorate to provide an overview over three separate processes, namely: 

1. under-recording of crime - the extent to which incidents of crime are not being recorded; 

2. over-recording of crime - the extent to which Force policy or procedures have contributed to crime recording being at variance with established guidance; 

3. non-recording of solved crime - the extent to which reported crime is note being recorded as solved after enquiries have been completed, offenders traced and reports submitted 

The audit programme identified that while each of these recording processes were open to scrutiny any under-recording of crime which was identified resulted from human error. 

Evidence of over-recording was found and resulted from inconsistent guidance which had been received from the Scottish Office Statistical Unit in late 1997 and implemented by the force in 2004. Since April 2005 crime recording practices have reverted to the pre-2003 protocols and will ensure a more accurate comparison with other Scottish Forces. 

Instances of the non-recording of solved crime were identified during the audit programme and once again resulted from human error and recognised failings in quality control measures. 

In July 2005 a 'Good Practice Guide' circulated details of measures which been put in place by local management teams to provide a more robust approach to quality checks over crime recording. Since then an improved computer based Crime Reporting system has been introduced within the force and has been followed by the introduction of a revised Custody Recording system. For the first time, both of these databases now have connectivity and provide an ability for an entry on the Custody Recording system to update an associated entry on Crime Reporting 

This entire area remains subject to close scrutiny by means of local audit programmes which are intended to ensure that improvements are sustained and consolidated. Independent checks on these audit programmes are conducted by the Force Inspectorate. 

HMIC Comment

Recommendation HMIC recommends that the force maintains the effort to improve performance in respect of the taking of fingerprints and DNA Samples from people in custody, in order to maximise the opportunity for preventing and detecting crime.
Force Position 

Following the issue of revised force instructions in June 2005, there was a substantial increase in the numbers of fingerprints and DNA Samples taken. This has resulted in a corresponding increase in the number of persons identified for particular crimes and these benefits are still being experienced. 

The costs of submitting DNA Samples for profiling are currently £42 per Criminal Justice sample and £250 per Crime Scene Stain. This meant that the policy introduced in June was only sustainable for a short period of time. The introduction of the policy, however, did result in a heightened awareness amongst operational officers of the importance of taking such samples. 

On 2nd November, 2005, the force returned to its original procedures, with DNA Samples being mandatory from persons suspected or accused of specific crimes, namely Groups I (crimes of violence) and 2 (sexual offences), as well as housebreaking and associated crimes in Group 3 (crimes involving dishonesty). However, each officer is authorised to take Criminal Justice DNA samples from any person from whom such samples are entitled to be taken, where that officer considers it necessary for operational reasons. As of 4 April 2006 the force further extended the criteria for obtaining DNA Samples by including all incidents of a racial nature. 

Officers are also encouraged to submit Crime Scene Samples for analysis. In these cases, all submissions are considered, but an element of screening has been incorporated to ensure that the most serious cases are given precedence. 

More recently, following consultation with the Regional Procurator Fiscal, force procedures have been changed in relation to obtaining evidential DNA samples. Whereas previously it had been procedure for the DNA evidential sample to be provided by a blood specimen obtained by a police doctor, since 1 April 2006 evidential buccal swabs can be used to provide the sample. 

The effects of these changing strategies can be seen in the attached figures: 

FINGERPRINTS 

	Month
	2003/2004
	2005/2006
	Difference
	%age

	April
	731
	984
	+253
	34.6

	May
	725
	991
	+266
	36.7

	June
	754
	1218
	+464
	61.5

	July
	903
	1841
	+938
	103.9

	August
	810
	2161
	+1351
	166.8

	September
	763
	1716
	+953
	124.9

	October
	810
	1621
	+811
	100.1

	November
	844
	2097
	+1253
	148.5

	December
	863
	1038
	+175
	20.3

	January 
	810
	1242
	+432
	53.3

	February 
	860
	1179
	+319
	37.1

	March 
	1040
	963
	-77
	-7.4

	Total
	9253
	17051
	+7798
	+84.3%


   

DNA SAMPLES TAKEN 

	Month
	2003/2004
	2005/2006
	Difference
	%age

	April
	201
	286
	+85
	42.3

	May
	200
	360
	+160
	80.0

	June
	209
	573
	+364
	174.2

	July
	247
	1544
	+1297
	525.1

	August
	235
	1647
	+1489
	633.6

	September
	202
	1108
	+906
	448.5

	October
	198
	1409
	+1211
	611.6

	November
	223
	605
	+382
	171.3

	December
	202
	279
	+77
	38.1

	January 
	233
	298
	+65
	27.9

	February 
	272
	192
	-80
	-29.4

	March 
	266
	244
	-22
	-8.3

	Total
	2688
	8545
	+5857
	+217.9


END OF ITEM 1

Crime Statistics downloaded by R. Kray March 2007 from Scottish Executive Website

Table 1 Crimes and offences cleared up by the police as a percentage of those recorded, Scotland, 1995 - 2004


	Crime / Offence group
	95 
	96 
	97 
	98
	99 
	2000
	01 
	02 
	03 
	04 

	Total crimes 
	31 
	30 
	29 
	29 
	31 
	34 
	35 
	37 
	39 
	41 

	Non-sexual crimes of violence
	68 
	68 
	65 
	62 
	63 
	64 
	65 
	67 
	68 
	69 

	Serious assault etc
	67 
	65 
	63 
	57 
	57 
	57 
	54 
	57 
	60 
	60 

	Handling an offensive weapon
	99 
	99 
	100 
	100 
	99 
	99 
	99 
	99 
	99 
	99 

	Robbery
	29 
	28 
	27 
	24 
	27 
	29 
	29 
	29 
	28 
	33 

	Other
	89 
	89 
	87 
	84 
	83 
	83 
	82 
	84 
	84 
	82 

	 

	Crimes of indecency
	69 
	72 
	71 
	71 
	72 
	75 
	74 
	76 
	75 
	78 

	Sexual assault
	62 
	67 
	66 
	63 
	63 
	68 
	66 
	69 
	65 
	71 

	Lewd & indecent behaviour
	55 
	57 
	55 
	56 
	62 
	65 
	67 
	68 
	66 
	68 

	Other
	98 
	97 
	98 
	98 
	97 
	97 
	96 
	98 
	96 
	96 

	 

	Crimes of dishonesty
	27 
	26 
	24 
	24 
	25 
	28 
	28 
	30 
	31 
	33 

	Housebreaking
	17 
	16 
	15 
	14 
	16 
	17 
	17 
	18 
	18 
	21 

	Theft by opening a lockfast place 
	13 
	12 
	12 
	19 
	19 
	21 
	22 
	24 
	21 
	24 

	Theft from a motor vehicle 
	- 
	- 
	- 
	11 
	11 
	14 
	12 
	14 
	13 
	15 

	Theft of a motor vehicle
	26 
	24 
	21 
	19 
	21 
	24 
	24 
	25 
	26 
	28 

	Shoplifting
	80 
	80 
	78 
	78 
	77 
	80 
	79 
	78 
	77 
	80 

	Other theft
	20 
	18 
	17 
	16 
	17 
	18 
	18 
	19 
	19 
	21 

	Fraud
	72 
	70 
	71 
	73 
	75 
	82 
	81 
	79 
	75 
	76 

	Other
	85 
	81 
	86 
	85 
	86 
	84 
	87 
	82 
	88 
	84 

	 

	Fire-raising, vandalism 
	21 
	20 
	19 
	19 
	19 
	20 
	21 
	21 
	22 
	23 

	Fire-raising
	21 
	18 
	17 
	17 
	19 
	19 
	19 
	20 
	19 
	21 

	Vandalism etc
	21 
	20 
	19 
	19 
	19 
	20 
	21 
	21 
	22 
	24 

	 

	Other crimes
	99 
	99 
	99 
	99 
	100 
	100 
	100 
	99 
	100 
	99 

	Against public justice
	99 
	100 
	100 
	100 
	100 
	100 
	100 
	100 
	100 
	100 

	Drugs
	100 
	99 
	99 
	99 
	100 
	100 
	100 
	99 
	100 
	100 

	Other
	88 
	82 
	77 
	83 
	79 
	84 
	80 
	82 
	80 
	86 

	Miscellaneous offences
	88 
	88 
	86 
	85 
	85 
	86 
	88 
	89 
	90 
	90 

	Petty assault 1
	75 
	74 
	72 
	71 
	73 
	73 
	74 
	75 
	77 
	79 

	Breach of the peace
	95 
	94 
	93 
	92 
	90 
	92 
	93 
	94 
	94 
	94 

	Drunkenness
	100 
	100 
	100 
	100 
	100 
	100 
	100 
	100 
	100 
	100 

	Other
	90 
	90 
	89 
	88 
	89 
	92 
	95 
	97 
	98 
	98 


Table 2 Crimes and offences recorded by police force area, 2004 


	Crimes and offences recorded per 10,000 population, percentage change in total number recorded and percentage cleared up by police force area, 2004
	

	


	 
	Middle-earth
	Rohan
	Fang- horn
	Isildur
	Caledonian 
	Reivers
	Mordor
	Islands
	SCOTLAND

	 

	Total crimes
	17,066 
	8,706 
	23,632 
	45,811 
	70,460 
	12,252 
	220,584 
	33,040 
	431,551 

	Total offences
	24,028 
	22,615 
	47,460 
	55,988 
	80,395 
	23,474 
	229,213 
	32,623 
	515,796 

	Total crimes and offences
	41,094 
	31,321 
	71,092 
	101,799 
	150,855 
	35,726 
	449,797 
	65,663 
	947,347 

	Crimes and offences per 10,000 population 1

	Total crimes
	619 
	591 
	678 
	867 
	802 
	438 
	971 
	842 
	842 

	 

	Non-sexual crimes of violence
	22 
	22 
	19 
	23 
	32 
	18 
	60 
	36 
	41 

	Crimes of indecency
	8 
	9 
	9 
	17 
	14 
	9 
	17 
	14 
	14 

	Crimes of dishonesty
	397 
	350 
	417 
	575 
	529 
	242 
	619 
	521 
	538 

	Fire-raising, vandalism etc
	112 
	117 
	148 
	169 
	168 
	100 
	157 
	179 
	155 

	Other crimes
	80 
	92 
	86 
	82 
	59 
	69 
	118 
	92 
	95 

	 

	Total offences
	872 
	1,535 
	1,362 
	1,060 
	915 
	839 
	1,009 
	831 
	1,007 

	 

	Miscellaneous offences
	237 
	256 
	251 
	292 
	213 
	307 
	357 
	275 
	300 

	Motor vehicle offences
	635 
	1,279 
	1,111 
	767 
	703 
	532 
	651 
	556 
	707 

	 

	Total crimes and offences
	1,491 
	2,126 
	2,041 
	1,927 
	1,718 
	1,277 
	1,979 
	1,673 
	1,849 


	Percentage change in total number recorded in total, 2004

	 
	Middle-earth
	Rohan
	Fang- horn
	Isildur
	Caledonian 
	Reivers
	Mordor
	Islands
	SCOTLAND

	Total crimes
	9.0 
	4.2 
	3.3 
	3.3 
	-1.5 
	*
	4.6 
	-5.2 
	2.6 

	 

	Non-sexual crimes of violence
	-1.4 
	-18.7 
	2.3 
	7.2 
	1.3 
	11.6 
	15.4 
	1.1 
	10.0 

	Crimes of indecency
	-4.3 
	43.0 
	-16.9 
	2.6 
	6.3 
	35.6 
	3.4 
	1.4 
	3.7 

	Crimes of dishonesty
	14.4 
	12.1 
	3.5 
	4.2 
	-1.1 
	*
	5.3 
	-8.7 
	3.1 

	Fire-raising, vandalism etc
	-6.7 
	5.0 
	*
	*
	1.6 
	9.1 
	-5.2 
	-2.4 
	-2.3 

	Other crimes
	13.8 
	-15.8 
	12.4 
	3.2 
	-14.5 
	-14.9 
	11.6 
	9.2 
	5.1 

	 

	Total offences
	-2.0 
	15.4 
	10.7 
	7.9 
	9.2 
	-2.3 
	4.6 
	4.3 
	5.9 

	 

	Miscellaneous offences
	-3.5 
	-6.3 
	6.4 
	1.0 
	*
	-1.7 
	-4.0 
	13.2 
	-1.4 

	Motor vehicle offences
	-1.4 
	21.0 
	11.7 
	10.7 
	12.5 
	-2.6 
	10.1 
	*
	9.4 

	 

	Total crimes and offences
	2.3 
	12.0 
	8.1 
	5.8 
	4.0 
	-1.5 
	4.6 
	-0.7 
	4.4 


	Percentage cleared up

	Total crimes
	57 
	59 
	50 
	38 
	35 
	64 
	40 
	39 
	41 

	 

	Non-sexual crimes of violence
	92 
	94 
	89 
	70 
	66 
	94 
	63 
	94 
	69 

	Crimes of indecency
	88 
	92 
	82 
	80 
	70 
	95 
	76 
	88 
	78 

	Crimes of dishonesty
	49 
	52 
	45 
	31 
	30 
	57 
	31 
	30 
	33 

	Fire-raising, vandalism etc
	42 
	40 
	31 
	24 
	19 
	48 
	20 
	20 
	23 

	Other crimes
	100 
	100 
	100 
	97 
	100 
	100 
	100 
	100 
	99 

	 

	Miscellaneous offences
	96 
	94 
	94 
	81 
	84 
	98 
	90 
	96 
	90 


R Biggs Measuring the Police 

Draft 2 Review March 2007 

BACKGROUND

Over recent years the police service, like other public bodies, has seen the introduction of a performance culture in an attempt to provide value for money to the taxpayer.  This process began in the early eighties with the introduction of the Financial Management Initiative (FMI) to the Civil Service by the Thatcher government.  The philosophy behind this was that introducing private sector practices to the public domain would improve effectiveness and efficiency.  All public bodies have moved in the same direction with devolved budgets, performance management, financial information systems and Performance Indicators becoming the norm.  Home Office Circular 114/1983 required all “Chief Officers .... to identify problems, set realistic objectives and clear priorities, keep those priorities and objectives under review, deploy staff and other resources in accordance with them, and provide themselves with the practical means of assessing the extent to which Chief Officers are achieving their objectives”.  This was followed up by Home Office Circular 114/1989 which underlined the need for the development and use of P.Is by the police service.

Coupled with the changes in the public sector culture the police have in recent times been faced with new problems which have also necessitated change.  In particular the purposes and legitimacy of police work have begun to be questioned. Indeed, when the first  police force was formed in Britain, the Metropolitan Police in London, initial resentment from the population was overcome by the  use of crime statistics to indicate that the police were having an impact on crime and therefore it was worth the infringement on civil liberties. 

In more recent years questions have arisen due to the belief that increased spending on the police service was having no impact on crime.  Studies raised questions over several aspects of police work.  In particular the effectiveness of increased patrol levels and more rapid response times, the lack of any noticeable link between particular detective methods and detections and the alleged inability of the police to halt rising crime in the face of social factors outwith their control.  

 In the 80s and 90s the government declared that increased spending would only be granted if individual forces could prove that they were being run efficiently.  This heralded  the increased use of Performance Indicators as a method of showing increased efficiency.  Currently, P.Is are used to evaluate the police service by Her Majesty's Inspectorate of Constabulary (HMIC), the Audit Commission in England and Wales, the Accounts Commission in Scotland and by individual forces themselves.
COMMON PERFORMANCE INDICATORS IN THE POLICE SERVICE

The most commonly used Performance Indicators can be split into two separate categories.  These are Direct and Indirect measurements.  The difference between these two measurements is that 

· direct measurements are those which are aimed at assessing final outcomes, 

· indirect measurements are targeted at assessing police efforts, rather than effectiveness i.e. how hard they work and how often they have used the tools which they are given.

DIRECT MEASUREMENTS 

These can be further divided into two subcategories.  These are:

a) Hard - These are measurements which are observable.  Examples include:

· Crime Rate - This is usually given as a number of crimes for a certain size of population e.g. 50 assaults per 10,000 population.  The crime rate can be broken down this way into certain offences, or groups of offences, or presented as an overall crime rate.

· Detection Rate - Also known as the Clearance Rate.  This is usually given as a % and is found by dividing the number of crimes in which the suspect is believed identified by the number of crimes reported.  As with the crime rate this performance indicator can be broken down into certain types, or groups, of crimes or presented as an overall figure.  This, along with the crime rate, is the most common measure of police performance given.

· No. of crime victims - Similarly to the crime rate this will be given as per a certain size of population.

b) Soft - Those that are perceptual.  Examples include:

· ‘Fear of Crime’ surveys

· ‘Satisfaction with police action’ surveys

· Complaints against police

INDIRECT MEASUREMENTS

These measure the efforts of the police rather than effects.  Examples include:

· Response Times - Response times can be given for emergency calls and routine calls.

· Number of arrests - This is similar to the detection rate as it is often given as a % of persons arrested to number of reported crimes.

· Number of fixed penalties issued - This is often used to measure police performance in the area of road safety e.g. number of tickets issued for speeding.

ADVANTAGES CLAIMED OF PERFORMANCE INDICATORS

IMPROVEMENTS IN MANAGEMENT
The use of Performance Indicators benefits management in several ways. First of all they are provided with hard statistical data on the work that is being done, the quantity of work that is being done and, if financial P.Is are used, how much the work is costing.  With this data in hand it is then possible to construct league tables of performance and make comparisons between different forces, divisions and sub-divisions.  Following on from this, it becomes possible to identify areas of performance deficiency.  The availability of hard data also facilitates trend analysis within a particular area e.g. the increase / decrease in car crime within a division over a year.  From this it can be decided which geographical areas need particular attention.

This use of Performance Indicators to make comparisons and analyse trends allows better use of management by objectives, a policy introduced by Home Office Circular 114/1983 which all British police forces now follow.  The use of management by objectives is perhaps particularly important in the police service where uniformed officers have much patrol time that is not designated towards any particular objective apart from the generalised goal of crime prevention.  It is possible, through management by objectives, to put this time towards a particular goal.  For instance, if a particular division has a problem with high levels of prostitution, then the divisional management could set an objective of increasing the detections of prostitution.  This should result in a more co-ordinated approach on the streets with uniformed officers giving extra attention to those areas known to be commonly used by prostitutes.  However, without the use of Performance Indicators, in this case detections for prostitution, management by objectives would almost certainly be ineffectual as senior officers would have no way of knowing whether or not officers on the street have been following the objective set.

Analysis of Performance Indicators will also allow the police, over time, to better understand the link between their efforts and results.  If the targeting of resources towards a particular area fails to produce a significant improvement in the appropriate performance indicator, then either a change is resources, or use of resources is needed.  This then allows the police to manage scarce resources appropriately.

The use of Performance Indicators can further aid management by facilitating the use of targets.  These targets can be used to indicate to officers the improvements in performance that are expected of them and through this provide the motivation that is necessary to achieve.  This links in with the philosophy of management by objectives, as target setting can be used to ensure that objectives are met.

ACCOUNTABILITY

As a public body, the police are accountable to different groups in different ways.  The use of Performance Indicators is claimed to be an aid to accountability in that it allows people outside the force to see where resources are being directed and how different forces are performing.  Due to the diversified control structure of the police, accountability is a complex subject, with several different groups being able to claim a need for accountability to them.  Amongst these are the Local Police Authority, the force Chief Constable, Central Government and the public in general, who all exercise control over the police in some way to a greater or lesser extent.  In order to understand how Performance Indicators can be an aid to accountability, it is necessary to look in greater detail at the nature of the accountability.  

DIFFICULTIES IN MEASURING POLICE PERFORMANCE

1) Crime rates only record reported crime.  The amount of crime reported to the police can vary over time for various reasons.  Included in these are changing levels of confidence in the police, wider insurance coverage with companies requiring thefts reported and an increase in telephone ownership.  Home Office surveys have revealed that the official crime rate seriously underestimates the true level of crime.

2) There is the possibility that some crimes reported are false e.g. reporting a vehicle stolen for insurance purposes. 

3) Rates could be based on a resident population that is constantly changing e.g. a division covering a city centre would have an inaccurately high crime rate if, for instance, the rate was reported as per 10,000 of resident population.  This is due to the fact that the number of people in the area at any one time would be greatly increased by shoppers, office workers, night club clientele etc. all of whom could be potential victims of crimes which would be attributed to the local population. 

Police Manipulation of Statistics.  

A problem inherent in the use of Performance Indicators in any organisation is the possibility that those being assessed may attempt to manipulate the figures.  In the case of the police service this is an area which has been the subject of considerable controversy recently.  On 18 March 2005, Channel Four broadcast an episode of the “Dispatches” documentary series, citing several cases of manipulation of Performance Indicators in certain English forces and alleging that this has become a widespread problem throughout the British police service.  Peter Coles, a former Detective Superintendent in Nottinghamshire Police stated in the programme that “a culture has spread through virtually every police force in the country, where they are quite happy to fiddle the figures”.  This former senior detective has lodged a formal complaint with the Police Complaints Authority and resigned from the service in protest at this situation.  The documentary alleged that this manipulation of figures was being done in two ways.  

1) Crime Rates

The first of these is through cheating the system for recording crime, known as “cuffing”, whereby a policeman would allow a crime to “disappear up his cuff”.  Peter Coles claimed “the police don’t want lumbering with a whole load of undetected crime, because at the end of the year it will make the performance look not quite as good as they are required to make it.  So they hide them, they cuff them”.  Richard Wells, the former Chief Constable of South Yorkshire Police, also appeared in the documentary to back this up.  Two examples he gave of how this could be done where, an attempted break in to a garden shed being downgraded to criminal damage, or a car windscreen shattered by vandalism being put down to a stone thrown up from a passing car.  These claims by two former senior officers provide strong evidence that the crime rates of certain forces may be inaccurate to a significant degree.  In fact when one force, Nottinghamshire, was investigated by another, Bedfordshire, it was found that thousands of crimes had been misrecorded.  Over 9,000 crimes had been kept out of official statistics by logging them as minor offences.  West Midlands, Lincolnshire and Devon and Cornwall forces have all had officers disciplined for similar matters.

2) Detection Rates

The second way in which the police can manipulate Performance Indicators is through the use of secondary detections.  This is one of the most commonly cited examples in the academic literature of police manipulation of statistics.  Secondary detections involve officers persuading convicted criminals to admit to other crimes previously committed.  In this way detection rates can be improved without actually catching any more criminals.  There have been incidents in the past of officers persuading criminals to “confess” to crimes they did not actually commit, in order to secure favourable treatment, so that detection rates could be boosted.  The first example which “Dispatches” gave of this was a burglary which took place in Nottingham.  The victim of this crime, a Mrs Prescott, received a letter several months latter saying that the man responsible had been caught.  However, upon close inspection, the burglars “confession” was found to be severely flawed.  He claimed to have stolen several items, including a computer and a large amount of money, which had in fact not been taken.  He also claimed to have staged the burglary during the night, and to have entered through the conservatory, when the actual burglar committed the offence during the day and entered through the French windows of the house.  “Dispatches” claimed that this was an example of an attempt by officers to manipulate detection rates by accepting a “confession” which was obviously false.  

A further example was given of a young offender called Kevin who was in prison for a series of car thefts.  It was claimed that detectives accompanied him on two days out of prison, when he was taken to a series of locations where car thefts had taken place in order to provide secondary confessions.  In total Kevin admitted to stealing between 60 and 70 cars which he had not in fact taken.  This was done in return for being allowed to spend time with family, close friends and his girlfriend during the two days out of prison.  The previously mentioned investigation of Nottinghamshire Police by the Bedfordshire force highlighted over 8,000 questionable detections.  They also pointed out that Nottinghamshire supposedly had a detection rate of 98.3% for rapes, which they claimed was impossible.

Police can also manipulate statistics due to the fact that crimes detected by officers themselves count as a 100% detection rate.  This can therefore result in officers devoting attention to offences which are easy to find and unlikely to be reported by the public, with the obvious example being road traffic offences.  

In many forces there also exists what are known as exceptional clearances. These are defined as offences where a suspect has been identified and evidence exists but no police action has been taken, possibly due to witness intimidation.  In circumstances like this police can easily manipulate detection rates, as it is left to their subjective judgement as to whether or not the suspect is guilty because he will never stand trial in court.

FINDING FINAL OUTCOMES   

This difficulty in measurement seems to stem partly from the fact that the police are providing a service not a product.  In common with other service providers the police have problems in measuring final outcomes.  It is often said that in some jobs, particularly service jobs, what can be measured is not meaningful and what is meaningful cannot be measured.  Performance Indicators can easily be applied to a company with an obvious goal i.e. to sell as many of it’s goods as possible and maximise profit, but not so easily to the police.  “Some police officers distinguish between their business and the business of others by pointing to the fact that policing has no tangible end product.  Policing isn’t about transforming materials into artefacts or making profits”.  

The result of this is that “proxy measures” or “substitute measures” are often used.  For example one responsibility of the police is to improve safety on the roads by enforcing the Road Traffic Act.  How is police performance in this area to be measured?  A common solution is to measure the number of penalty tickets issued for traffic offences such as speeding.  However, it can be claimed that this is not measuring police performance in improving road safety, it is merely measuring how often they have used one of the powers that they are given to do so.  A similar claim could be made with regard to public order.  The number of arrests made for public order offences simply shows how often the tool given for dealing with this type of situation is used. 

Problems also arise in finding outcomes due to the diverse nature of police work.  Due to this there can be no single or overall measure of police performance.  Indeed one single act by a police officer can have several different aims e.g. an officer on point duty can at the one time be improving traffic flow, giving directions to motorists, improving public relations and preventing crime through his presence in uniform.  

The difficulty in finding final outcomes is further complicated by the fact that officers are, for the most part, working unsupervised.  Therefore, even if a clear measure of police performance could be found, it is not necessarily the case that it will be possible to assess how each officer is doing in meeting this objective.  When examining the issue of work going unnoticed, the obvious example that springs to mind is when an officer finds himself dealing with a minor incident and, through good communication skills and wise use of discretion, is able to let off those involved with a warning.  An incident of this kind is unlikely to come to the attention of supervising officers and therefore a piece of good police work has gone unnoticed.  The good use of discretion is often given as an example of a quality which is traditionally held to be one of the most important aspects of police work and yet, by it’s very nature, is unlikely to be noticed and therefore cannot be measured.

It has been claimed by some in the past that these problems in finding final outcomes can be overcome through the use of public surveys such as fear of crime and satisfaction with the police, as these are held to be more accurate measures of final outcomes.  However, these are also flawed due to the fact that members of the public have different ideas of what they want and what the police should be capable of delivering.  Fear of crime surveys in particular can be distorted by the influence of the media.

ISOLATING POLICE PERFORMANCE  

Another difficulty given in the academic literature is that it is almost impossible to disentangle the impact of the police in a certain area from the impact of others.  Commonly given examples are reduced road deaths due to improved road surfaces, reduced public disorder due to improved social conditions, reduced street robberies due to improved street lighting etc.  Whilst these are all areas in which the police work, none of these achievements could be attributed to them, unless, in the case of the first and last examples, they were as a result of advice given by the police.

It is therefore claimed by some that the police should not be measured on end results, as this does not necessarily reflect their performance.  For instance, it is wrong to look at the end results of policing because there were too many factors in the equation i.e. the police may act well in a situation but it still ends badly.  “[I]n measuring police performance, it is best to look directly at how they have performed rather than at how it may have turned out”.  An example from the past is the widespread disorder during the miners strikes in the eighties.  In this situation the police were faced with massive numbers of demonstrators, some of whom were intent on toppling the government..  It can therefore be claimed that in this situation it would be unfair to measure the police on the final outcome, as there is bound to be a certain level of disorder, and so it would be better to look directly at how they had acted to minimise this.

This difficulty in isolating police performance has led in the past to Chief Constables denying all responsibility for poor crime figures.  For instance Sir Kenneth Newman, at the time Commissioner of the Metropolitan Police, stated in 1986 that “figures that are supposed to be performance measures of the police are in fact a performance measure of society as a whole” 

PROBLEMS IN INTERPRETATION   

Problems in interpreting those Performance Indicators that are used are often mentioned in the academic literature.  For instance many Performance Indicators can be claimed to be ambiguous.   A high arrest rate could signal that police are failing to prevent crime and a deteriorating law and order situation exists, or it could also indicate that police officers are working hard and detecting large numbers of crimes.  

Problems in interpretation can also arise due to the conflicting nature of many police objectives.  A commonly given example is the maintenance of law and order in a crowd control situation where police are faced with a large group of hostile and potentially violent people, such as during the miners strike as described above.  In this scenario making an arrest would uphold the law, but possibly at the expense of maintaining order.  This clear conflict of objectives shows how police performance can improve in one area of work whilst being deteriorated in another through the same course of action.  Conflicting objectives can be seen to be a particularly important point at the time of writing because of the current climate existing in London in particular.  Due to extensive media coverage of alleged racism in the Metropolitan police, officers in this force are faced with a possible scenario where a stop-search could result in the prevention of a crime, but only at the expense of race relations and the possible public disorder, which is often associated with this.

Difficulties in interpretation can also exist in identifying trends in Performance Indicators.  An example being that on the same day in the internet news network, Two - Ten News Network, 17/03/97, the following two headlines appeared.  “England and Wales top the league table for rising crime since 1987, say official figures published today by Shadow Home Secretary Jack Straw” and “Recorded crime falls for fourth year running for first time in over a century.  Michael Howard , Home Secretary hails falling crime rate”.  The fact that these two claims were drawn from the same set of figures show how trends can be open to various different interpretations.

Interpretation of Performance Indicators is further complicated by the fact that different forces, and indeed different divisions within the same force, are facing different problems due to differences in geographical layout, social composition of population etc..  The example that most readily springs to mind is the comparison of detection rates in urban areas with those in rural areas.  The former is usually lower than the latter, but it is not always the case that this is due to differing standards of police work.  There are other factors which also have to be taken into account.  In a rural area there is a much smaller population and the existence of a stronger community spirit than in urban areas.  Both of these factors aid officers in detecting crime as they raise the likelihood of the crime victim actually knowing themselves who the offender is.

END OF REVIEW

