What works and why?
Tips for using evidence to make key decisions
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Being ‘evidence savvy’

Being able to get behind the headlines and
question received wisdoms may change the
decisions you make....

‘Contact with the police reduces public confidence’

*Police crackdown on crime simply moves the
problem round the corner’

‘Detections are critical to victim satisfaction’
‘Back office re-engineering saves force £3.1 million”
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Contact is linked to confidence - but =
doesn't decrease it ©'NPIA
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Crime doesn’t move around the corner
- findings on displacement

Systematic review - Latest
evidence on hot spot policing

. Emerginﬁ findings from a recent

review show no evidence of a
displacement effect ...

e ..in fact, there are signs that
diffusion of benefits is more
likely than displacement

e, Dand Wiors, 2008 Oegcema of

www.npia.police.uk

Detections are not critical to victim
satisfaction

* Victim satisfaction as measured by the * Overall detections which result in
BCS fell in the '90s, then remained a sanction have increased since
stable for nearly 10 years. A shift 2002/03 but not for all crimes -
appeared in 2007/08 and satisfaction is burglary detection increased
now five percentage points higher than 5
in 2001/02. slightly but has stuck at 13%

* Analysis suggests victims are more likely to be satisfied when they:

- Feel police showed enough interest;
- Feels they were kept well informed;
- Have their expectations met
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Back office re-engineering saves

e How can we be sure?

e Do the figures stack up?

e What should we learn to look for?

- Common pitfalls/Hallmarks of robust analysis

- Questions to ask
- Have a go....
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Initial analysis of the problem

Weak analysis of problem often characterised by:

x Rush to diagnose and get on with *fixing it’
Limited data, single sources or limited samples
Tendency to apply generic template

Little attempt to understand force specific issues
Little attempt to ask those doing the job

x
X
x
X
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Biased samples to test impact

Real world time constraints and rigidity of force
data systems mean that bespoke dip sampling is
common - you should look out for:

v Random sampling over reasonable time periods

v' Same data/sampling methods used before and after

v Acknowledgement of limitations (e.g. seasonal variation)
v Cross referencing with other sources of info (e.g. people)
x Meaningless statistical language (e.g. statistically valid)
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How findings can be ‘sexed up’ © NPIA
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x Assessment of impact is made very soon after the
change (poor test of sustainability and may be subject to ‘Hawthorne
effect”)

x Projected savings are presented as single figures

rather than estimates within a range (e.g. £452,150
instead of between £425,000 - £475,000)

= Distinctions between cashable and non-cashable
savings are blurred

% The full costs of the change are not included
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What's wrong with this picture?

A colleague, who now works in the Contact Management Unit (CMU) has been involved in a similar project in this unit. Their team
have presented him with two charts showing the outcomes of one of their interventions. Knowing that you have some expertise in
Continuous Improvement, they have asked you to review these results before they present them to their Senior Managers. He gives
you the following background details.

" There is a perception that call handlers have a tendency to err on the side of caution resulting in minor incidents being misgraded
and inappropriate deployments. A statistically valid dip sample of 382 call logs during Novem! shows that a high proportion
of grade 2 incidents have been misgraded. This prompts the force to consider a series of refresher training sessions with

handlers designed to remind them about call grading policy and reduce the proportion of calls that are misgraded. Grade three calls
do not require a deployment therefore there is potential time saving to be made by ensuring calls are appropriately graded.”

Table 1: Grading of calls before and after re training of call handlers.

Pre Pre Change % change
intervention | intervention | Post intervention | Post intervention % of | from pre to | from Pre to
(No.s of calls) | % of total) | (No.s of calls) total) post
Grade one X 24.3% 23.6% -3.0 -0.8%
Grade two 186.0 48.7% 125.0 32.7% -61.0 -16.0%
Grade three 103.0 27.0% 167.0 43.7% 64.0 16.8%
Total 382.0 382.0
(1) Pre data was obtained in November 2010 from a self completion form distributed to call handiers. The form asked them to record the number of cals they received

)
and how they had araded them.
(2) Post data is from a statistically vald dip sample of 382 call cards over one week perod immediately after completion of the training.
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Answers

" There is a perception that call handlers have a tendency to err on the side of caution resulting in minor incidents being misaraded
and inappropriate deployments. A statistically valid dip sample of 382 call logs during November 2010 shows that a high proportion

incidents have been misgraded. the force to consider a series of refresher training sessions with call
handlers designed to remind them about call grading policy and reduce the proportion of cals that are misqraded. Grade three calls
do not require a deployment therefore there Is potential time saving to be made by ensuring calls are appropriately graded.”

Table 1: Grading of calls before and after re training of call handers.

Pre Pre Change % change

intervention | intervention | Post intervention ervention % of |[from pre to | from Pre to

(No.s of calls) | % of total) | (No.s of calls) | total) post post
Grade one 243% 0.0 23.6% 30 0.8%
Grade two 186.0 48.7% 125.0 32.7% -61.0 -16.0%
Grade three 103.0 27.0% 167.0 43.7% 64.0 16.8%
Total 382.0 382.0

Feirbuted to cal Pandiers.

) pre data er
and How they had araded them.

“This Is an inappropriate comparison
Different data sources have been used
here, e.g. self completion forms to
collect the pre data and call cards to
collect the post data.

A more accurate
comparison would be to
take a sample from the
same time of year or a
time of year with a similar
demand profile as the
before samole.

“Statistically valid' this
statement has no meaning in
statistical terms

This is not a good
time to measure
the success of an
intervention

“The amount of time in November
is not specified. It should be for

the same amount of time as the
*post’ sample.
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More Info

imoroversent Agency

e ‘Critically appraising presentation of
business analysis’ Top tips for senior
managers (your handout)

e POLKA knowledge bank ‘How to conduct
robust analysis to support Continuous
Improvement’

e NCALT *An Introduction to Continuous
Improvement’
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