POP and Problem Solving:

Strengthening the
weakest links



A Masterclass ?



Some obvious differences!
oo

Master classes usually critique and improve a
specific performance

Here we are going to have to rely on our past
experience- we have no performers

Audiences at master classes usually share a
common level of interest and skill — that may
be so this morning but let’s see
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A Sceptical view of leadership and
mastery
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Pictures and words

I’m going to focus on managing and leading
problem solving projects- the techniques are
well covered by textbooks and courses like JDI

This image by a well-known [talian anarchist
photographer probably says it all but we need
to be specific
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Conference Memory Decay
(Apologies to Ebbinghaus)
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Contact for slides and Reading list
etc.

Don’t worry if all you're left with tomorrow Is
some indecipherable notes:

Mail your queries to:

Barrie.irving@matrixrcl.co.uk
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Why me?

The long view from the Police Foundation: | was
Director from 1980-2005

Hard core independence from HO and Police

Cross disciplinary qualifications in social sciences,
psychology and statistics and experienced practitioner
In- Police Research and Management Consulting

Wide access: ACPO, Superintendents’ Association,
Federation, Police Authorities, Senior Civil Servants.
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Key Gallant Failures in the
development of problem solving

1982-7 Neighbourhood Policing Experiment: Management
Information system not delivered; problem solving training
botched.

1989 —94 Crime Pattern Analysis System development; failure to
convince HO of need for expert systems rather than automated
pin maps.

1994 Sheehy Committee fails to reform police career/rewards
system- no career path for community problem solving specialists

1995-? Failure to reform police mgt.training to private sector
standards based on skill rather than knowledge acquisition
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Joining the dots: building personal conclusions
across the time-line about weak links

Neighbourhood Policing (1989):.

Operational officers: Strong distrust of statistics
and data analysis

Reluctance to admit lack of number skills
Rhetoric of success

Load>Fire>Aim

Semi-detached senior management
Inadequate IT and training for POP
Personnel churning.

Competition/conflict from ‘Real Policing’.
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]
The CPAS experience 1989-94

HO biased against expert systems: data quality
iInsufficient (But expert systems improve data
quality!)

Lack of recognition of the scope of the IS
challenge in policing (See Laycock in Bullock
and Tilley)

Seduced by US GIS suppliers offering less than
contemporary US freeware (Chicago)

CPAS bought for a peppercorn by UK
commercial developer — as ‘Prophesy’ recently
purchased by NYPD
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*\Weak links in change and performance
management (Source- various PF projects
1994-2005)

Supervisors mostly not trained for TQM or equivalent
Personnel churning.

IS outputs don’t match end-user needs- not enough
analysts to go round.

Negotiating skills to develop partnerships in short
supply?

Potential Knowledge transfer from other sectors not
realised (especially re nurturing creativity)
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What about the here and now?

Analysis of concerns
expressed in HMIC
thematics and the
Tilley and Bullock
review of POP




lssue HMIC Bullock Harris, Matassa Stockdale
Review and Hale and and
Tilley - and Newburn Whitehead
GMP Uglow
* * * *

Planning

HR Resources/skills

Data

T

Analysis

POP /Understanding of

Performance mgt.

Evaluation

Partnership

High level/expert support

Cultural resistance

distractions/conflicts




Stars indicate that concerns were expressed,
guestion marks indicate the authors were
responsible for this aspect of the project!

High level of consensus given overlap between
categories

Obvious connections between my historical
conclusions and the here and now
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Time to admit!

This Is a tricky enterprise- may indeed be
‘Rocket Science’ — Nick Tilley’s ‘Not’ and ‘?’in
nis original pamphlet title should be discarded
Deep organisational/cultural reasons- sticking
nlaster unlikely to help

Neither will dumbing-down or ‘rhetoric of
success’
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Your turn:
]

Questions
Rebuttals
Specifics
Objections
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How do you eat an elephant?
Sliced very thinl Some management
strategies

Capability and capacity assessment

Expert and smart IS to ‘push’ knowledge rather than
create information overload

Make trainers equally responsible with trainees for skill
acquisition
Contracts to limit personnel churning

Organise to succeed (No more than three
management levels per project regardless of rank! If
that’s enough for GE and MIG6 etc.)

Use knowledge transfer opportunities re creativity in
problem solving and negotiation
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Example 1: the ‘Readiness’ check for the National

Reassurance Policing Programme

Issue Level 1 No Level 2 Level 3 Level 4
capacity High Capacity
GIS? 0 4 2 5 0 1
Community Engaged? 0 1 5 6 0
Partners? 0 0 5 1 6
Analysis capability? 1 4 1 6 0
T and C for POP? 1 5 1 4 0 2
CID pro? 6 0 3 0o 2 0o 1
Data sharing? 0 6 0 6 0
Status in BCU? 0 2 2 1 2 5
Ringed Resources? 0 2 2 4 2 0 2
Performance Mqgt. 6 0 4 0 2 0




Improvements in capacity and
capability of trial sites

Blue figures the number of sites at that level at
the start of the exercise

Red figures: the final situation

Outcome In HO evaluation significantly
correlated with end position and improvement.
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Example 2:The Matrix Smart IS
Strategy- Creating knowledge

National data
and research

Local Data output
\ e /
integrated
database

|dentify missing Dledulcelc_alculate
data ﬁ ocal estimates
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Automated Outputs




Barriers to change

Difficult market to service
Past history of creating/enduring information
overload

Suspicion of smart knowledge based systems
by iIncumbent analysts who fear loss of status

etc.
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Reality: smart systems release specialists from
data drudgery and promote better use of their
talents

What
70% 20% [10% sionaiy
30% 50% [20% o

happen



Example 3: A radical Integrated Approach:
The Signal Crime Perspective presented by
my colleague Colin Roberts

o]
Robust cross-disciplinary theory
Smart data capture and analysis
User friendly decision support
UK culture based
NRPP- highly promising evaluation results.

Based on psychological impact of crime and
disorder rather than patterns of incidence and
prevalence. Problem solving for people!
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Further Reading

An extended account of the evaluation of the firdNeighbourhood Policing Experiment is available in:kving, B., Cathy
Bird, Malcolm Hibberd and John Willmore (198Beighbourhood Policing: the natural history of alipojng experiment
Police Foundation, London.

Early concerns about IT and management training inpolicing are described in:-

Irving, B.L. and Colin Dunnighan (1998juman Factors in the Quality Control of CID Invegtiions,Royal Commission on
Criminal Justice research study no.21, HMSO, Loraioh

Irving, B.L., David Faulkner, Steve Frosdick and Rhifopping (199% Reacting to Crime: the management of police
resourcesHome Office, London.

The issue of negotiation training and the managemeiwof relations between partners came up in the fadwing study:

Irving, Barrie, Denis Bourne and Jeremy CollinsG20Crime Tracking: developing a community safety ligehce system
for the West Ham and Plaistow New Deal
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However, for an up-to-date summary of most of thesisues raised in this presentation see:

Irving, Barrie and Bill Dixon (200RHotspotting: turning police theory into practice Thames Valley and
Northumbria,Police Foundation, Londcend

Irving, Barrie (2003)r'he Reassurance Policing Pilot Project: interim oefpon independent monitoring and mentoring
activity, Police Foundation, London.

Irving, Barrie (2005Reassurance Policing: making it happen: summaryaarogramme report on implementation
management.ondon, Police Foundation and the Associatio€@lief Police Officers.

The review referred to is
Bullock, Karen and Nick Tilley (Eds.) (2008yime Reduction and Problem Oriented Poligidyllompton, Willan

Apologies for quoting references that may be diffiglt to obtain in libraries. However, the Police Fourlation
holds copies for anyone curious enough to investigafurther. For general reading refer to the bibliography in
Bullock and Tilley.
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