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[bookmark: _Toc92737157]Executive Summary
Policing in the 21st Century engenders greater scrutiny. Given the complex macro environments and internal challenges, it could be argued that strategic planning is pivotal to the success of South Wales Police. This report critically discusses essential elements of strategic planning and how the organisation must first define its framework and evaluate its position within the environment before implementing and communicating its strategic direction. Furthermore, the report will assert why policing should maintain traditional planning practices but consider alternative strategic development protocols such as systems thinking in both strategic planning and management. The report will initially focus on developing a strategic plan before critically discussing systems thinking. The report will consider the implementation and management practices to ensure narrative clarity and adherence to the word count. Finally, the recommendations will focus on the changes required to implement strategic planning and management systems thinking. 
[bookmark: _Toc92737158]Introduction 
Police forces across the United Kingdom practise strategic planning to identify and anticipate trends, improve efficiency and achieve a series of objectives. Strategic planning is a deliberate, disciplined approach to producing fundamental decisions and actions that shape an organisation, what it does and why (Bryson, 2018, p33). Strategic planning in policing is time-consuming, multifaceted but essential due to connotations on service delivery, fiscal responsibilities, and culture (Haines, 2000). It should remain a priority of every police force to improve legitimacy, transparency and public safety but must connect to and improve daily activities. 

According to Whittington et al. (2020, p.24), strategy is 'the long-term direction of an organisation, formed by choices and actions about its resources and scope, to create advantageous positions relative to changing environment and stakeholder contests'. The long-term direction can include deliberate, logical, and incremental, emergent strategy patterns, which will be discussed further. Strategic management is the process of making and implementing strategic decisions and strategic change (Bowman and Asch, 1987, p.4). Strategic management affects all parts of the organisation as it involves managers of all levels to consider threats, opportunities and available resources. Therefore, managers' decisions could significantly influence resources, structure, and practices. Strategic management will have a fundamental impact on the way strategy is delivered (Asch and Bowman, 1989, p.xiii)

This report will highlight that strategy and strategic management are just as important in the public sector as in the private sector (Johnson et al., 2005, p.23). The pressure and control of outside influences, for example, Government, Policing Crime Commissioners and other strategic partners, require more significant consideration when developing strategy. Their sphere of influence and ability to constrain policing can place a colossal burden on the organisation. In a post-pandemic era, social and economic instability require the public sector to demonstrate best value in output. Over recent years this has become increasingly important due to the shifting emphasis of partnership working to address demand and social inequality, for example, homelessness, drugs, and mental health (Johnson et al. 2005, p26).  This report highlights the need for a cooperative approach through systems thinking to improve outcomes for the communities of South Wales. 

[bookmark: _Toc92737159]Main findings
[bookmark: _Toc92737160]Defining Strategic Planning 

Analysing the present situation and changing if necessary is known as a strategy (Drucker, 1954). Strategic planning systems must be designed to fit the unique characteristics of each organisation. All organisations differ in some respect; therefore, it follows that the planning systems of organisations differ also. Strategic planning is the process that begins with setting the organisation aims, defining strategies and policies to achieve them and developing detailed plans to make sure the strategies are implemented (Steiner, 1979). 

Mintzberg (1994) points out that people define strategy differently, the most common being strategy as a plan, a direction or a course of action to get somewhere.  Strategy is a pattern such as consistency in behaviour, a position that reflects decisions and perspectives, for example, vision and direction. (Mintzberg, 1994, pp.23-27). According to Mintzberg and Waters (1985), their model has five strategies: emergent, intended, deliberate, realised, and unrealised.  An intended or deliberate strategy requires precise intentions; the strategy is realised precisely how the organisation anticipated and had planned. Mintzberg (1994) argues that strategy can result from both the intended and the emergent. Strategy emerges over time as intentions collide with and accommodate a changing reality (Moore, 2011). One might start with a clear plan, but the strategy responds to events as they arise, often involving both strategic and tactical changes. An emergent strategy is often more flexible (Stobierski, 2020) and may be considered chaotic or inefficient; conversely, it could be assessed as fluid, responsive and adaptable (Mintzberg, 1994). 

Porter (1979) argues that strategy creates a unique and valuable position involving a set of activities. (Porter 1979; 1980; 2008) identified five forces to explain the rivalry between competitors (buyers, suppliers, substitutes, new entrants, and competitors' rivalry). Vining (2011) recognised that private-sector firms widely use Porter's five forces to analyse the external environment and specific external forces. The public sector version of the five forces framework acknowledged goals from three perspectives: descriptive, instrumental, and normative, whilst substituting certain elements for political and economic considerations. 

Moore (2011) argues Porter takes a deliberate strategy approach whilst Mintzberg (1994) emphasises an emergent strategy. According to Stobierski (2020), large businesses or corporations firmly established within their markets often employ deliberate strategies. However, Adnan and Bozkurt (2013) acknowledged that organisation strategies are distinctly connected to the organisational structure and size. According to Stobierski (2020), an emergent strategy may be the correct approach, especially when it is unclear what the long-term direction should be. Embracing an emergent strategy will allow an organisation to flex and adjust as different challenges develop. Moore (2011) believes Porter's theory is outdated in today's corporate environment as Mintzberg's (1994) emergent strategy is better suited to reflect the ever-changing world we live in and how plans fail. This argument does not diminish the value of planning, but with an unstable political, economic, and technological environment, long term plans may fade, and emergent strategies will be required. 

Robert (1998) argues that the real issue in strategic planning is that most organisations focus on operational issues. The key to avoiding missing strategic opportunities is to develop the skills required to think strategically. Strategic thinking specifies and articulates what an organisation will look like in the future. Operational planning specifies how to get there (Robert, 2001, p21). Whilst focused on competitive markets in a business sense, the equivalence applies in the case of public sector organisations.  Using the factors described by Robert (1998), they could be adjusted to strategic planning in policing – emphasis on a specific service, public expectations, which trends to pursue and geographic or demographic issues. As Robert (1998) suggested, strategic planning fails because people focus on the planning, not strategic thinking, becoming risk-averse compared to exploiting opportunities. Policing should avoid allowing operational thinking to dominate strategic planning and be proactive rather than reactive to trends and public service demands. 
[bookmark: _Toc92737161]Strategic Framework

Ansoff et al. (1976) recognised that failures in strategic planning contributed to problems in a post-industrial era. Identifying strategic issues is the heart of the strategic planning process (Bryson, 2018, p.184). Strategy making must be democratic and is not the sole territory of the senior officer (Hamel, 1996). Mintzberg (1994) recognised the importance of differentiating between strategic planning and strategic thinking. Planning is programming and analysis, whilst strategic thinking amalgamates the learning from analysis, soft insights and experience of others in the form of a clear, integrated vision and direction the organisation should take. Formal planning is very analytical and has always been built on the availability of data, technology and existing strategies (Mintzberg, 1994). Ward and Peppard (2013, p.69) analysed strategy versus planning (Porter, 1979), (Mintzberg, 1994), (Hamal 1996) and concluded that strategy is not the result of strategic planning but the product of several processes. According to Ward and Peppard (2013, p70), many analytical techniques for strategy formulation are used to focus on issues. However, techniques and tools are applied to form a strategic framework. A framework has three layers, the external environment, stakeholders and internal business and planning. Whittington et al. (2020, p.12) also created a strategic framework that includes understanding the strategic position of an organisation, assessing strategic choices for the future, and managing strategy in action.

Jobs (1997) famously stated that you must start with the customer experience and work backwards. Therefore, policing must focus on service delivery, people, and fundamental values. The organisation's strategic purpose must be succinct and straightforward (Haines and McKinlay, 2007). This approach will help focus the organisation's existence; help staff recognise their purpose, and the public will have undisputed expectations. When mission statements are fully developed, committed to, and implemented, organisations will genuinely realise their vision (Haines and McKinlay, 2007 p.110). Mission statements tend to be driven by groupthink, often drafted by senior executives and are full of platitudes (Denning, 2013 p.230). It is never the intention of any senior officials to have a vague mission statement. However, do they fail to ask the right question – why do they exist? The best way to know if a mission statement unifies, directs and inspires, is to reflect on one aspect, does it tell people what the organisation is fighting for? (Burkus, 2020). 

National Police Chief's Council describes the mission of policing as enshrined in the Police Service Statement of Mission and Values. Despite priorities changing over time, it remains consistent in response to external developments (Policing Vision 2025). Well-constructed, communicated, and integrated vision and mission statements can help align and focus an organisation.  They define in clear, precise and inspiring terms an organisation's reason for existing and where it is going, helping to drive success now and in the future (Gershoni, 2019). Reiner (2010, p. 119) identified a 'sense of mission' in policing derives from recognising that policing is not just a meaningful occupation but a fundamental one. Therefore, mission statements should bond to the consciousness and principles of individuals. However, common mistakes should be avoided, for example, failing to identify and reference the customer and creating statements that bear little resemblance to day-to-day activities (Haines and McKinlay, 2007). In summary, the mission statement for South Wales Police needs to be concise, distinct and absolute. It should guide the thinking and decisions of the staff, determine performance and provide a stable framework (Gershoni, 2019).

Vision Statement describes the future state that an organisation is working towards achieving. A vision may be looking years ahead, but for larger organisations pursuing more ambitious ends, their vision may be several years in the future (Gershoni, 2019). Staff want a leader with a compelling vision of the future, which is not usually the leader's personal view. Being forward-thinking, envisioning exciting possibilities and enlisting others in a shared view of the future is the attribute that most distinguish leaders from non-leaders (Kouzes and Posner, 2009). A visionary leader's determination will instil the organisation's founding purpose to connect with the public and inspire employees. (Sherman, 2017). According to Haines and McKinlay (2007), collective leadership must be utterly committed to agreeing on the desired end vision and working on the means of achieving the future vision. To conclude, this collective agreement is the only way the forces vision statement can genuinely make a difference in how the organisation is run and serves day-to-day activities.
Core values are the principles that guide daily activity and behaviour (Haines and McKinlay, 2007 p.115). Companies that enjoy enduring success have core values and a core purpose that remains fixed while their business strategies and practices endlessly adapt to a changing world. (Collins and Porras, 1996). Barnard (1938) believed a leader's role was to manage the values of an organisation to harness social forces in an organisation to help shape and guide values. Nikezić et al. (2016) believed Barnard’s (1938) approach was archaic because a planned vision consisted of two main components: fundamental ideology and imagined future. Fundamental ideology comprises basic values and the company's primary purpose, and a wished future comprises bold goals. Meglino et al. (1998, p.354) explain that the term values specify an individual's personal beliefs about behaving, but values derive from and are partially influenced by culture. Kluckhohn (1951), cited in Meglino et al. (1998), suggest the social aspect of values is evident in that individual’s experience guilt when they act inconsistently with social expectations. 
Values directly affect conduct (Rokeach, 1973) and influence everything from recruitment (Cappelli, 1995) to ethical behaviour (Keeney, 1993) and leadership (Selznick, 1957). Meglino et al. (1998) claim there continues to be a lack of agreement on what values are and how they influence individuals. In summary, organisational values are the guiding principles for the force's employees and should be impactful, dynamic and meaningful. Defining these principles helps communicate with staff what the organisation's values are and how it intends to do business. However, organisational values should reflect personal values to achieve the mission and vision.
[bookmark: _Toc92737162]Strategic Position

South Wales Police operates surrounded by a complex external environment compared to many businesses.  The macro-environment influences are broadly assessed in the early stages of strategic thinking using PESTEL (Political, Economic, Social, Technological, Environmental and Legal). To a greater or lesser extent, they consist of factors that impact many organisations, industries, and sectors (Whittington et al. 2020, p.35). PESTEL supports the development of the framework by understanding the macro environments, barriers and will encourage strategic thinking. The time and frequency of assessment are optional, but the speed at which these factors can change and influence both opportunities and threats within South Wales Police requires careful analysis and continuous monitoring. Other macro analytical options are available, for example, forecasting, which uses prediction and scenario analysis – a technique that develops alternative views of how the strategic landscape might develop (Whittington et al. 2020, p.36). However, it is essential to recognise that these techniques are primarily subjective. Due to the unpredictability of policing and constant changes in demand to assess the macro-environment for South Wales Police, PESTEL would be the preferred option. 

Mendolow (1981) suggested analysing stakeholders based on their ability to influence strategy and dynamism. Johnson & Scholes (1999) adapted Mendelow's model by changing the axes from dynamism to interest, fittingly creating the power/interest matrix. Stakeholder analysis identifies stakeholder expectations and power and helps businesses understand political priorities (Johnson, Scholes, and Whittington, 2006). Olander & Landin (2005) recognised that stakeholders with high power and high interest need to be managed closely, that stakeholders base of influence is not static, and any significant decisions on a new direction for a business would require analysis and engagement with stakeholders. To effectively communicate with stakeholders, organisations’ need both advocates and senior management to manage concerns or inquiries of influential stakeholders (Beer and Eisenstat, 2004). In summary, by creating a Mendelow's matrix, South Wales Police can quickly identify priority stakeholders, manage communications and find equilibrium with stakeholder engagement when developing strategy. 

The external environment is essential to analyse. However, strategy development must consider the internal environment, including resources and capabilities. According to Whittington et al. (2020, p.96), 'resources are assets that organisations have to call upon, and capabilities are how those assets are deployed'. Whittington et al. (2020, p.99) recognise three critical components to consider: the value to the customer, neutralising threats, and the cost to the organisation in developing or acquiring the resources and capabilities. Resources and capabilities are essential in delivering a service. However, with increasing demand and complex crime, the expected capabilities of staff will only increase, thus requiring strategic planning to consider the financial implications of not just the capacity but the capabilities of a workforce. 

Barney (1991) pioneered the resource-based view (RBV) and explained how the distinctiveness of an organisations resources and capabilities specifies the competitive advantage and superior performance. Barney (1997) introduced the VRIO (value, rarity, inimitability, organisational support) criteria to analyse resources. According to Whittington et al. (2020, p.104), a VRIO analysis helps evaluate if, how and to what extent an organisation has a unique and distinctive competitive advantage. Kaufman (2015) argues that RBV provides no direction to managers about determining which resources are valuable and which are not. RBV does not consider the value of resources and capabilities and instead focuses only on their rarity and imitability. 

A beneficial approach to understanding resources and capabilities for strategy development in policing would be the Management of Risk in Law Enforcement (MoRiLE) (College of Policing, 2021). MoRiLE is an intelligence programme and a suite of risk prioritisation models and processes that all law enforcement agencies can use to understand risks better. It enables a wide range of issues to be assessed alongside each other, including assessing Partner's priorities alongside Law Enforcement's. The information can also be aggregated and disaggregated to provide a comprehensive picture of risk at a Local, Regional and National level. MoRiLE gives a comprehensive understanding of Threat, Harm, Risk, and the Law Enforcement Agencies Capacity and Capability to deliver against them (Coxhead, 2018). 

According to Whittington et al. (2020, p.112), SWOT analysis provides a general summary of the Strengths and Weaknesses explored in an analysis of resources and capabilities and the Opportunities and Threats explored in an analysis of the environment. This analysis can also be helpful as a basis for generating strategic options and assessing future courses of action. A SWOT analysis can create ideas for strategic interventions that shape and guide the organisation's decisions. The distinction between strengths, weaknesses against opportunities and threats should be avoided, and analysis should be fluid. In summary, every effective strategy is built on internal and external strengths and opportunities while minimising risk from weaknesses and threats (Bryson, 2018, p.150-151). 

[bookmark: _Toc92737163]Systems approach 

Strategic planning is a dynamic, backwards-facing process carried out by leaders to define a vision, establish meaningful strategies with clear objectives to drive performance and achieve the future vision (Haines & Mckinlay, 2007, p.26). The traditional analysis focuses on separating the individual pieces of what is being studied (Skaržauskienė, 2010). The typical and well-practised strategic planning process commences with the mission and vision, followed by detailed internal and external analysis. The results are discussed and evaluated to form different strategic priorities resulting in a structured plan. The traditional strategic planning process has credibility and currency among senior executives. Compared to other innovative approaches, it is recognised and customary, particularly when managing in a complex, dynamic and demanding environment.  Whilst these accepted, stable, and relatively straightforward processes have significant credibility for leaders, they tend to develop predictable and apathetic objectives against independently assessed areas of business (Recklies, 2015). 

Weissenberger-Eibl et al. (2019) argue that effective strategy development in complex environments is only possible by considering the external and internal system perspectives. They are both needed and are prerequisites to strategy development. Internal and external analysis will always need to be conducted. However, in an unstable, unpredictable environment and increasing demand, the force needs to develop the analysis further and approach strategic planning differently. 

Senge (1990) suggested that systems thinking simplifies matters by helping see the deeper patterns behind the events and details. Systems thinking involves a broader view, looking at more significant interactions that better understand the big picture (Ackoff, 1999). Systems thinking focuses on how the thing being studied interacts with the other constituents of the system (Skaržauskienė, 2010). Richmond (2010) compares traditional and systems thinking, identifying several essential skills in improving our thinking quality. The traditional analytical approach to planning originates with current demands and priorities and dissects them into separate parts focusing on one area of policing at a time. Reductionism breaks systems down into their parts and focuses upon those precise components. This involves dividing an organisation or process into categories that management can quickly isolate and measure.  By separating the organisation's parts, one can create simple linear interactions of course and effect.
Gharajedaghi (2006) developed four foundations to systems thinking: holistic thinking (structure, process and function), operational thinking (dynamic thinking of chaos and complexity), interactive design (redefining the future and critical assessment) and self-organisation (culture). Systems thinking studies the organisation as a whole in its interaction with the environment and works backwards to understand how each part of the system supports its objectives. Only then can core strategies be formulated to deliver future outputs (Haines & Mckinlay, 2007, p.31). Weissenberger-Eibl et al. (2019) argue that organisations lack a systemic approach to their strategy development process and consider environmental influences selectively. They suggest that organisations need to be seen as systems that are embedded in a complex environment. Complexity management focuses on the complete functionality of the organisation instead of fixating on the components of the organisation. Creating the context within which those components interact, resulting in the emergence of the complete functionality of the organisation. 
In 2017 the National Police Chiefs Council (NPCC) performance management coordination committee commissioned a study to better understand demand due to austerity and unpreceded demand on the service. The report stressed the need for the police service to understand techniques such as systems thinking to develop efficiency and internal processes. Dunwoody (2017) highlighted the necessity for the police service to be supported by a whole system perspective and not a functional view. The core of systems thinking is understanding the purpose, evaluating work passing through the system, judging against how well policing achieved its core objectives and goals then designing better ways. Employees tend to have a clear sense of purpose and mission. However, the system needs to be built to fulfil their roles, requiring a change in management and leadership thinking, behaviour and skills. 

Senge (1990) recognised that systems thinking offers a more transparent way to see and understand the environment; consequently, complex issues become more explicit, as do cause and effect cycles. Warren (2000) suggested that systems thinking offered a better approach to integrating new ideas within the organisation to solve problems and find leverage points. Applying a systemic approach is needed to overcome the limits of decision-making and information processing and to reduce biases in strategy development (Weissenberger-Eibl et al., 2019). Notably, Forrester (1975) recognised that business systems determine activity effectiveness. Understanding the complex systems by focusing on the whole, its components, and the interrelationships rather than isolated or independent parts give organisations an advantage. According to Gharajedaghi (2006), systems thinking enables organisations to understand the structures and dynamics of complex issues to design strategies, resulting in tremendous success. 
In summary, the standard approach is essentially attempting to manage and control the output to the system; within this approach, executives define and specifies to the organisation what they want the outcome to be. Therefore, it constrains the organisation's elements towards the desired result. The complexity approach does not seek to control or find the desired outcome. Instead, it focuses on creating the proper context to organise the elements into functional units, which emerges the desired outcomes. Emergence is fundamentally a creative process; leading or managing an organisation within this paradigm means creating the future context instead of controlling it based on past information, thereby developing an emergent strategy as Mintzberg (1994) suggested. 
[bookmark: _Toc92737164]Strategic management 

Haines & McKinlay (2007, p.26) recognised that organisations struggle to implement a plan as they fail to refocus and establish a comprehensive strategic management system (planning, people, leadership, change). The strategic plan should be built into a structure and system that is flexible and adaptive to deal with organisational change, as no plan can anticipate or resolve every need. Sterling, (2003) acclaimed strategy implementation impacts the entire organisation and can only be effective if employed and realised in all parts of the organisation. Ultimately, the structure and processes need to be adjusted to support the strategy. According to Gaddis (2018), as sighted in Bryson & George (2020), strategy links organisational capabilities and aspirations whilst strategic management is an approach that integrates strategy formulation and implementation. Strategic management and planning co-occur, typically as a set of tools, processes and structures used to achieve objectives set by the organisation (Ferlie & Ongaro, 2015). 

Strategic management for systems thinking requires leaders to understand strategic planning as a continuous process, requiring annual review to enable a customer-focused and values-driven organisation (Haines and McKinley, 2007). The challenge to successfully implement the strategy is managing change and translating the new strategy into the organisation's culture (Hrebiniak, 2006). Managers must engage people in a journey and lead in such a way to ensure staff are aligned and working in parallel. Enthusiasm inevitably builds commitment, and the style of management determines the culture. (Mintzberg, 1994). Weissenberger-Eibl (2019) proposed a holistic framework comprising all relevant aspects of an organisation's processes, methods, and culture. Managers often lack a complete understanding of all the relevant factors to allow diffusion of the strategy (Hrebiniak, 2006). Management practices shape how other structures, human resources, policies and processes are designed and practised. Leadership and culture play pivotal roles in transmitting information and translating the understanding to the workforce (Weissenberger-Eibl, 2019). 

Leadership is the process of influencing an organisation (or group within an organisation) to achieve an aim or goal (Stogdill, 1950). Leaders adopt different styles, which tend to be categorised into two broad methods: transformational – building a vision and identity of values and beliefs, or transactional – emphasising control by designing structures and targets (Whittington et al. 2020, p.467). Middle managers use their knowledge and experience to translate strategy into relevant messages for specific business areas and adjust responses as events unfold. Therefore, the notion of situational leadership encourages leaders to adjust their style to the context they face (Goleman, 2000). Situational leadership is essential for managing strategic change. 

According to Whittington et al. (2020, p.406), strategic leaders may influence a strategy. Without effective leadership, the organisation will be unclear about its purpose or lack the motivation to deliver its strategy (Whittington et al., 2020, p.466). A key role for middle managers is to allocate, control resources and monitor performance (Floyd and Woolridge, 1997). As situational leaders, their role extends to listening, responding, and evaluating the strategy's effectiveness and how the system is meeting the organisation's objectives. Manager's champion strategic issues, make sense of them and understand how the systems or routines may need to be adapted locally to meet the overall objectives (Whittington et al., 2020, p.467). 

Strict vertical reporting creates silo working and does not create an environment where managers focus on the overarching strategic issues. The 'organisational system' provides the basis and solutions of strategic issues. Managers explain how deliberate strategy development clarifies purpose and coherence concerning the organisation's strategic issues (Whittington et al. 2020, p.417). By removing the barriers and constraints of departments or command units working independently and reporting through a strict hierarchical structure, an organisation and individuals can develop and understand a whole system thinking approach and deliver policing more effectively and efficiently.  

Balogun and Hope-Hailey (2008) propose the 'change kaleidoscope' as a framework to contemplate when planning change programmes. The kaleidoscope repositions a set of components into different patterns. However, the eight factors of the kaleidoscope are rarely ideally affiliated. Leaders need to conclude which factors are of greater significance and prioritise some over others (Whittington et al. 2020, p.470). Kotter's (2012) eight steps are a clear and logical method to managing strategic change in an organisation. The process of change is described as a series of steps, starting from establishing a sense of urgency in the organisation, leading eventually to the institutionalisation of change. These steps provide leaders with a clear progression when managing change. Practically, many of these levers are likely to be used simultaneously rather than in the kind of logical sequence (Whittington et al. 2020, p.479). 

Daily activities might be formalised, codified, or less formal. The relationship between strategic change and day-to-day processes and routines is therefore essential to contemplate and managing this change should consider three factors: planning operational change – refocusing operational processes, challenging assumptions – changing routines or habits, and bottom-up changes – recognising people will inevitably adapt and adjust changes at a very tactical level (Whittington et al., 2020, p.480). Leaders need to encourage and value divergent views and potentially contradictory behaviours rather than demanding uniformity (Burgelman and Grove, 2007)

Systems thinking is a shift in culture for policing. Strategy is influenced by culture, which can be very diverse because of geographically based, organisational fields and cultures (Whittington et al. 2020, p.162). Police culture refers to the mix of values, attitudes and working practises commonly found among the lower ranks that influence the exercise of discretion and can resist reform (Waddington, 2008, p.203). O'Neill et al. (2007, p2) suggest police culture can be considered 'the way things are done around here'. Policing has become increasingly sensitive to the vagaries of competing and conflicting political agendas since the mid-to the late 1960s, and this has impacted what the police do, how they do it and, increasingly, how they present both themselves and the information they generate (Cockcroft, 2013, p16). 

According to Whittington et al. (2020, p.102), organisations with complex social interactions and interpersonal relations can be difficult. Coordination between departments naturally occurs because people know their roles and responsibilities on the broader picture, but this is often taken for granted. Managers influence culture, and the power of individuals or groups to persuade, induce or coerce others into following a particular course of action is significant (Whittington et al., 2020, p.170). Implementing a whole system thinking approach would require a culture change. Undertaking a cultural web analysis to understand the paradigm can inform aspects of strategic management, in particular: resources and capabilities, strategy development, managing change, leadership and management style and culture (Whittington et al., 2020, p.171-174).
The Accounts Commission for Scotland (1998, p.4) provides a concise definition of a Balanced Scorecard (Kaplan and Norton, 1992). It suggests that the scorecard is an agreed set of measures that provide managers with a comprehensive but timely view of an organisation's performance. The overall purpose of the scorecard approach is to enable managers to develop a robust set of performance measures that provides a comprehensive view of the organisation's overall performance, but that is also visibly linked to the key strategies and priorities of the organisation. Separating the balanced scorecard and other performance measurements ensure it integrates performance indicators with the broader strategic realms. 
Wisniewski and Olaffson (2004) acknowledge the potential for the balanced scorecard to manage performance and performance measuring within the public sector. In the UK public sector context, the scorecard appears to offer considerable potential to authorities to contribute to improved performance and improved performance measurement (Wisniewski and Ólafsson, 2004). Cockcroft and Beattie (2009) conclude that police performance is a complex issue, performance measurements mechanisms only serve to evidence efficiency and fail to impact on the community's needs. In summary, whilst performance is an important consideration when reflecting strategy, the outcome for the public who policing serve should be the main focus of performance measurements.  
[bookmark: _Toc92737165]Conclusions
This report did not have the scope to fully explore the implementation of systems thinking strategy or discuss organisational structures, fiscal responsibilities and how to develop in a complex partnership landscape. However, the importance of middle managers’ assiduous behaviour in developing the correct culture and leadership style to translate a strategy into meaningful delivery models at a local level cannot be understated. 

Strategic planning is essential to South Wales Police because it provides focus, identifies priorities, helps the force understand the internal and external issues. The strategic direction of an organisation is generally esoteric. One of the most significant challenges is helping front line staff understand how they contribute to the strategic plan in day-to-day activities. There is an argument to move away from complete historical analysis and think of the organisation and the external environment as a system and how that system needs to operate as one instead of silos. This emergent strategy would benefit service delivery by creating the right environment to deliver against the strategic objectives. However, to do that would require a significant shift in leadership, management and culture. A force strategy will tell people what the organisation is about, what it stands for and want it wants to achieve. However, if it is going to stop perfunctory attitudes and connect to people at a tactical level, it must be understood. 
[bookmark: _Toc92737166]Recommendations
1) Strategy development needs to be considered holistically and within the paradigm, it operates within. Policing is only one part of the system in delivering public safety, safeguarding and criminal justice. Therefore, the strategy for South Wales Police should be built using systems thinking that will drive efficiency and effectiveness for the communities of South Wales. 
2) South Wales will continue to operate in a structured and hierarchical model. However, despite these divisions and departments, leaders need to recognise the barriers this model creates to systems thinking as power, territory, and self-preservation will hinder systems thinking. This will involve a complete culture shift to developing a team ethos and functioning strategic partnership. 
3) With technology development, information concerning the organisation's strategic objectives must be communicated more effectively to front line staff. Big data will assist them in understanding and supporting them within their role by delivering against these objectives. This would allow the force to analyse strategic issues in detail, produce better workforce planning models, and collaborate and share the analysis to understand the strategic gaps in terms of the system. 
4) The internal environment refers to the organisation's events, people, systems, processes, structures, and conditions that are in the main under its control. This internal environment needs to move into a system thinking approach. This will require a shift in culture and leadership. 
5) Performance against the strategic objectives should be focused on outcomes and value instead of outputs and costs. The National Health Service deliver this approach through their outcome's framework. South Wales Police should consider developing an outcomes framework to better understand the service provided to the communities of South Wales. 
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