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[bookmark: _Toc39661289]Abstract
During a time of financial cuts and increasingly diverse challenges facing policing in Wales, and all over the United Kingdom, police forces are having to change the ways in which they operate. Public organisations are beginning to work alongside the private sector, increase partnership working, and move towards market-type strategies, in order to meet the expectations of stakeholders and maintain an excellent service to the public. Analysis tools have imperative roles in strategic planning and management across all organisations, especially in the police, ensuring they are prepared for unprecedented events and that they can improve or maintain their performance to the highest standard. Finally, police forces are aiming to become more agile by increasing joined up business delivery and policing services in order to provide an excellent service and keep communities safe (National Police Chief’s Council (NPCC), 2015), whilst ensuring they are physically and mentally prepared for new challenges.
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Andrews (1980) describes strategy as the way in which an organisation achieves its’ goals, through a pattern of decisions which influence the creation of objectives and goals for the future. Morden (2016) highlights the process of strategic management consisting of objectives; what the organisation wants to achieve, missions; what the values and the purpose of the plan is, and the strategies; how the missions will be implemented and how the objectives will be accomplished. The mission of policing in Britain is set out by the Police Service Statement of mission and values ‘to make the communities safer by upholding the law carefully and firmly; preventing crime and anti-social behavior; keeping the peace; protecting and reassuring communities; investigating crime and bringing offenders to justice’ (NPCC, 2015). 
This report will critically evaluate the efforts made by police forces across Wales, to ensure they are effectively preparing for new challenges, in a climate consisting of increased financial restraints and increasingly diverse and complex crime, by ensuring outstanding leadership and management at a strategic level. It will also assess the relationships with other organisations, with the public and stakeholders, to ensure they are being transparent and proving their commitment to better policing. 
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According to Morden (2016), strategic management concerns a process of missions, objectives and strategies directed by planning the current and future goals for the organisation, which is a major duty of managers in public and non-profit organisations. In policing, there are two major elements requiring monitoring; the internal element which consists of maintaining the performance of management within police forces, and external element; involving the implementation of tactics and strategies to ensure police officers achieve their set objectives and ensure the safety of the public (Cordner, 2016). 
The Strategic Policing Requirement (SPR) was set up in 2012 by Her Majesty’s Inspectorate of Constabulary (HMIC) to provide recommendations for police forces regarding their strategies to tackle contemporary challenges in the most effective way (HMIC, 2014). In 2015, the Home Office released an SPR to guide policing towards effectively tackling modern threats to the United Kingdom (UK) consisting of terrorism, civil emergencies, public order and national cyber security incidents, all of which require a response which collaborates numerous resources across police forces in the UK (Home Office, 2015a). The SPR was considered in the most recent South Wales Police (SWP) and Crime Plan 2018 to 2021, where SWP claimed they would be operating policing activities more collaboratively, with both other forces and partners, in order to tackle these national threats facing policing and the safety of the public (South Wales Police and Crime Commissioner (SWPCC), 2018). Therefore, it is evident that SWP are utilising strategic management in their work in a manner which follows government guidelines and also encourages better performance. 
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Tools of analysis are often used by organisations to ensure opportunities are recognized, unforeseen challenges and threats are prepared for, and that improvements can be made amongst management and workers (Kogawa and Salgado, 2017).  Policing has increasingly seen these analysis tools being utilized in order to adapt to the diversity of challenges and opportunities they are faced with, and to ensure they are prepared, whilst providing the best service possible (NPCC, 2015). Some of the analysis tools used in policing in Wales include PESTLE, SWOT, MOST analysis and benchmarking, all of which aim to improve performance and to be prepared. 
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2.1 	PESTLE analysis

According to Perera (2017), the ‘PESTLE’ analysis tool is used in business, to identify areas of opportunity and threat to the performance of the business, such as the potential of the market and industry growth. The acronym consists of potential external threats which need to be considered in every organisation, consisting of political, environmental, socio-cultural, technological, legal and economic factors (ibid). Johnson et al (2013) claims that PESTLE allows for effective strategies to be implemented following the identification of these indirect and direct influences, in order to conquer potential threats and improve their position in the market. However, it is argued that strategic management in the public sector is difficult to incorporate due to the market-type nature focusing on profit often experienced in the private sector (Högland et al, 2018). Although, Hanson Rosenburg and Ferlie (2016) claim that recent decades have seen the public sector introducing business techniques in order to improve their strategic position. For example, Durham Police use PESTLE analysis to identify the sources of their demand and their greatest threats such as drug use and mental health issues, and to derive strategies to ensure they are well equipped with the suitable resources to meet this demand in the future (Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS), 2018).

SWOT analysis

Strengths, weaknesses, opportunities and threats (SWOT) analysis is a fundamental tool for the analysis of an organization. It consists of assessing the internal strengths and weaknesses, and the external opportunities and threats (Büyüközkan and Öykïs, 2019). It was derived from Michael Porter’s (1998) five forces, which consist of factors determining the intensity and nature of competition amongst businesses. 
A Joint Response Unit was set up in 2016 involving the collaboration between Gwent Police and the Welsh Ambulance Trust (WAT) with the purpose of reducing the pressures on both organisations (Callender and Moloney, 2019). The Home Office (2015b:3) responded to the initiative by expressing that they ‘want to see the Police and Commissioner (PCC) and National Health Service (NHS) ambulance trusts working more closely together to ensure the demand’ in which both organisations place on one another each day ‘is dealt with in the most effective and efficient manner’. 
SWOT analysis was used to review the effectiveness of the Joint Responses scheme between Gwent police and the WAT. Strengths embraced a quicker response and improved communications between both organisations, but weaknesses exposed a lack of development and a scarcity of support from management at WAT (Callander and Maloney, 2019). Opportunities for improvement included the demand for more training for Special Constables and a new structure of management across both organisations, though threats included the lack of new volunteers which could threaten efficiency, and a risk of the withdrawal of WAT would mean a loss of both paramedics and vehicles (ibid). Likewise, The NPCC (2015) claim leadership in British policing has encouraged a workforce consisting of people with a variety of skills which are valuable to modern policing, with a range of culture and diversity, whilst offering essential innovation to the service. However, they admit that developments to leadership and culture is required in order to meet the demands of twenty-first century policing (ibid).
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Mission, objectives, strategies and tactics (MOST) analysis is used to evaluate the performance of an organisation by evaluating the success of the overall mission, through the accomplishment of set objectives, by means of strategies and tactics exercised by the organisation (Thompson and Martin, 2010). An organisation’s overall mission may not change, for example SWP Police and Crime Plan for 2019 – 2022 has kept its’ priorities the same throughout its three-yearly plans, including the reduction and prevention of crime, working with other partners, and ensuring they work in line with the SPR (SWPCC, 2019).  SWP’s overall mission is to keep South Wales safe by setting these objectives and priorities and overcoming them through the use of strategic planning, tactical partnerships and the shared use of resources (ibid). These represent the strategies and tactics which are used by the police to ensure their objectives are met and their performance is satisfactory (Corder, 2016). 
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Benchmarking is an analysis tool which assesses an organisation’s performance, identifies areas needing improvement, and identifies other organisations with admirable performance levels, which can be compared against and learnt from (Cowper and Samuels, 1997). Additionally, Winsor and Morse (2013) claim that police forces and PCCs should practice benchmarking prior to entering any partnerships in order to ensure work is carried out to a standard which meets their strategic objectives. 
Gogozan and Gheres (2010) emphasise the significance of benchmarking in public services with the aim of removing the resistance to change and to allow organisations to be involved in market-like competition, manage economic challenges and increase innovation. Holbeche (2015: 2) reflects on these challenges facing organisations by asking ‘what do organisations have to do to survive and thrive in today’s fast-moving, complex times?’. SWP use benchmarking to ensure they maintain their level amongst the three Welsh police forces; South Wales, Gwent and Dyfed Powys (SWPCC, 2019). From HMICFRS’s analysis of benchmarking, SWP proved to be the best performing force regarding crime per one thousand people, compared to its’ most similar forces, and it also showed the SWP area to have a twenty per cent less chance of becoming a victim (ibid).
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Since 1998, police forces across England and Wales have received had the duty to publish their strategic plans over a three-year basis, however the effectiveness of strategic planning within the police has had reservations (Elliott, Day and Lichtenstein, 2019). Mintzberg (and Waters, 1985) stresses emergent strategies as essential in strategic planning, to ensure there is preparation for any opportunities or threats which may arise, and to create room for any need to adapt. It seems that with policing in the United Kingdom, many of the opportunities and threats highlighted in this report express the need for adaptation in strategic planning methods. 
SWP appear to be very active and continuous with managing strategy through their Police and Crime Plans. In their 2014 to 2017 Plan, the  SWPCC (2014) highlighted the importance of partnership and cooperation in a manner which is strategic and tactical but pointed out the need for additional joint initiatives, since the financial cuts dating back to the nineteen-eighties. In their 2018 to 2021 Police and Crime Plan, the SWPCC (2018) emphasised the increasing cuts facing SWP, with a thirty-five per cent real term reduction since 2012. However, the priorities remained the same with a continued stress of the importance of partnership working, along with early intervention, and ensuring all actions comply with the Social Services and Well-being Act and the Future Generations Act (ibid).
The most recent Police and Crime Plan for 2019 to 2023 continues an emphasis on the same vision for SWP with a plan for the future concerning involvement, integration, collaboration and prevention (SWPCC, 2019). The 2019 plan also states that despite the challenging financial climate, SWP have still managed to provide social and economic improvements to the community worth half a billion pounds, whilst ensuring the service is effective, innovative and efficient (ibid). According to a review by Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS), SWP was rated ‘good’ for its relationship and treatment of both the community and the workforce, highlighting their strengths of their behaviour being professional, whilst treating the public with fairness and respect (Williams, 2019). However, they were criticised for needing to improve the ways which they provide support for domestic abuse victims following challenges, and in improving management techniques to ensure officers and other staff are developing their performance effectively (ibid). 
Along with maintaining public satisfaction, the health and happiness of the workforce is also an important factor of strategic management. According to the Home Office (2018), poor well-being is highly evident amongst the police workforce in the United Kingdom. Similarly, Johnson et al (2005, cited in Ramessur et al 2019) claims that numerous factors can impact officer well-being including support from managers, the expectations of the organisation and disproportionate workloads. A survey in 2018 revealed that sixty-nine per cent of SWP officers felt their workload was too excessive, whilst eighty-four per cent felt that there was a lack of officers for the expectations of their role (Wellington, 2018). However, Wellington (2018) believes this is a result of the reduction in police budgets negatively affecting police officers’ mental health. Therefore, Ramessur et al (2019) highlights the importance of effective and supportive training to ensure the workforce are developing new skills and knowledge in order to face the challenges facing policing today. This can also be achieved through partnership working involving shared approaches to ensure sustainability of strategic management (ibid). 
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Much like the Joint Response Unit between WAT and Gwent Police, an increasing utilisation of partnership working has followed the global financial crisis between 2008 to 2009, where governments believed that the best way to use resources and deliver a positive, yet sustainable service to the public, was to collaborate public and private sectors together (Buttigieg et al 2016). Hales (2015) also emphasizes the importance of partnership working and collaboration during a time of technological and economic challenges, requiring improved communication in order to develop a strategic plan. On the contrary, Winsor and Morse (2013) claim there is little evidence to prove benefits for using the approach of partnership working between public services like the police with private organisations. Nevertheless, it is becoming increasingly prevalent, including within SWP, who utilize custody partnering; a long-term contract to a private organisation; to reach their strategic goals (ibid). SWP understand the importance of partnership working and have admitted that in order to work effectively alongside other agencies, they need to be increasingly proactive with their strategic approach (Ford et al, 2016).
Across all public services, not just the police, there is an increasing need for collaborative working being implemented into strategic management following the introduction of the Well-being of Future Generations (Wales) Act (2015) and the Social Services and Well-being (Wales) Act (2014) (Ford et al, 2016). The Home Office granted the collaboration, called the Early Action Together programme, £6.87 million with the aim of reducing demand on public services, improving public confidence and developing communication about how to deal with vulnerability across public services, by early intervention of Adverse Childhood Experiences (ACE) (SWPCC, 2017). ACEs involve individuals remembering traumatic experiences which happened to them as children, which can cause them to be involved in crime and victimization of a violent nature into adulthood (Lloyd, 2019). SWP showed dedication to improving their response to vulnerability in their 2016-21 Police and Crime Plan, and are working alongside Public Health Wales, SWPCC, NSPCC, Barnardos and Bridgend County Borough Council (Ford et al, 2016). 
Due to the current challenges facing public services; especially policing regarding welfare and safety demand, new forms of technology and serious and organized crime; multi-agency approaches are essential, as these challenges cannot be tackled by policing alone (Higgins, 2020). However, there will continue to be doubts surrounding the use of private sector strategies in the public sector. Williams and Lewis (2008:654, cited in Elliott, Day and Lichtenstein, 2019), claim it may be ‘questionable whether private sector models are easily implanted or indeed helpful in public management practice’. Furthermore, Winsor and Morse (2013) argue that police forces must ensure contracts are flexible, especially long-term contracts, as the dynamic environment in policing and constant new threats and challenges mean requirements can alter at any time. Therefore, it is evident that although controversial, partnership working provides a valuable tool in strategic management for policing by providing new innovative ways from different organisations to plan for the future and ensure an excellent service is maintained.
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According to Ackermann and Eden (2011), the involvement of stakeholders is an essential responsibility to ensure successful strategic goals whilst ensuring long-term sustainability. Police in the United Kingdom have internal stakeholders; consisting of bodies such as the Superintendent’s association, and the equality and diversity association, as well as external stakeholders; such as the Crown Prosecution Service (CPS), the Independent Office for Police Conduct (IPOC) and local councilors (College of Policing, 2015). In numerous organisations, managers consider the needs and viewpoints of stakeholders when developing their strategic plans to ensure strategic objectives are met through their support (Bryson, Crosby and Bryson, 2009, cited in Elliott, Day and Lichtenstein, 2019). However, it has been argued that the strategic objectives for organisations can become complex when considering the wide-ranging perspectives and viewpoints of numerous stakeholders (Elliott, Day and Lichtenstein, 2019). For these reasons, there may be a need for implementations of new approaches to stakeholder involvement.
In 2012, Police Authorities in England and Wales were replaced with PCCs, making them and Chief Constables for each force area open to scrutiny from stakeholders and the public, to ensure a continued engagement with partners who are affected by policing decisions (SWP Authority, 2012). Likewise, Gilmer (2020) claims that the work of SWP is carried out alongside stakeholders, to ensure openness and transparency in their policing methods, such as use of force statistics. However, in a 2015 report on police leadership challenges, stakeholders believed that leadership styles amongst UK police was often ‘hostile to outsiders’ and ‘relatively poor at strategic planning and delivery’ (Hales, 2015: 4). Similarly, a 2020 strategic review of policing in England and Wales found a weakening relationship between the police and the public due to ‘traditional’ expectations of the public up against priorities in which the police believe are needed, creating a ‘mismatch’ (Gov.uk, 2019, cited in Higgins, 2020). Consequently, it is imperative that stakeholders are involved through communication and improving responses to feedback, to ensure projects receive maximum support and optimum results are achieved (Winsor and Morse, 2013).
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Strategy is evidently a fundamental aspect in all organisations and it is essential to continuously create innovative ways for achieving successful leadership and management in policing amongst an unpredictable environment providing constant challenges and threats. SWP have evidently used strategic management in a manner which is transparent to the public and maintains its focus on its objectives and values, whilst working in a style which is agile and adaptive to the internal and external environments. It is essential organisations work cooperatively in a time of uncertainty following financial restraints and new forms of crime on a daily basis. It is also fundamental to involve stakeholders, as SWP evidently do, to uphold public trust and police legitimacy. Stakeholders are the people and will provide valuable feedback on policing activities, in order to constantly strive for improvement and success across all police forces. 
In conclusion, police forces across Wales are becoming increasingly aware of the importance of strategic management in order to succeed. A lot can be learnt from private organisations, without changing core values and priorities, in order to provide the best service possible and to become an agile organisation, ready to face any challenge presented.
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