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Abstract

The Hong Kong Police Force has been adopting the strategic planning since 2006 when the first Strategic Directions and Strategic Action Plan was published in 2008.  Strategic planning is an important process in large organizations, both public and private, to set directions for an organization to move forward and achieve a shared vision and shape the future in one’s favour.  This paper aims to adopt the case study approach to reflect on the process and outcomes of the five-step Strategic Planning Process of the Hong Kong Police Force which was conducted from June 2017 to February 2019 by using the 3-H framework.  The new suggested approach in strategic planning will be foresight process with the elements of Futures Studies in the hope that our Force will be more agile and outward focused in the VUCA
 world.
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Introduction


Strategic planning is considered to be an important process in large organizations, both public and private.  It is especially useful and of utmost importance for police organizations to adopt this practice on a regular basis to set strategic directions for an organization to move forward and achieve a shared vision and shape the future in one’s favour.  It also serves the purpose of raising awareness of the role of organizational assumptions and prejudices about the future as well as to address the risks created by these assumptions (Woodling & Jones, 2018).  As a preemptive introduction to the concept of futures thinking, it is important to ask the senior management of the organization to respond to a series of questions relating to the most challenging aspects of today’s law enforcement and how they envisage this challenge in the future.  Since 2006, the Hong Kong Police Force has introduced the Strategic Planning Process (SPP), which is a five-step approach to formulate the Strategic Directions (SDs) and Strategic Action Plan (SAP) for the next three years.  The five steps include environmental scan, identify issues, set directions, formulate options and strategic action plan.  
This paper aims at using the 3-H Framework, i.e. Heart, Head and Hand, (Yu, 2019) to review and reflect on the process and output of the strategic planning process (SPP) conducted by the Efficiency Studies Bureau of the Service Quality Wing, Hong Kong Police Force, between June 2017 and February 2019.  Being the Head of the ESB, the author has been driving this strategic planning process (SPP) in the past two years and has been directly involved in the planning of the five-step process.  In this cycle, Enterprise Risk Management scenario planning were introduced in the process with a view to enriching the context from the perspectives of risk management and futures thinking.  Therefore, the author is in an advantageous position to examine the whole SPP, to reflect on the strengths and weaknesses as well as to explore possible solutions in improving the strategic planning of the organization.  The use of a case study research approach intends to make use of the author’s unique position as the driver of the SPP and generate greater insights into this area of inquiry.  When compared to other methodology in conducting research, Harrison, et al (2017) stated the strengths of case study designs being able to assist researchers to address complex issues through exploration, explanation, description, evaluation, and theorization in context.  Furthermore, an issues would be addressed through a series of questions asking why, what and how (Harrison, et al, 2017).  Through conducting case study, researchers would be able to have an in-depth understanding of behaviors, processes, practices, and relationships through the research outcomes in context.  Professional fields such as social sciences, management, business, education, health, law and urban planning preferred conducting case study research which demonstrated the above-mentioned outcomes.  The efficacy of case study approach being a powerful form of qualitative research had been strengthened through application of and sound debate about the value, validity, and capability of case study research (Harrison, et al, 2017).  The objectives of this study are to examine the process of each step within this strategic planning cycle by applying the 3-H framework, to explain why the output of the process are considered successful supported by secondary data such as the 2018 overall crime rate and the Legatum Prosperity Index 2018, and to outline the key lessons which can be drawn from the reflection.  In addition, this paper will also examine how this strategic planning process can be improved with enhanced effectiveness and efficiency of the operations by using the balance scorecard, the ‘Six Pillars Foresight Process’ (Inayatullah, 2008) under the ‘Head-oriented’ approach to suit the compelling needs of future policing, especially when disruptions have become more and more frequent.
This paper is divided into four parts.  The first part will include the background and the evolution of the strategic planning process of the Hong Kong Police Force in the past 12 years.  In the second part, a literature review will be conducted on the 3-H framework, theories of motivation under ‘Heart-oriented’ approach; the ‘Six Pillars Foresight Process’ and the Futures Studies under ‘Head-oriented’ approach.  With reference to these theories, the third part aims to identify the factors and analyze how these major motivational power contributed to the success of the strategic planning process.  The last two steps of the SPP are being disrupted by the recent social instability relating to a series of protests against the Fugitive Offenders’ Bill since 9 June 2019.  Due to the time and resource constraints, this paper will only focus on the first four steps of the SPP conducted between June 2017 and Feb 2019.  An analysis will also be conducted by using the ‘Hand-oriented’ approach under the 3-H framework on how to build up the skill sets and competence of the organization in the strategic action plan for the next three years and beyond.  Finally, conclusion will be drawn on the key lessons learned and possible solutions will be explored on how to address the managerial issues in sustaining the preferred vision of the Hong Kong Police Force and how the strategic planning process can achieve this vision by incorporating the 3-H framework in the next cycle of strategic planning.
Background of Strategic Planning in Hong Kong Police Force 


The Hong Kong Police Force (the Force) was established in 1844 and has just stepped into its 175th anniversary.  The Force is the largest department of the Hong Kong Government, which has a strength of 29,268, of which 16.9 per cent are women officers as at 30 April, 2018.  There are also 4,331 civilian staff.  The Force is commanded by the Commissioner of Police (CP) who is assisted by two Deputy Commissioners (DCP).  Deputy Commissioner (Operations) supervises all operational matters and Deputy Commissioner (Management) is responsible for the direction and co-ordination of the management of the Force, such as personnel, training and management services.  The Force Headquarters is made up of five departments: Operations (A Department); Crime and Security (B Department); Personnel and Training (C Department); Management Services (D Department); and Finance, Administration and Planning (E Department).  Each department is headed by a Senior Assistant Commissioner of Police (SACP) who is also referred to as Programme Directors.  Under the SACPs, there are 18 Assistant Commissioner of Police (ACP) including two Auxiliary Police Commanders and two civilians (Financial Controller and the Police Civil Secretary  (Hong Kong Police Force, 2018, https://www.police.gov.hk/ppp_en/11_useful_info/facts.html) (Accessed 9 July 2019).  These 28 key personnel are being referred as Commissioner Rank Officers (CRO) and form the Force senior management cadre.
Five-step approach in strategic planning

Strategic planning is an essential tool to drive continued quality service delivery and organizational excellence long into the future.  It refers to the process by which an organization determines and articulates its strategy and how it intends to achieve it (Booth 2018).  The current Force Strategic Planning Process (SPP) was first introduced in 2006 and the first set of Strategic Directions
 (SDs) that drive the Strategic Action Plan (SAP) was published in 2008.  In the 10 years that have followed, the SPP and SDs have not kept pace with improved planning techniques or with relevant developments in Hong Kong.  As Booth pointed out, “perceptions have always played a part in how strategic planning is adopted in organizations: it can be seen as complex, technical, remote from the day-to-day reality of an organization, undertaken by an elite specialist executive group, producing the threatening changes whose rationale is barely understood – or, perhaps worse, having no worthwhile impact at all” (Booth 2018, p.19).  When looking at the strategic planning in the Force, this has been brutally true.

Efficiency Studies Bureau (ESB) under the Performance Review Branch of Service Quality Wing is responsible for the SPP, although not the actual planning, which remains the responsibility of the Senior Directorate Group (SDG)
, and Major Formation Commanders of Assistant Commissioner of Police rank (CROs).  ESB consists of four members which include a Senior Superintendent of Police (the author of this paper), a Superintendent of Police, a Chief Inspector of Police and an Executive Officer (civilian).  The 3-year SDs and SAP has a 3-year life cycle.  In alignment with the Force Survey cycle, this SPP commenced in June 2017 to formulate the SDs & SAP 2019-2021.

The SPP which has been adopted in the Force in the past decade consists of five distinct stages (please refer to Figure 1).  The process guides the Force through a deliberate, long-term view of development and is aimed at identifying areas for improvement to meet current needs and any additional capabilities required to face anticipated and newly emerging challenges.  The process begins with a detailed environmental scan of worldwide and local trends; Force internal developments; and advances in the fields of international policing and law enforcement.  Following a comprehensive process of discussions and reviews through CRO interviews and scenario planning, Senior Management will prioritize the strategic issues and determine the SDs for the Force.  In support of the SDs, options are carefully considered and a SAP is formulated in the form of a coordinated set of Key Projects.
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Figure 1 The Five-step approach of strategic planning adopted by the Hong Kong Police Force

In 2018, it was considered that the format of formulating SAP by using Key Projects approach may not be the best way to fulfill the needs of modern policing especially in a digital era.  As a result, during the SPP for SDs 2019-2021, the Force senior management has decided that instead of adopting the traditional thinking of formulating Key Projects, they would rather encourage ideas and initiatives to deliver concrete improvement in support of the new SDs.  This would allow flexibility in implementation of activities as well as appreciate the needs of the Force in a longer term. 


The Hong Kong Police Force Environmental Scan Report 2018 consisted of three parts.  Part one presented new areas of development in the world under the PESTEL model
.  Part two included the emerging challenges and issues from across the Force.  Part three highlighted contemporary initiatives in international policing.  Between June and August 2017, six summer interns who were either year two or year three university students were hired to conduct the research for the Environmental Scan Report.  From August to October 2017, ESB visited and held meetings with representatives from each Major Formations and Police regions and collected their input for Part two.  From October to December 2017, ESB consolidated all the information for the three parts and finalized the format and design of the Environmental Scan Report 2018 which was published in January 2018.  Hard copies were distributed to all officers of Chief Inspector of Police and above while the e-version is available on the Police Intranet.

Between February and May 2018, ESB team conducted step two, i.e. face to face interviews with all CROs individually and invited them to identify the strategic issues that would impact the Force in the next three to five years.  Their comments and opinions were recorded by ESB team members and being consolidated into a Management Information Pack which included strategic issues, enterprise risk management information, future scenarios and survey results
.  This Management Information Pack was produced in July 2018 before the first CROs Strategic Planning Conference held on 1 August, 2018.  During this whole day conference, all CROs were divided into five groups to discuss and unpack a total of nine strategic issues which were considered to be more important and compelling.  Each group was asked to give a 7-minute presentation on their findings at the end of the conference.

After the first CROs Strategic Planning Conference, a report was produced by ESB to assist the CP and the SDG in the determination of the Strategic Directions (step three) in the CP & SDG Strategic Planning Review Conference held on 14 September, 2018.  The nine strategic issues impacting the Force in the future were unpacked with underlying root causes identified and a sense of collective ownership achieved.  Their insights were embedded in this report as a reference for the formulation of the SDs.  As a result of the conference held in September, three SDs were set by the CP & SDG aiming to steer the Force in facing the emerging challenges and rising public expectations in the next three years.  A second CROs Strategic Planning Conference was then held on 1 November, 2018 to solicit input from the ACPs with a view to finalizing the objectives of each SD.  The Strategic Directions 2019-2021 was officially published in February 2019 and a briefing to all Senior Superintendents of Police and above was held in the Police Headquarters on 28 February, 2019.

Since January 2019, a series of meetings by the SDG was scheduled to formulate options (step four) with a view to forming the Strategic Action Plan (SAP) 2019-2021 (step five).  Owing to the time and resource constraint as well as the recent society disruption arising from the Fugitive Offenders Bill, this paper will not cover step four and step five of this SPP.
Enterprise Risk Management


Upon the publication of the Environmental Scan Report 2018, ESB team interviewed all CROs who identified emerging challenges and issues that would impact the Force in the next three to five years.  In this exercise, ESB conducted risk management by applying the Enterprise Risk Management (ERM) process in identifying and prioritizing issues before the review of the SDs by CP and Senior Directorate Group (SDG).  This task was given to a team of 12 officers who were either academically qualified or having a known track record in the field of risk management.  The framework of Risk Management models on ISO 31000:2009 was adopted to assist the Force senior management to manage risk effectively and allow an organization to perform well in an environment full of uncertainty through identification of anticipated threats and allocation of resources for risk treatment.  The results of the enterprise risk were included in the Management Information Pack.
Scenario Planning


Scenario planning, sometimes referred as “scenario and contingency planning” is a useful tool for different organizations, both private and public, to ponder the future in a structured way.  Previous articles revealed that companies usually asked a small group of senior executives consisting of 10 to 15 people to develop plausible future scenarios, or referred to as stories about what might affect an issue and the impact on the company in the future.  The issue could be as narrow as, for example, whether a company should make a particular investment or whether a supermarket should put millions into more out-of-town megastores and their attendant car parks, rather than invest in secure websites and a fleet of vans to make door-to-door deliveries.  Some examples could be much wider such as whether an education authority should build new schools due to the recent demographic change in a city or a country; or should a government allow the entry of more immigrants in order to counterbalance the ageing population in a country (Economist, 2008).  This is one of the most common and popular tools used in private organization to think about plausible scenarios in 10 to 20 years’ time in order to formulate the company strategies.  The most successful example in recent decades was Shell Company. 

Due to the rapid changing environment, scenario planning was reintroduced in 2017 to enrich the Strategic Planning Process.  Scenarios were developed by a group of junior Inspectors and Chief Inspectors under the ‘Young Officers Engagement Programme’
.  A total of four plausible scenarios in 2028 which presented significant impacts on future policing were included in the Management Information Pack and were discussed among CROs at the First CROs Strategic Planning Conference held on 1 August, 2018.
Literature Review

Strategic planning aims to shift traditional focus on existing challenges towards the exploration of future crimes, the understanding of possible futures and the development of new possibilities.  As law enforcement was originally organized on a territorial basis, this strong territorial approach partially explains why police forces nowadays are less properly suited for the borderless and high-paced crime landscape.  Another significant theme is the recognition of the shift in crime levels from predominantly traditional areas such as breaking and entering, robbery, and delinquency being replaced by technology-enabled crime.  As a consequence, the need for adaptive, dynamic and flexible law enforcement responses to crime is extremely important.  Therefore, managing a large police organization in the digital age is extremely challenging, in particular in this volatile, uncertain, complex and ambiguous (VUCA)
 world.  The question of what constitutes a good management is always asked.  According to YU (2019), “a good management is an art and science of getting things done effectively and efficiently through people and other required resources guided by 3-H framework.”  In the following section, we will first look at the concepts and theories of the 3-H framework under the contemporary management context.  Then, it is also important to outline the concepts of the Six Pillars Foresight Process (Inayatullah, 2008) and theories of the Future Studies categorized under the ‘Head-oriented’ approach.
3-H Framework
3-H framework (Yu, 2019) is a methodology for managing organizational issues in a holistic way.  Using metaphoric expressions of Heart, Head and Hand to represent the vital dimensions of people, organization and competence, respectively.  A holistic solution to an organizational issues means all H dimensions have to effectively and efficiently managed.  The 3-H framework will be used in the next section to analyze the strategic planning process of the Hong Kong Police Force and reflect whether the outputs are considered successful, supplemented by secondary data such as the Legatum Prosperity Index 2018.  The Legatum Prosperity Index has been published by the Legatum Institute since 2007 which evaluates long-term changes in the global prosperity of approximately 140 economies.  The Legatum Institute published its latest Index on 2018-11-28 and the ranking of the top 20 economies from 2016 to 2018 was at Appendix A.  In this report, Hong Kong ranked 4th in the “Safety and Security” indicator, and this compared with a ranking of 5th in the previous year.  There are a total of nine indicators in the “Legatum Prosperity Index” and each contains a number of different variables. Data for these variables are drawn from a wide range of different sources including intergovernmental organizations such as the United Nations, World Bank, International Monetary Fund, and World Health Organization; independent research, non-governmental organizations (NGOs) and databases compiled by academics.
There are a number of management theories and concepts related to the 3-H framework which will be explained below.  

The underlying assumptions and management theories of the 3-H framework
(a) The Heart-Oriented Approach

Heart-oriented dimension means caring about motivational and other human aspects in management practices with an aim to motivate employees to commit in achieving organizational goals.  It is the most challenging part to tackle among all three dimensions of the model because dealing with people especially when it requires to change their attitudes and behavior is the most difficult job.  The heart dimension has to be tackled well before the management pushes through the implementation of any new initiatives or changes (Yu, 2019).


Heart-related theories included motivation, leadership, managing change, organizational values and culture, communication and so on.  In the past century, motivation has been studied widely by researchers who explored motivation through constructs such as needs satisfaction.  These perspectives provided a different understanding of the implications for comprehending motivation in the workplace (McRee, 2018).  The five basic human needs including physiological, safety, love, esteem and self-actualization formed the foundation of seminal work on human motivation (Maslow, 1943).  People would tend to seek a “higher” motivation once a basic need had been satisfied.  Maslow further elaborated that individuals who became self-sufficient from their physical and social environment would attain self-actualization drawing on latent resources within (Maslow, 1970).  McClelland (1961) developed human motivation theory in the 1960s, referred to as learned needs theory.  He stated that this theory had three primary motivators which included need for achievement, need for affiliation and need for power, that were translated to motivational drivers driving behaviour.  Ryan and Deci (2008) however identified three psychological needs as basic and universal to all people: autonomy, competence and relatedness.  When these three psychological needs were not satisfied, self-determination theory pointed to the social environment and then to the developmental environment to understand which need had been or was being frustrated.
DeCharms (1968) believed that motives were built upon the desire towards personal causation.  His research focused on the power of individuals who had made things happen in one’s environment and in the world and he believed that personal knowledge and experience informed motivation and self-initiated change (DeCharms, 1968).  

Apart from motivation theories, a Heart-driven organizational culture also included leadership, communication and values.  Heart-oriented leadership would emphasize the emotional dimension of leaders to impress or inspire followers with sense of purpose, abilities to lead to develop and to empower.  They would focus on purposes and values to yield conviction and to build long-term relationship.  The ultimate outcome would be willing to make extra effort - ‘want to’, contrary to the ‘ought to’ under Head-oriented leadership (Yu, 2019).
(b) The Head-Oriented Approach
The metaphor of ‘Head’ means the mind of a strategist, corporate planner, executive level officers typically referred to middle to top management in an organization with strong planning, organizing and control expertise.  It requires competences such as strategic thinking, analytical mind, management skills especially planning, organizing, control and decision making.  Head-related theories include contemporary strategic management theories including macro organizational environment analysis, resource-based view, balanced scorecard and strategy map (Yu, 2019).  New theories including the Futures Studies and the “Six Pillars Approach of Futures Studies” will be further elaborated.
During the 2018 Interpol Conference held in Singapore in September, Professor Inayatullah introduced the “Seven Foundational Futures Questions” to assist practitioners in strategic planning to practice this strategic foresight.  These questions designed by Professor Inayatullah were used to inquire and link current thinking with the future from different perspectives (Inayatullah, 2018b).  The seven questions are listed below:

i. What is the history of the issue?

ii. What do you think the future will be like?

iii. Which future are you afraid of?

iv. What are the hidden assumptions of your predicted future?

v. What are some alternatives to your predicted or feared future?

vi. What is your preferred future?

vii. How might you get to your preferred future? (Inayatullah, 2018b)
The “Six Pillars Approach of Futures Studies” (Inayatullah, 2008) (Appendix B) provides a framework “to facilitate strategic foresight sessions through logical sequencing of foresight concepts, questioning and application of strategic foresight methods”.  The six pillars are summarized as follows:

i. The pillar of mapping futures (e.g. using the Futures Triangle)
ii. The pillar of anticipating futures (e.g. using the Futures Wheel or Emerging Issue Analysis)
iii. The pillar of timing (e.g. linear, cyclical, pendulum or spiral)
iv. The pillar of deepening futures (e.g. using metaphors or creating new narratives)
v. The pillar of creating alternative futures (e.g. developing scenarios)
vi. The pillar of transforming futures (e.g. using backcasting method) (Inayatullah, 2008)
In recent years, corporate strategic planning practitioners, policy institutes and government bureaux responsible for strategic planning have been adopting Futures Studies in the planning process, whether it is short term or long term planning.  However, Inayatullah (2007) stated that there were significant differences between futures studies and planning.  When compared to planning, he stated that the futures approach should include the followings:

i. 
longer term: from five to fifty years (even 1000 years) instead of one to five years;
ii. 
focused on creating the future rather than predicting the future;
iii. committed to authentic alternative futures where each scenario is fundamentally different from the other.  For planners who use scenarios, they are often very similar to one another;
iv. 
less likely to be used in a particular bureaucracy, for example, in the Ministry of Economic Development;
v. 
committed to multiple interpretations of reality such as the use of mythology or of spiritual nature rather than relying on empirical data only;
vi. attempted to include all types of stakeholders and to be more participatory;
vii.
more focused on the planning process, which is at least as important as the plan itself;
viii.
less instrumentalist, concerned with more than just profit or power; and

ix. 
while a technique, is also very much action oriented. It is as much an academic field as it is a social movement and a vehicle for organizational transformation. (Inayatullah, 2007)

Issues of Head-oriented implementation concerns the formulation of strategy from viewing the world in new ways.  Strategy also starts with an ability to think in new and unconventional ways (Hamel, 2007).  Therefore, the four dimensions under the traditional balanced scorecard, namely the financial perspective, customer satisfaction, operation process and learning and growth, will provide a framework for a strategy map (Yu, 2019).
(c) The Hand-Oriented Approach

The metaphor of ‘Hand’ means the operatives, technicians, workers, typically referred to work at the frontline equipped with occupational skills.  No matter how great the strategy or plan it is, all organizations have to rely on the frontline workforce to implement and carry out the plans or initiatives.  The core functions are to implement business and functional programs and plans to achieve respective strategic goals or directions.  There must be explicit and well-defined scope, duties and responsibilities so that the frontline staff can carry out the plans in an efficient and effective manner (Yu, 2019).  The Hand-oriented approach requires skillset, technical or operational skills as well as capability building.  The relevant literature includes business function, subject-based textbooks, professional operation manuals, software guidebooks and so on (Yu, 2019).  A strategy or plan must be translated into operational and functional programmes and activities so that the frontline officers will know how to implement and achieve the strategic goals.  In order to achieve these, worker must be trained to be proficient in leveraging the latest technologies to search, capture, archive and distribute useful knowledge, knowhow and experiences around an organization.  Knowledge workers who possess improvising skills will develop tacit knowledge on top of their occupational knowledge.  In foreseeable future, the routine tasks with no or little requirement of tacit knowledge will be easily replaced by AI-driven robots.
Analysis of the Strategic Planning Process

In this section, with reference to the 3-H framework and each H’s related theories, it is aimed to review and assess the 3-H functionality in the first three steps of the SPP in this cycle between June 2017 to February 2019.  Owing to the fact that the SAP 2019-2021 is yet to be finalized (formulate options and SAP), the SPP is considered to be ongoing until the SAP is approved by the Force management and officially published on the intranet for Force-wide consumption.  To recap the five-step approach of the SPP, the process begins with step one, a detailed environmental scan of worldwide and local trends; Force internal developments; and advances in the fields of international policing and law enforcement.  Following a comprehensive process of discussions and reviews through CRO interviews and scenario planning as step two, Senior Management will prioritize the strategic issues and determine the SDs for the Force (step three).  In support of the SDs, options are carefully considered as step four and a SAP 2019-2021 is to be formulated in the form of a coordinated set of Key Projects (step five).  Since the Hong Kong Police Force is a government department with a para-military structure, which is very much different from the private organizations, the use of 3-H framework can help create a common understanding about the strengths and weaknesses of the SPP in the largest department of the Hong Kong Government.

Firstly, it is essential to look at how the Heart-oriented element was demonstrated by the Force senior management who were heavily involved in the SPP.  In the preparation phase of the Environmental Scan Report (the Report), the senior management allowed ESB to have full autonomy on compiling and designing the Report.  The Report had a brand new format based on new research.  All topics were presented using compelling info-graphics and thought-provoking questions.  It was designed to inspire strategic thinking through the posing of poignant questions and the presentation of pertinent data across the spectrum of factors that constituted the future operating environment.  It covered global and local trends, an internal review and the latest advancements in international policing.  The senior and middle management (inspectorate to CROs) were expected to not only identify the issues relating to the challenges and opportunities the organization would face in the near future, but also attempted to go beyond the obvious, to fully embrace an uncertain future in the search for solutions, directions and innovations.  It was expected that the Report would be used as a tool by senior commanders in considering the challenges of the future so that they might take steps to prepare the organization today.  The new design of the Report and the selection of topics with future focus were well received by the middle and senior management.  They demonstrated their commitment and devotion in contributing ideas to the Report and in taking this Report into consideration when they formulated their operational action plans in the frontline.

During the step two, all CROs were interviewed by ESB individually from February to May 2018 and they were invited to identify strategic issues impacting the Force in the next three to five years.  Their responses during the interviews were recorded by ESB and consolidated anonymously into the Management Information Pack.  Their commitment and devotion to the Force were fully reflected in their input and contribution during the interviews.  The length of the interviews ranged from forty-five minutes to one and a half hour.  Their full participation and invaluable comments demonstrated their people-oriented attitude.

Finally, during the subsequent two CROs Strategic Planning Conference and the CP & SDG Strategic Review Conference, which formed the third step of the SPP, all CROs actively participated in the discussion and unpacking of the strategic issues raised by them.  A sense of collective ownership was achieved and they had a shared vision and strategic goals in going about their business within their own command.  These were all important elements for them to communicate their vision to their staff and gain buy-in in implementing their formation action plans subsequently.

Under the Head-oriented approach, the Six Pillars Foresight Process is one of the methods and tools to map the futures of police organization such as police cooperation at the local, national, regional and global level.  Owing to the specific context of the Hong Kong Police Force, the methods of the “Futures Triangle” and “Backcasting” were adopted during the discussion of the strategic issues in the two CROs Strategic Planning and the CP & SDG Strategic Review Conferences.  A Futures Triangle (Inayatullah, 2007) on the futures of policing was developed based on the operating research question or a strategic issue taking into account of the following four areas:

1. The futures triangle concept

2. Images of the future

3. Quantitative pushes of the present

4. Weights of history

This Futures Triangle allowed participants of the conferences to think strategically in unpacking a strategic issue and to develop new and unconventional ways in setting the SDs.

Futures studies is the systematic study of ‘possible, probable and preferable futures’ (Inayatullah, 2007) including the worldviews and myths that portray the future.  Futures studies has become more structured and no longer relied solely upon external forces predicting or impacting the future such as astrology and prophecy.  As mentioned earlier, the planning departments and organizations around the world have started eagerly to adopt Futures studies in their planning processes.  However, it is essential to bear in mind that planning is clearly different from creating futures frameworks.  Planning tends to attempt to control and close the future, while on the contrary, futures studies seeks to shape and open up the future so that more alternatives can be developed (Inayatullah, 2007).  Ultimately, the objectives and intention behind the futures study are not only academic but about transforming or shaping the future in order to build a more sustainable world.  Research suggested that human was extremely interested in what would happen to them in the future but they generally relied heavily on histories or past experience, regardless of success or failure, to decide their action in the future (Inayatullah, 2007).  This is what Marshall Mcluhan suggested decades ago, “the future with a rearview mirror.” (Carmody, 2011)

One of the distinctive characteristics of Future Studies is to investigate the ‘range of futures’.  The goals are not only to explore new organizational directions but also to challenge as well as to clarify current management decisions.  Although the future remains unknown to us, we can distinguish probable and preferred futures and determine what we desire (Inayatullah, 2007).  This is particularly important to the process of strategic planning because during the planning process, we not only want to have a shared vision on what we want our organization to be, but also to shape the future to our favour in the long term.  Futures Studies is vision oriented which give individuals and organizations a possible vision of the future world.  It is hoped that every individual will be inspired to focus on the longer term instead of the short term in order to achieve the greater good.  In the end, they seek to help align individual goals with organizational or institutional goals in the long run (Inayatullah, 2007).

The implementation of the Head-oriented approach during the first three steps of the SPP was considered to be successful.  The publication of the SDs 2019-2021 in February 2019 represented the outcome of the SPP.  The new SDs aimed to guide and focus the Force’s efforts in three key areas to ensure that Hong Kong remains one of the safest and most stable societies in the work (the Force Vision).  The new SDs are:

SD 1 – Embracing the use of technology for policing in the digital age

SD 2 – Policing WITH the community


SD 3 – Preparing the workforce to meet emerging challenges

Finally, although this paper does not include the review of the last two steps of the SPP as they are still in progress, suggestions are made on how to ensure the final two steps of the SPP can make use of the 3-H framework in practice with future perspective.  In order to secure success in formulating options (step four) and forming the SAP 2019-2021 (step five), the three approaches of Heart, Head and Hand-oriented must be adopted.  Officers of all ranks, especially those rank and file officers who are required to carry out the action plan on a day to day basis must be committed and motivated.  It is important to ensure that the frontline officers share the organization vision, mission and values.  The middle and top management should also set role model for their officers to follow.  During the formulation stage, the four dimensions of the balanced scorecard (Kaplan & Norton, 1996), namely financial perspective; customer satisfaction; internal business process; and learning and growth; should be used to ensure that the strategic objectives under each SD will be translated into workable plans and activities.  The overall objectives and the plans and activities have to be cascaded down to the frontline effectively and the officers are developed and equipped with new occupational skills and competences.  The objectives of maintaining a high standard of professionalism, personal conduct and integrity at all times were included in the strategic vision under SD 3.  In order to adapt to emerging challenges in the next three years, Force members at all level must be equipped with new skills and capabilities for policing in the digital era (Hong Kong Police Force, 2019).
Conclusion and Key Lessons learned
Based on the review conducted in the previous section, the 3-H framework together with the futures studies and future policing capabilities given with key drivers of change, including global governance, new social divide, future workforce and technology, were explored and analyzed.  The contemporary crimes have become increasingly transnational and empowered new roles in society due to globalization of the world.  The use of novel technologies has become popular among criminal groups.  Technologies will continue to have positive and negative impact in our world in a faster pace and a larger scale.  Competent strategists are required to adopt the Head-oriented approach to envisage the business trends, identify opportunities, foresee challenges and threats as well as to effectively respond them faster than others (Yu, 2019).  Without foresight, our strategy and innovation will only, at best, base on a narrow understanding or view of the future.   At worst, they are based on assumptions only informed by the past ((Woodling & Jones, 2018).  Given the pace of change and complexity of the operating environment, strategic planning should be driven by a biological thinking process rather than a conventional or mechanical way.  In other words, a static strategy fixed for a set period of term will become increasingly ineffective.  A strategic plan should not be a set-and-forget instrument.  It should be a living and breathing document that can respond to the need of an organization constantly (Paton, 2018).
Meanwhile, digitalization reproduces or even worsen inequality in the global community as a result of unequal access to technology and data.  While some groups benefit from advancement in technology, others remain left out.  Law enforcement agencies worldwide are facing increased gap in policing capabilities among countries and this results in more complex global security challenges.  In view of the challenges arising from the applications of artificial intelligence and robotics, it is a common consensus that law enforcement must continuously respond to changes and develop more innovative skillsets and technological solutions to tackle emerging crimes.  These skillsets and capability building within an organization become the focus of the Hand-oriented approach.  Only by continuously seeking improvements in a changing environment can a police organization stay ahead of the wave.  As a result, it has been a good practice for global law enforcement agencies to start looking into how policing can leverage on technology in the digital age.  Technologies will maximize the time police officers, especially frontline units, spend on delivering their core services and meeting the needs of the community.  It is of utmost importance that police forces are looking into technological solutions that will enable public access to service, improve operational efficiency and effectiveness as well as criminal justice process.  Police may even deter criminal activity through proactive action driven by data analytics and evidence-based policing strategies.  The ultimate aim is to deliver a faster and more focused response through real-time information sharing and effective decision-making.


There are a lot of possibilities, disruptions, plausible scenarios and dramatic changes in the next 10 to 30 years ahead.  Since the existing and most challenging policing issues are mainly in an international context instead of focusing on solutions at national or regional level, there has been a strong demand for interactive dialogues among law enforcement agencies.  It is generally agreed that co-creation and proactive partnerships with different law enforcement agencies, academia and private sectors are the focus of future policing strategies in addressing the current and emerging threats from the global operating environment.  These rely on the Heart-oriented approach adopted by different level of staff in an organization to be committed and determined in making extra effort. To get true involvement of staff, a vertical slice right down through the organization is necessary so that this consultation becomes a power aid for senior leadership to understand the daily challenges of the frontline staff and to inform the strategy in the process (Paton, 2018).  Under the police context, in order to allow police officers more flexibility in executing their duties, namely not necessarily tied to a base location, real-time mobile access to all required information and the capability for remote briefings, digital devices and dynamic scheduling technology are amongst the top priority in enabling the efficient use of an officer’s time and creating a more inclusive and flexible working environment.  This may also attract and retain the new generation who is more ‘tech-savvy’ and innovative in their way of thinking.

Furthermore, innovative policing is another important area apart from increasing the police’s digital literacy.  Police forces will need to encompass a wider variety of specialist skills and to create a culture where those skills can be valued and used effectively.  The Hand-oriented approach is a good way to ensure that officers are equipped with new skillsets and competences in order to solve future problems.  This will demand more diversity whilst maintaining a core purpose and identity.  In future, innovation will be a constant challenge on cyber and the police will need to be more open in sharing data in order to enable academic research.  Procurement and technology implementation will need to be more open to private sector innovation and the police will need to find ways to work with various sectors in the community driving innovation.  There will need to be more room and tolerance for experimentation, including on the financing of such ‘safe to fail’ experiments.  Finally, there will be a need to have more cooperation with major technology companies as well as cooperation in parallel with civil society groups to understand the privacy implications and risks of algorithmic bias.  After all the discussion, strategic planning is how the people in an organization make sense of where it wants to go and how it is going to get there (Booth, 2018).  Whether the Force can maintain the organizational agility and legitimacy has become the most challenging question to be answered.

* * * * * *
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The Legatum Institute, founded in 2007 and
located in London, UK, is a public policy think-
tank whose mission is to help people lead more
prosperous lives. Tt publishes Legatum Prosperity
Index annually to assess global wealth and
wellbeing by benchmarking 149 countries/
regions around the world in nine indicators:
Fconomic  Quality; Business Environment;
Govemance; Education; Health; Safety & Security;
Personal Freedom; Social Capital and Natural
Environment

SAFETY & SECURITY

The "Safety & Security’ measures countries’/
regions’ performance in three aspects: mational
security, personal safety and security of living
conditions, which are assessed by the following
variables*:

«  Availability of adequate food
+  Availability of adequate shelter
+ Battlefield Deaths

+ Civil and Efhnic War Casualties
+ Intentional Homicides

+ Political Terror Scale

+ Property Stolen

+ Refugees

+ Road Deaths

+ Safe Walking Alone at Night
o Terrorist Attack Casualties

* Variables for assessment were amended since the 2016
report.

Table of the Legatum Prosperity Index
(Safety & Security) Rank

Rank
Country /Region
2017

Norway Tst 3rd_| 6th
Japan Tnd | dth | 3nd
Singapore 3rd Tst | ist
Hong Kong 4th* | 5the | 1ithr
Treland Sth | 10th | l6th
Malta 6th Tth | 17th
Netherlands 7th Gth | 12th
Austria Sth Gth | oth
Denmark Sth | 14th | 5th
Teeland 10th 2nd_| 4th
Finland 1ith | 15th | 18th
Sweden Toth | 13th | 10th
Switzerland T3th Sth_| Sth
United Kingdom|_14th_|_17th_| 13th
Luxembourg T5th | 11th | 2nd
Germany Toth | 16th | 7th
Canada th | 24th | 22nd
Slovenia 1Sth | 19th | 14th
Spain 15th | 12th | 15th
Portugal 20th | 21st | 25th
No. of Countries | 4, 149 149
/ Regions

Sources: The Legatum Prosperity Tndex

2018

https:/ /liblob.core.windows.net/lif/ docs/default-
source/defaultlibrary /181115 pi?018-weh-
(1)710554££15736886a8b2£00001£442 7. pd f?sfvrsn=0
2017

http: rosperitysite.s3-
accelerate.amazonaws.com/3515/1187/1128/L egatum
Prosperity Index 2017.pdf

2016

https:/ /lifblob.core.windows:net/lif/ docs/ default-
source/ publications/2016-legatum-prosperity-index-

pdfpdf?stvrsn=2






Appendix B
The Six Pillars Approach of Futures Studies
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� VUCA means Volatile, Uncertain, Complex and Ambiguous.


� The Strategic Directions (SDs) represent the key management areas that require a Force-wide focus of attention in the years ahead, including the setting of operational policy.  Major Formation Commanders and Formation Commanders are required to consider initiatives in support of the SDs when formulating their own Major Formation and Formation Action Plans.


� Senior Directorate Group refers to the two DCPs and five SACPs.


� PESTEL model represents Political, Economics, Society and Demographics, Technology and Science, Environment and Health as well as Legal.


� Three surveys were conducted by Service Quality Wing in Jan and Feb 2018 which included the Police Service Satisfaction Survey (PSSS), the Public Opinion Survey (POS) and the Staff Opinion Survey (SOS).


� A total of 41 inspectorate officers were divided into four groups.  Each group met once a month from Sept to Dec 2017 for a full day workshop facilitated by ESB to develop one future scenario in this SPP.


� The term ‘VUCA’ was first used by the military and was introduced by the INTERPOL in 2018.
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