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Executive Summary
Described as the ‘bedrock of policing’, Neighbourhood Policing (NP) as a discipline has recently been through a period of rejuvenation with the introduction of College of Policing National Neighbourhood Policing Guidelines (2019).  How NP fits into a complex and ever-changing policing environment whilst adding value in times of reducing police finance requires careful strategic planning (SP) and management. 
Bryson (2018 p.34) defines strategic planning as ‘a deliberative, disciplined approach to producing fundamental decisions and actions that shape what an organisation is, what it does and why.’ With many strategic management theories originating in the private sector, their application in public organisations such as policing has provided opportunities for ‘not for profit’ bodies to better inform  strategising activities  in environments where long term strategic direction can be difficult to predict and sustain. Strategising should be a way of responding effectively to challenges and taking advantage of opportunities and, is necessary as there are undoubtably more ways to fail rather than succeed. (Bryson J. M., 2021)
This report will consider the key elements required for a business level NP strategy which will underpin a force level corporate strategic plan set within the wider national policing landscape.
Introduction
‘Not everyone wants to have a strategy. To be without a strategy is to appear directionless and incompetent – whether it be a strategy for the organisation as a whole, for the corporate centre, for the service delivery units, for consultation with stakeholders, for staff remuneration, for introducing changes to front office opening hours, for office recycling…. Sadly, by the time a word has come to mean everything, it means nothing.’ (Bovaird & Loeffler p. 57 2016 )
The word strategy, derived from the ancient Greek ‘Strategos’, meaning general or someone who has an army to lead was first used by War Council of Athens in 508BC to describe the art of leadership (McKeown, 2020).  Therefore, strategy with its militaristic origins conjures thoughts of heroically leading armies, drafting secretive battle plans, gaining advantage, winning ground and ultimately defeating an enemy. But in the corporate world Bovaird and Loeffler note that it is not so clearly defined and ‘is perhaps surprising, given how often the word [strategy] is used, that it has no widely agreed definition’ (2016 p58). It is prudent therefore to begin with a simple definition which Whittington et al (2008) offer as ‘the long-term direction of an organisation’. Conversely Karl Weick (1979 - as cited by Bovaird & Loeffler p58 2016) states that ‘A “strategy” is an after-the-event rationalisation by top management of what they (often wrongly) believe their organisation has recently been doing’. 
Since the academic conception of strategic management in the early 1960s, there has been a wide diversity of thought amongst leading strategic theorists and business minds regarding the different schools of strategic planning and management which firstly shaped the private sector and then later in the 1980s, the public sector (Johnsen, 2015).  To begin to consider the development of a strategy there needs to be a number of factors to be considered before  implementation. 
Main Findings
1. Mission, Vision and objectives statement.
To define the purpose of any organisation it is firstly necessary to clearly define how it will make a difference and secondly, for whom. Whittington et al. (2021) note these two fundamental questions are required to produce a mission statement which ‘aims to provide employees and stakeholders with clarity about what the organisation is fundamentally there to do.’  Considering then the mission statement of the Metropolitan Police Service (MPS) , it is clear and succinct reading ‘Our mission is to keep London safe for everyone’.  With the desired future state or vision of what the MPS is striving to achieve is ‘to be the most trusted police service in the world’ some may choose to view this as extremely aspirational but Fenner (2017) observes that to create a compelling mission and bold vision statement it takes courage with both needing to ‘tap emotions’ of stakeholders, being ‘simultaneously succinct and inspirational’ and with a view to ‘creating an identity which inspires all team members to raise their standards’.   Important then is to ensure that employees don’t simply view these as words on their company website or canteen poster, rather know them, understand them and believe them whilst adhering to the core values that should underpin a strategy when implemented. 
For the wider Police Service, ‘The Statement of Common Purpose and Values’ as introduced by the Association of Chief Police Officers (ACPO)1990 clearly sets out the broader mission of the police as to:
‘Uphold the law fairly and firmly; to prevent crime; to pursue and bring to justice those who break the law; to keep the Queen’s Peace; to protect, help and reassure the community; and to be seen to do this with integrity, common sense and sound judgement.’
Within this broader definition there is clear historical provenance to the Peelian principles which informs both the police and public what policing is about, but Loader (2020) questions the overall mission of the police as a most ‘recuring and contested one in British public life’. He aptly asks whether police are to recognised as a crime fighting agency or rather a ’24-7 social service doing whatever necessary to maintain and repair order.’ Here then lies a clear issue of contention between the views of the many internal and external stakeholders who have different expectations of what policing is meant to achieve.
The 1990 ACPO definition appears again in the 2016 National Police Chiefs Council  (NPCC) and Association of Police and Crime Commissioners (APCC) ‘Policing Vision 2025’ Mission Statement. With this ten-year plan setting out what policing should achieve by 2025, it refers again to the 1990 ‘Purpose and Values’ prescriptively stating they will ‘remain consistent despite priorities changing over time in response to external developments.’ Furthermore, the Policing Vision also notes it will ‘shape decisions about how we [the police] use our resources by informing key strategies and underpinning future programs of work’, whilst specifically noting the role of NP in solving local problems, tackling ASB and perhaps most significantly, building trust and legitimacy within communities. 
With Chief Officers and PCCs therefore collectively agreeing the Policing Vision and within that, understanding the importance of NP within the policing landscape,  it is imperative that any force level NP strategic plan (SP) has its own clear mission and vision statement with meaningful objectives to be understood by those delivering it at a local level. How to define and deliver meaningful objectives (or ‘specific commitments’ Lynch 2021 p238) will rely upon how well an organisation recognises the internal and external environment in which it operates, along with a comprehensive understanding of the range resourcing available to achieve them when set. 
2. Environmental Analysis
For both private and public sector organisations it is imperative to gain a broad analytical understanding of both the internal and external environments in which they operate. In doing so it can then assess its positioning in both a social and political context and be more likely to respond effectively to change, whilst being able to lay stronger foundations with stakeholders to optimise future performance. As a process however this may appear to be an easier prospect to undertake within the private sector in comparison to the public sector. Partly due to a more complex stakeholder and accountability landscape it also involves the ‘ill-defined’ subject of public issue (Lynch 2021 p630) namely the ‘public’ as citizens and their ‘interest’ referring to their wishes. The PESTEL (Political, Economic, Social, Technological and Legal) framework provides a useful approach to begin to understand a list of factors which have the potential to influence either the success or failure of any potential strategy. An example of how this framework can be applied when developing a future NP strategic plan is provided in appendix (i). Additionally the acronym SWOT (strengths, weaknesses, opportunities, threats) refers to a succinct way of listing both favourable and non-favourable variables, which offers strategic planners a chance to better understand ‘how strengths can be leveraged to realise new opportunities and understand how weaknesses can slow progress or magnify organisational threats’ when considering strategic options (Helms and Nixon 2010). They also offer it as a process of postulating ways to overcoming threats and weaknesses. Appendix (ii) outlines a possible SWOT analysis for a NP SP. Furthermore from a longer term perspective, the College of Policing utilising current data, exploring future trends, issues and uncertainties have simulated what British policing may be plausibly expected to face within the next twenty years based on a VUCA (Volatile, Uncertain, Complex and Ambiguous[footnoteRef:1]) environment. The research highlights the value of using scenarios to assist forces ‘strengthen strategic planning within policing, by supporting the development of long-term plans, policies, strategies and capabilities. (2020)’   [1:  Adopted by the US military training academy in 1988 to symbolise the future environment in which their future strategic leaders would operate in (Baran & Woznyi, 2021)] 

3. Resource and Strategic Capability Analysis
Organisations in both the public and private sector both require an indepth understanding of their resource strengths and weaknesses to decide it is possible to achieve their mission, vision and objectives. Capon (2008) describes four categories of resources as financial, human, tangible[footnoteRef:2] and intangible[footnoteRef:3]. Lynch (2021) further offers four criteria which should be considered when allocating resources to strategy: The contribution of the proposed resources towards fulfilment of the organisation’s mission and objectives; How resourcing will support key strategies; The level of risk associated with a specific proposal and lastly; The support of green strategy initiatives.  [2:  e.g. buildings, technology, vehicles]  [3:  e.g. goodwill, image, reputation] 

All of these criteria can be inherently linked when considering the development of a NP strategy. Consequently, Chief Officers will consider if the allocation of finance, skills, staff and technology as a NP resource will contribute to achieving the overall mission and vision of the force which generically is to keep communities safe. How specific NP resources will support other key strategies within the force will be defined by mapping other interdependent outcomes in line with corporate Force Crime Plans and PCCs Police and Crime Plans. For example, all forces will have a Criminal Investigation Department (CID) with specific strategies for tackling Serious and Organised Crime and Organised Criminal Gangs (OCGs). With OCG activity usually transcending force boundaries, local strategies to deal with OCGs will be linked to wider Regional Organised Crime Unit (ROCU) and National Crime Agency (NCA) strategies. In line with the recommendations of the 2019 NP Guidelines, NP resourcing should always listen and respond to needs and concerns of their communities by engaging with them, solving problems and targeting activity [footnoteRef:4]. Therefore, in a scenario where an OCG had been identified to be running a ‘county lines’ drug operation within a community, the objectives of numerous police strategies may be required to help to tackle and resolve such an issue.  In terms of outputs, NP resources would patrol in the hotspot area to increase visibility (measured in hours), which would encourage residents to provide specific community intelligence (measured by intelligence submissions). An improved intelligence picture may assist other specialist covert police teams in the identification, arrest and conviction of offenders  leading to a judicial outcome.  NP teams would then work collaboratively with partner agencies to provide longer term preventative solutions to deter the reoccurrence of  this crime in the same area in the future (outcome for public).  Longer term rehabilitative partner support strategies may then be considered to re-educate / divert convicted offenders away from future criminality in effect to close the circle of offending (outcome for offender / wider community).  Therefore, by utilising a variety of policing and partnership strategies to tackle the activities of an OCG, this invariably will lead to the outcome of communities feeling safe, along with an increased public confidence in police.  [4:  The College of Policing Neighbourhood Policing Guidelines (2019) stipulate seven ‘pillars’ for effective neighbourhood policing. 1. Engaging Communities 2. Solving Problems 3. Targeting Activity 4. Promoting the right culture 5. Building analytical capability 6. Developing officers, staff and volunteers 7. Developing and sharing learning.] 

[bookmark: _Hlk93077791]From a human resources perspective within a NP context, it is also a requirement that all officers and staff have the required skills and knowledge to undertake the role with further consideration applied to the internal selection process used to recruit NP officers. When in post officers should then be subject to a period of tenure and offered the protection of an abstraction policy[footnoteRef:5] to allow time for communities to build trust and confidence in that individual carrying out the role.  Therefore, when considering what business model to adopt as part of a NP strategy, defining what ‘good value’ looks like is important.  [5:  Dyfed Powys Police has a policy that all NP officers should carry out their core role for at least 75% of their duty time. This allows officers to maintain specialist skillsets such as search, public order duties, negotiator skills etc. ] 

4. Business Model.
A business model as defined by Lynch (2021 p494) is a way of summarising ‘the logic of the firm, the way it operates and how it creates value for its stakeholders’. Interpreting the ‘firm’ as policing as a whole, how it operates (or should operate) is open to debate.  Based on the culture of a ‘3 R’s model’[footnoteRef:6] of policing, a reduced resource base (in absolute terms since 2010) and, the current volume and changing complexity of demand, it is anticipated that policing will need to make tough choices in the future as it adapts to rapid societal and technological change  (Deloitte, 2018).  Subsequently with the increasing effect of how policing uses data and science as a way to respond to crime and crime prevention, the use of scientific evidence to develop and inform improved policing services cannot be ignored in any future police strategy. Evidence Based Policing (EBP) according to Rowe (2020, p65) ‘is best understood not as a model for delivery but as a strategy for improving effectiveness and efficiency.’ As such convincing police leaders to incorporate EBP into future strategies is challenging as there a collective commitment is needed to build, own, articulate and evaluate the ‘science of their profession’ into the business-as-usual practices of their agencies (Martin & Mazerolle, 2015). Reassuringly, from an operational NP perspective this is evidenced with teams adopting transformational leadership styles, allowing members to think differently and innovatively, using EBP approaches to NP related tasks, some of which being formally recognised and celebrated during national and international conferences[footnoteRef:7].   [6:  Random patrol, rapid response and reactive investigations]  [7:  UK National Problem-Solving Conference 2021 Burton on Trent, Herman Goldstein Award Arizona State University] 

However, referring to the last part of Lynch’s definition of a ‘business model’, mapping the range of stakeholders within the governance and accountability of policing is complex as will be determined. In terms of ‘customers’ - satisfying the needs and expectations of the public is the first priority of the police as it is citizens who give power to the public servants and their ‘open or tacit approval to the events and decisions of the state’ (Lynch 2021 p640).  Additionally, for policing to work effectively it must collaborate with a myriad of local politicians, public, private sector and voluntary agencies who each present competing opportunities and challenges. Centrally the Home Office (HO) is responsible for the provision of 55% of funding for policing with the remainder supplemented via the policing levy set by Police and Crime Commissioners[footnoteRef:8]. Regarded by many academics (Chambers 2014, Cooper 2020) as perhaps the most influential and unfettered of stakeholders, PCCs are the voice of the public and a ‘lever’ capable of shaping the local policing agenda by their ability to source additional funding from central government (Rowe, 2020). Additionally, with the HO also setting the Strategic Policing Requirement, they also influence priorities, policies, practices via national policing plans[footnoteRef:9], boards[footnoteRef:10], cross-governmental multi-agency strategies[footnoteRef:11] and the creation of  ad-hoc task forces[footnoteRef:12]. Furthermore, with the additional (welcomed) pressure of the current HO investment in policing[footnoteRef:13] carefully managing budgets whilst considering the needs of stakeholders is difficult for police leaders.  Underpinning the HO oversight of policing, Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS) as an independent body inspect police (as such their ‘business models’) to assess  efficiency and effectiveness of forces with a view to encouraging ‘operational excellence and a good deal for the public in terms of value for money’ (HMICFRS, 2018). Measuring effective performance however in policing and in particular NP can often be interpreted in a variety of ways – one of which is ‘public value’ which as school of thought will be later discussed.    [8:  Police and Crime Commissioners (PCCs) introduced by the Police Reform and Social Responsibility Act (PRSA) 2011 must appoint chief constables, hold them to account for running an efficient and effective force, and if necessary, dismiss them. They set the police and crime objectives for their area through a police and crime plan; set the force budget and determine the precept; contribute to the national and international policing capabilities set out by the Home Secretary; and bring together community safety and criminal justice partners, to make sure local priorities are joined up. (House of Lords, 2020) ]  [9:  Beating Crime Plan 2021.]  [10:  National Policing Board.]  [11:   e.g. Serious Violence Strategy 2018.]  [12:  e.g. burglary taskforce 2019.]  [13:  Home Office recruitment plan of 20,000 additional police officers in England and Wales by March 2023] 

5. Strategic Options
Described by many academics as the ‘father’ of strategic management, the importance of ‘strategy’ within business began to gain traction with Igor Ansoff’s 1965 book ‘Corporate Strategy’. (Martinet 2010, McKeown 2020). Ansoff’s approach to strategy consisted of detailed checklists and processes which were to assist managers with reaching strategic decisions. As such this prescriptive approach described as a deliberate or intended strategy ‘is one where the objective has been defined in advance and the main elements have been developed before the strategy commences.’ (Lynch 2021 p34).  Deliberate strategies are frequently used within public sector and policing and are often driven by the strong influence command, vision and decision making of chief officer(s). With that premise comes a danger during strategic planning phases of a detachment from reality with either plans becoming too complex, or with decision making becoming a slow an arduous process (e.g. paralysis by analysis). With deliberate strategies therefore offering little opportunity for policing middle managers (Elliot, Day , & Lictenstein, 2020) to shape or influence future strategy during planning phases, a divergence of thought and innovation may be lost, reinforcing stereotypical ‘resistance to change’ cultures which are to be subsequently discussed. 
Alternatively, Henry Mintzberg offered a very different view to strategic management in the 1980s.  With a concept of  ‘emergent’ strategies it is acknowledged from the outset that in most scenarios it is difficult to set final objectives. Mintzberg as such believed that strategies are implicitly adopted and based in the practice of staff from within organisations, rather than the meticulous planning of senior managers (e.g. chief officers) at the top, and argued that even when prescriptive strategies do succeed, they usually end up ‘as an emergent one of painful learning’ (Mintzberg 1991). There are recognisable similarities with this school of thought in lines of J B Quinn’s approach of logical incrementalism advocates making small decisions within with each outcome determining the next steps which Lynch (2021) and others suggests due to the uncertainties in the public sector is more suited. 
Whilst increasingly discussed within the public sector the concept of  ‘public value’ as discussed above lacks empirical research  (Hartley, Parker, & Beashel, 2019).
Accordingly, Moore (1995) interprets ‘public value’ as the impact it has on public need suggesting three principles required to create it when considering public sector strategy. Firstly organisations need to define their strategic goals in terms of important public values; secondly, create the necessary authorising environment to achieve public outcomes through a coalition of stakeholders from the public, private and third sectors and lastly; build the necessary operational capacity both inside and outside of the organisation to support the achievement of the desired public values. Keeping these in mind Moore also notes that ‘public organisations have some kind of capital value rooted in their ability to adapt and meet new tasks and challenges’ (1995 p.33) which with  NP teams is  certainly contextually applicable when defining future objective based on local need. Therefore, applying the principles in practice here is an example from an NP perspective;
	Define public value
	NP will agree important ‘public values’ with community consultation, with an overarching goal of improving the feeling of safety within communities.  Using crime and partnership data, public value will be achieved by delivering primary, secondary and tertiary crime prevention initiatives through effective engagement, targeted activity and problem solving.

	Create an authorising environment 
	NP will engage with communities, internal police teams, external partner agencies ,voluntary sector and maintain political astuteness to achieve mutually agreed public value outcomes. 

	Build operational capacity
	NP Teams will be trained and adequately resourced with the correct blend of skilled officers and staff to address current and future demand. Utilising technology and an EBP approach they will deliver the best outcomes for communities in terms of public value. 


Consequently, with many of the concepts of strategic management being initially developed to maximise private sector profit, Alford (2001) questions if they are valid to apply in public sector organisations.  Bryson Et al (2018) counter this offering that when strategic planning principles are applied within the public sector, ‘achieving goal alignment, continuity of effort, and performance related effectiveness’ are important reasons for doing.
6. Culture 
When formulating a strategic plan, consideration must be given to the existing organisational occupational culture which will invariably influence the potential success of any future strategic change.  
Whilst all occupations have ‘typical’ cultures (Reiner , 2016), Davis and Silvestri (2020) describe police culture as ‘complex’ and interpret it as ‘the accepted principles of conduct or ‘craft rules’ and occupational values, norms and beliefs that inform and legitimise police practices.’  Schein (2016) breaks organisational culture into three distinct layers being, artefacts; espoused beliefs and values; and basic underlying assumptions.  Beginning at a surface level, artefacts are things which can be seen or touched, including everyday language, symbols, clothing, rituals and ceremonies. Secondly, espoused beliefs and values are those represented by group ideologies, goals, aspirations and rationalisations. Lastly at the deepest cultural level, and perhaps what makes police most resistant to change, are the unconscious basic underlying assumptions. These ‘taken for granted beliefs’ are often very powerful and can be key to determining group behaviour – especially when considering the concept of change (Schein & Schein, 2016). 
Johnson et al (2008) offer a diagnostic ‘cultural web tool’  to begin to understand the cultural perspective within organisations. [image: ]Central to the web is a paradigm or the ‘assumptions’ taken for granted within an organisation. As a paradigm NP is often associated with the image of a  ‘village bobby’ synonymous with the fictional character of PC George Dixon of Dock Green (stories & myths). In modern terms, NP teams are viewed by the public as the familiar, friendly and approachable face of the police. But herein lies a contrast between a societal cultural strength for NP, in comparison to a potential internal weakness when considering how NP can be regarded by other police colleagues.  With NP tasks often associated with low level priorities such as attending community events (e.g. school fairs, village fates), dealing with youth anti-social behaviour or providing administrative support to the wider policing organisation (e.g. house to house crime enquiries, complete leaflet drops for other teams – power struggles), culturally NP has been viewed with ‘disdain’ by some as a ‘soft policing’ option (Innes, 2005) and at the bottom of policing status.  In comparison to more hard edged, occupational culture of response policing (or ‘street cops’) who capture ‘real’ criminals, it is important when introducing a new NP strategic plan to consider the perceptions of ‘soft policing’ within the wider policing context. To counter this, a strategic leader would need to clearly articulate the potential benefits of what an alternative and refreshed NP approach would bring to both internal and external stakeholders.  In doing so this would begin to counter and challenge some of the machoistic characteristics of wider police occupational culture which may impact on the perceived value of which others may have of NP. (Paoline, Myers, & Worden, 2000) 
7.  (a) Proposed Strategy 
To compliment objectives within an overall force level corporate strategy (which are usually prescriptive) any proposed business level NP strategy must be aligned with Moore’s 1995 Public Value School of thought with the inclusion of an element of logical incrementalism due to the fast changing environments in which local NPTs operate. With clear objectives and priorities jointly agreed by stakeholders, limited NP resources can be targeted to tackle issues which most affect communities. Data-driven decisions supported with an EBP approach will foster a culture of long-term problem solving to promote crime prevention. With NP strategies formulated in this manner, community involvement will strengthen future relationships with police and partners to build better community resilience and enhance the authorising environment for future challenges. 
7(b) Implementation
It is often cited that many strategies often fail with some rates estimated between 50 and 90%, a controversial figure questioned by Candido & Santos (2015) who also noted that many middle managers believe that the ‘difficulty of implementing a strategy far surpasses that of formulating it’ (p238). When Peter Drucker in 2006 stated that ‘culture eats strategy for breakfast’ this, contextually from a NP perspective is significantly prevalent. Kotter’s 1995 eight step change management model provides a sequential mechanism which when used sequentially improves the chances of success as used by Dyfed Powys Police (DPP) in 2019 to introduce a new NP strategy;
	1. Establish a sense of urgency
	HMICFRS Peel Inspection 2018 highlighted that NP delivery in the force lacked purpose & strategic direction. Internal analysis showed NP resources where not carrying out core NP deliverables, poor supervision, support  and lack of motivation. 200 NP staff with estimated wage of £4M not being effectively utilised. 

	2. Form a powerful guiding coalition
	Strategic Change Programme team appointed to consult with NP practitioners, senior managers and PCC. 

	3. Create a vision 
	New vision[footnoteRef:14] for NP in force created based on key principles of CoP national NP Guidelines.   [14:  To have dedicated specialist neighbourhood policing teams who identify, understand and target their activity to address community priorities, and do this using evidence-based approach.  Teams will actively engage our communities with a purpose and will be proficient in problem solving. They will focus on early intervention and partnership working - thereby improving the long-term outcome for those who ask us for help and reducing demand for police and partners. 
] 


	4. Communicate the vision 
	Supported by Corporate Communications Team, series of internal and external roadshows with ongoing consultation / media updates lead by NP strategic manager and Chief Officer Team

	5. Empower others to act on vision
	All NPT middle managers (Insp / Sgts) provided with tailored academic CPD leadership inputs to encourage thoughts to achieve the NP strategy. Wider NP Teams attend NP conference and provided with structured NP training and ongoing CPD. Team rotas changed to promote better joined up working pattern with more supportive supervision. 

	6. Create short term wins
	Early evaluation / survey of strategy showed improvement in team morale, better tasking and supervision with positive outcomes for communities. ‘Good News’ stories circulated force wide to recognise efforts of NPTs, raise profile and show change happening to NP. 

	7. Consolidate gains and build more change.
	To continue to create momentum new roles investment, training and technology integrated into NPTs[footnoteRef:15] [15:  DPP PCC Dafydd Llywelyn has provided funding for technology to support and encourage co-production with partners, training for 10 PCSOs to become externally accredited Crime Prevention Tactical Advisors and 12 PCSOs to be trained in mediation. Additional funding provided for 8 environmentally friendly vehicles for NP Teams] 


	8. Institutionalise the new approaches. 
	Central NP strategic team provides ongoing support for teams and analysis of NP performance. New NP vision is now seen as ‘business as usual’.  


It should however be remembered that whilst this model offers a sound starting point for change managers to utilise, it will not guarantee success (Applebaum, Habashy, Malo, & Shafiq, 2012) as there can be limitations when some steps are not actualised – notably when middle managers are not fully engaged within the process or if, as discussed previously a dominant culture to resist change exists.
7 (c) - Recommendations  
From a human resources perspective within a NP context it is also a recommended:
· All NP Teams have the required skills and knowledge to undertake the role with further consideration applied to the internal selection process used to recruit NP officers. 
· When in post officers should be subject to a period of tenure and supported by an abstraction policy[footnoteRef:16] to allow time for communities to build trust and confidence in that individual carrying out the role.   [16:  Dyfed Powys Police has a policy that all NP officers should carry out their core role for at least 75% of their duty time. This allows officers to maintain specialist skillsets such as search, public order duties, negotiator skills etc. ] 

8. Conclusion 
A key finding from a 2017 HMICFRS Police Effectiveness Report  raised concerns that local policing had been eroded with many forces failing to ‘redefine’ neighbourhood policing in the wider context of changing demand and reduced budgets. Detailing why any future NP SP requires a clear understanding of the overall purpose of NP within respective forces. Translating and communicating a clear and meaningful mission and vision statement in line with organisational values to those delivering it can be challenging especially where strong cultural influences exist. Understanding the importance of who and, how to involve key individuals within policing during strategic planning stages is also a significant factor which often overlooked with the impacts underestimated. Evidence of strong strategic leadership with ongoing communication during the implementation phases of new or strategic change programmes as a prerequisite is significant.  An ongoing process of evaluation throughout key points within the timeline of a strategy is essential to provide the flexibility to make necessary adjustments based on analysis, data and evidence. With this type of performance evaluation in terms of what public value adds to policing will be significant in terms of future investment decisions made by chief officers. 
Whilst all of the points detailed in this conclusion follow well established management theories, some academics still question the empirical evidence that such planning processes actually have on police performance in particular (Elliot, Day , & Lictenstein, 2020). They do however note that strategic planning plays a valuable role in accounting for the needs of stakeholders in determining the overall strategic direction for a force and an indirect impact on the outcomes which are achieved.   
9. Appendix
i. Example PESTEL application for NP strategy 
	PESTEL
	Neighbourhood Policing Strategy

	




Political
	
· Neighbourhood Policing (NP) is regularly referenced during political campaigns as highlighted by Shadow Home Secretary Nick Thomas-Symonds; “In Tory Britain, people say you never see police on the beat anymore. That school children feel afraid at the bus stop… That people feel unsafe going out after dark. This is the price of years of Tory cuts to neighbourhood policing.”  (Labour Party , 2021)  By not sustaining / investing in NP forces run the risk potentially losing the trust and confidence of wider communities and perhaps more worryingly seldom heard communities. 
· Introduction of HO Beating Crime Plan (2021)  &  ‘Neighbourhood Crime’ category may impact future NP outcomes and performance management influencing interrelated force strategies. 

	



Economic
	· Due to competing financial demands many forces have reduced numbers of Police Community Support Officers (PCSOs) with an overall national reduction from 16,668 in 2010 to 9,284 2021 (Home Office , 2021)  Welsh Government conversely finance 50% of PCSO funding and require annual performance figures to justify investment. 
· Public sector austerity since 2010 has led to a reduction in wider public services with communities needing more support whilst expecting increased standards of provision. NP Teams interact regularly with partner agencies to solve long term problems. Reductions therefore in NP numbers can potentially lead to increased levels of repeat demand associated with low level volume crime, ASB and calls for service. 

	Social
	· Recent global events such as global pandemic, Black Lives Matter Movement and the Violence Against Women and Girls (VAWG) agenda has highlighted the importance of how UK policing engage communities. 
· By 2040 the UK population will be larger, older and more diverse (College of Policing , 2020) and potentially mean an increase in vulnerability and the requirement for a more visible presence often provided by NP. 

	Technological
	· Few forces have consistent technology to measure effective neighbourhood performance to provide internal and external stakeholders with cost benefit analysis data to justify current / future investment in NP. 

	Legal
	· The Police Reform and Social Responsibility Act 2011 introduced a legal framework for chief constables to engage with local communities.[footnoteRef:17] A NP presence within communities is a proven means of providing two way dialogue between the public and the police (College of Policing , 2019). [17:  (Section 34) requires a chief officer to ‘make arrangements for obtaining the views of people within each neighbourhood about crime and disorder and make arrangements for providing such people with information about policing in that neighbourhood.’] 




ii. Example SWOT analysis for NP strategy 
	Strengths
	Weaknesses

	· Communities continue to value the visible presence that NP provides.
· Specific body of officers and staff who are designated to role. 
· Rejuvenation of NP principles via NP Guidelines.  
· When NP is delivered effectively it builds promotes long term problem solving  and effective community engagement leading to better public legitimacy. 
· NP is flexible as a discipline and can respond to local priorities.

	· Difficult to measure immediate impact of NP related outcomes (short term evaluations)
· Culturally viewed as a soft option in policing. Lacks buy in and support from internal police teams.
· Crime types are changing. Some communities may question the notion of NP with an increase in online crime. 
· Validity of PCSOs having non warranted powers. Some communities question their usefulness. 

	Opportunities
	Threats

	· EBP when applied effectively can reduce demand. NP Teams given the resources to do so can achieve this.
· NPTs working with communities can give support to become more resilient and less dependent on police.
· Seldom heard communities are provided with an opportunity to build positive  relationships with police via NP channels.
· Op Uplift will protect and replenish NP establishment.  
	· Reduced funding due to limited evidence of NP activities impact on communities. 
· Community intelligence is reduced due to reduction in NP
· NP Teams become ineffective without proper support. Threat of strategic drift becomes prevalent.
· Due to frontline response officer shortages – NP resources are routinely abstracted taking them from their core role.
· No investment in technology to assist with community engagement
· Austerity has impacted on ability of partner agencies to deliver services. 
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