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EXECUTIVE SUMMARY
Strategic planning allows for organisations to set and achieve long term objectives and ultimately ensures that the organisation is working collectively towards a common purpose.  

This report considers the academic theories which underpin strategic planning and introduces the strategic plan for Devon and Cornwall’s Major Crime Investigation Team (MCIT), a specialist investigation department with responsibility for investigating serious and complex crimes, predominately homicide and serious sexual offences.

INTRODUCTION
Policing exists in a volatile, uncertain, complex and ambiguous (VUCA) environment (Hill, 2017) and covers a wide breadth of public responsibilities: from public order to the prevention and detection of serious crime against the most vulnerable.  The public expect higher standards of the police than other public bodies (Ruffin, 2016) and recent scandals, such as the murder of Sarah Everard by a serving policing officer, have impacted on the trust and confidence that the public have in the police – a YouGov tracker of the percentage of the public who believe that the police are doing a good job has fallen from 70% in July 2019 to 49% in March 2024 (YouGov, 2024).  The public, and indeed the government, expect the police to deliver – policing in the UK cost the UK taxpayer £17.2 billion in 2022/23, representing a 0.9% increase in annual budget, and officer numbers have increased by over 20,000 in the past 4 years (Richards & Davies, 2023).  Despite increased funding and resourcing increased complexity and non-crime demands have meant that policing performance has not improved, with lower charging rates and a greater number of forces in enhanced monitoring (Richards & Davies, 2023).

How do police services navigate higher public expectation and decreased trust and confidence in a VUCA environment?  The answer lies in strategy - McIntyre et al (2023) argue that there are few organisations that need to set organisation strategy more than police services.

This paper examines what organisational strategy is; the theories and concepts which underpin this and models which can be used to develop this strategy.

MAIN FINDINGS
Strategy and Strategic Management 
The term ‘strategic management’ is familiar to managers and practitioners alike.  But what does it mean (both in theory and in practice)?  Several different theories and definitions exist – Chandler (1969) defines strategy as identifying long-term organisational goals and objectives and the implementation of plans and the allocation of resources to achieve these.  Johnson et al (2008) provide a more rounded definition which acknowledges that organisations exist in a changing environment and are often at the behest of external factors “[strategy is] the long-term direction of an organisation, formed by choices and actions about its resources and scope, in order to create advantageous positions relative to changing environment and stakeholder contexts.”

Lynch, however, argues that the goal of an organisation is too narrow an objective and that the values and culture of an organisation must also be identified– the ‘purpose’, as opposed to just the goal.  It is the authors personal experience and view that goals cannot be achieved unless the proper culture and organisational purpose exist and for that reason I have adopted Lynch’s (2018) definition: “Strategic management can be described as the identification of the purpose of the organisation and the plans and actions to achieve that purpose.”

If an organisation is to strategically manage, it therefore follows that there must be an element of planning.  This can take different forms, as I will outline, but fundamentally the planning is what allows the strategic management to take place – Poister (2010) argues that by planning an organisation is empowered to deliver strategic and performance management.  Bryson et al. (2018) provides detail around how to strategic plan, defining it as a ‘set of concepts, procedures and tools’ to set direction and identify resources to achieve objectives.

There are differing levels of strategy.  An organisation may be so large and diverse that a number of individual and bespoke strategies are required to reflect the disparate nature of the work than organisation conducts (Vancil & Lorange, 1975).  As an example, in law enforcement the duties of the police are wide and it is difficult for a single strategy to cater to the needs of, for example, such different departments as a murder investigation team and an online fraud reduction team.  There are three different levels and scopes of strategies: Corporate-level strategy is concerned with the overall organisation; business-level strategy is concerned specific departments or areas and functional strategy is concerned with how corporate- and business-level strategies are actually delivered (Indeed, 2023).  All are needed to effectively realise a cohesive organisational strategy. 

The work of strategy is to define and express the purpose of an organisation specifically through:
1. Mission
2. Vision
3. Values 
4. Objectives (Indeed, 2023)

Deliberate vs Emergent and who develops this strategy 
Traditional strategy was considered as form of deliberate, or prescriptive strategy – that is, strategy that has been planned and developed before being implemented, either by specialist corporate strategy planners or by senior management/executive members (Reckles, 2015).  Lynch (2018) describes this form of strategy as “one whose objective has been defined in advance and who’s main elements have been developed before the strategy commences.”  The opposite to this type of strategy is emergent strategy – this isn’t fully developed prior to implementation.  Emergent strategy arises from unplanned activity and actions from within an organisation – it is more of an organic process based on spontaneous innovation and the daily prioritisation by middle managers and others. (Stobierski, 2020).  This more flexible type of strategy allows those within the operational sphere of the organisation to adjust goals and pursue opportunities in quick time and as they emerge.  Emergent strategy isn’t entirely without direction at an over-arching organisational level but rather, a set of boundaries exists for emergent strategy to be developed.  Emergent strategy allows for rapidly changing environments and is often seen in tech start-ups whereas deliberate strategy is often used by well-established large businesses (Stobierski, 2020).

Closely linked to the type of strategy is who it is that develops this strategy.  A traditional approach sees senior managers or executives setting the strategy in a ‘top-down’ approach – clearly this will see those most senior in the organisation imparting their views, experience and knowledge in the setting of this direction.  These are the most senior and well-paid in an organisation and surely these are the individuals who should set the overall direction of the organisation?  Jackson (2020) points to the benefits of a top-down strategy in a hierarchical organisation where clear direction and control are needed, such as law enforcement.  Eigerman (1988) argues, however, that a ‘top-down’ formulated strategy doesn’t capitalise on the knowledge of the wider organisation and nor does it build employee commitment.  Whilst it allows for a plan corporate in scope “it allows grandiose leaps of vision without reality testing for internal capability, marketplace credibility, or cultural fit.” 

By contrast, a ‘bottom-up’ strategy clearly capitalises on the wider knowledge and experience base of the employees in an organisation and can be associated with innovation, particularly in emergent markets. This can allow organisations to exploit newer markets and allow for exponential growth.  However, with a wider base for the setting of innovative strategy there are some serious risks and disadvantages.  Hann and Mortimer (1994) identify that a bottom-up developed strategy leads an organisation at the behest of those inexperienced in management and without a knowledge of the business environment.  

Each option runs the risk of bias – persons, regardless of their rank and role in an organisation, bring their own conscious/unconscious biases and experiences to the decision-making process.  This can have unintended consequences in terms of realisation of a corporate strategy and ultimately may mean that the strategic plan is ineffectual and does not make a difference (and if it does not make a difference, what is the point in completing one)?  Referencing Daniel Kahneman there are 5 distinct types of cognitive bias:
1. Confirmation Bias – look for information that confirms preconceptions
2. Availability heuristic – overestimate likelihood by the impact of events that are more easily remembered 
3. Anchoring Bias – over reliance on first piece of information encountered
4. Hindsight bias – tendency to believe that something was predictable after the event has occurred, even if it was not predicted beforehand
5. Framing effect – the way in which information is presented can influence thought processes (FasterCapital, 2024)

So what is the optimal strategy and who is best placed to set this, particularly in a policing organisation operating in a VUCA environment and with inherent biases built into all thinkers?  Unsurprisingly, my personal view is that it must be a mixture of both – a deliberate strategy helps to set overall organisation direction, particularly in a hierarchical organisation, but must have elements of emergent strategy to consider rapid and unexpected challenges or opportunities.   Likewise, senior managers and executives have the experience and knowledge of the business to help set this strategy, however, there must be some form of consultation and input from those within the operational sphere of the organisation.  My view, based on my understanding of strategy, is that this best capitalises on a wider pool of ideas and experiences and to ensure that those that are to implement this strategy are ‘bought into’ it.  

Diversity of thought and perspective is incredibly important to get a holistically consider things outside an individual’s frame of reference – more diverse groups make better decisions (Syed, 2021).   Exclusion of certain groups or schools of thought can be problematic because modern social media capabilities can amplify the voice of  groups or individuals who feel excluded or that strategic plans fail don’t address their concerns.  As such, my recommendation is therefore that the development of the Devon and Cornwall MCIT strategic plan wide incorporates as wide a view of different perspectives.  

I believe that a top-down emergent strategy should be the main focus of the development as this allows for experienced leaders to cohesively set the direction of a large organisation which is hierarchically organised, however, the views of the wider organisation and incorporation of emergent strategy should help to inform this via workshops or focus groups (appreciating this comes with some risk in that the process can become overly complicated and take too long to formulate).  This is difficult to achieve and it should be noted that increasingly external strategy planning consultants are brought into the process to help achieve the best end result of this process and provide an objective perspective (Goodman Lantern, 2023).

Strategic Planning
It is the author’s view that a strategy is imperative in a large and diverse organisation, such as a police service.  A simplistic description is provided by Leconi (2006) who provides a rowing boat analogy – if you could get all persons in a boat rowing in one direction “you could dominate any industry, in any market, against any competition, at any time.” There are critics of strategic plans and planning, however, and it can be easily seen how strategic planning can waste time and resources if it is does not actually resonate with those in the organisation and achieve the direct outcome.  Most notable of these is Mintzberg who considers some plans too simplistic and is a critic of paper plans that bear no resemblance to reality (Mintzberg, 1994).  Mintzberg doesn’t critique strategic plans to the point of not requiring one at all but rather, his viewpoint emphasises the criticality in ensuring that a strategic plan that is representative of an organisation and is actually understood and implemented (as opposed to just being a plan on a page).

Some more industry specific research highlights other issues.  Cheung and Yu (2020) reviewed two years’ worth of strategy setting processes at Hong Kong Police forces and concluded that the successful management requires the genuine commitment of high level managers, while also securing the support of the wider organisation to implement this process.   Rogers et al. (2020) meanwhile reviewed Canadian Police Service plans and noted other potential pitfalls of the realisation of strategic plans - these ranged from the quality of these plans; to a lack of focus on performance measurement; to the fact they appeared incapable of assisting senior leaders in in actually making decisions.

This report therefore strongly advocates the production of a strategic plan which is representative and capable of being achieved – the well know SMART principles must apply (smart, measurable, attainable, responsible and time-bound) (OnStrategy, 2023).  This will allow for it to be relevant; informative; high quality; performance focused and capable of being realised.

Having advocated and suggested the formulation of a strategy it is important to determine through what lens the strategy is to be planned and developed – a strategy lens is simply the viewpoint in which the design of strategy is views, from different perspectives.  Each lens provides a different viewpoint and comes with its own strength and weaknesses.  A summary of these lenses is below:
1. Strategy as a Design – local process involving analysis and evaluation techniques.  This is a top-down process which doesn’t take input from operational managers.  It is useful for wide-scale change, but it can be argued that it fails to take into account broader representative perspectives across the organisation.
2. Strategy as Experience – this is an iterative designing process, taking into account previous strategy and involving the viewpoints of operational managers.  It is bottom up and therefore has a broader representation but can suffer from not being radical and based on similar ideas.
3. Strategy as Ideas – this approach requires innovation and is useful for uncertain environments, such as startups.  For established organisations, however, it can be too radical and disrupt core delivery.  
4. Strategy as Discourse – managers use storytelling and language to present and shape strategy and direction (MBA Knowlegde Base, 2021)

The key, as with other aspects of strategy planning is to take as broad a view as possible with lots of different perspectives, without losing overall strategy direction of senior managers and without the process itself becoming so laborious that it becomes ineffectual.

Strategic Analysis 
The next key question, when developing and planning strategy, is how to develop the strategic plan.  In a VUCA environment, with complex external factors, it is essential that strategic analysis takes place – this can be defined simply as “ the process of gathering data (or information) that helps an organisation’s leaders to decide upon priorities and goals that shapes a long term strategy for the organisation” (Messineo, 2024).  Without data to critically analyse, a future strategy is wholly subjective to personal cognitive biases.  Furthermore, analytical techniques can be used to rationalise a decision and gain buy-in from other parts of the organisation.

There are a number of different models of strategic analysis, the following advocates a 4-step approach:
1. Perform an environmental analysis of current strategies (considering both the internal and external factors)
2. Determine the effectiveness of existing strategies
3. Formulate plans
4. Recommend and implement the most viable strategy (CFI, 2024)

This is approach seems simplistic but the quality of it will depend on the detail and skill of each component.

Strategic Analysis methodologies
There are several tools and methodologies that can be utilised to gain an understanding of an organisational environment.  One of these that is used in Devon and Cornwall Police is Horizon Scanning.  This is a technique that tries to predict future changes in internal or external environments which may impact on the operating model of a business - typically it will utilise insights across several different media to determine what is next and over the horizon.  The European Environment Agency describes it as follows: “a foresight method to systematically detect early signs of potentially important developments - can support policymakers and other decision-makers in anticipating future developments, managing risks and pursuing opportunities to help build resilience to future shocks and reduce uncertainty.” (European Environment Agency, 2023).  In the police it is a scan of public, open-source media sources along with home office and local government information sources to determine the changing landscape in police and more widely afield.  It is supplied to senior managers which can use it to influence and help shape a form of emergent strategy, altering and changing the organisational strategic management depending on anticipating future changes in landscape.  

McIntyre et al (2023) argue that for police to understand their communities and issues they must use this scan and thereby allocate resources and prioritise to enable the police to meet the needs and expectations of communities – “Identifying gaps and specifying how the organisation will fill them are the intended results of strategic planning.”  Furthermore, the National Academies of Sciences (2020) points to the fact that horizon scanning can help an organisation assess whether they are prepared for future changes and that when performed effectives with other tools can identify gaps to assist in policy making.  The criticism with horizon scanning, however, is it is sometimes indirect and it is not obvious what the action is that that needs to be taken to counter the trend or factor that has been identified.  The scanning can seem unconnected with the exact change that is required in an operational environment and there isa risk therefore that horizon scanning can be a bit removed from the problem or direction that needs addressing (Warick Business School, 2023).

Another well-known methodology is the SWOT analysis model– this stands for strengths, weaknesses, opportunities and threats – and can be described as “a framework for matching an organisation's goals, programmes and capacities to the environment in which it operates.” (CIPD, 2024)  This is a well-known tool which is used in many organisations and certainly within UK policing.  The process of applying a SWOT analysis involves the collection and analysis of data, the identification of issues, the assessment of strategic options then the culmination of a review process before deciding on a priority of action.  It benefits from being well known and simple to follow, encourages identification of strengths and enables an organisation to spot and improve on weaknesses.  The model is so simple that it can be applied at any level of an organisation and can assist in the allocation of appropriate resources to counter threats.  Critics of SWOT analysis, however, point to the fact that it is very susceptible to cognitive bias when conducted in a group setting.  Furthermore, the fact it is simple can also be one of the limitations of the model – if not used correctly there can be a lack of careful consideration of complex issues, which can be oversimplified (Tsipursky, 2023).

PESTLE analysis is also well established in UK policing and takes a holistic approach to considering a wide number of different factors which can impact on an organisation as follows: Political, Economic Social, Technological, Legal, Environmental.  It provides a structured framework for considering a wide number of external factors which are interdependent on an organisation and can also be viewed as a form of, or in conjunction with, horizon scanning.  Whereas SWOT analysis is largely internally focused, PESTLE analysis is externally focused and is normally focused on a big, macro picture.  Critics and limitations of PESTLE analysis, however, point to the fact that there is a danger that the scope and availability of information is so large that it can become an overwhelming task.  As external environments change rapidly information and the analysis can be quickly out of date and it can become a laborious and constant process to ensure that PESTLE analysis remains current and up to date (City University of Seattle, 2024).

All methods of analysis are at risk of overlooking the widest and most relevant sources of information – there is a risk that by constantly collecting large swathes of data and seeking perfection that little tangible product is produced and that this doesn’t achieve analysis as intended.  This is known as paralyses by analysis.  Overall, however, these tools allow for strategic planners and managers to analyse their environments and allocate focus and resources to best realise strategy.  It is the author’s recommendation that a mixture of these tools is used to overcome the limitations of each.

Implementing a Strategy and Risks
There exist several different factors which influence the implementation of a strategy – some of these are internally influenced, such as organisational culture, to external factors such as budgetary constraints (Asana, 2024).  An implementation strategy can help to navigate some of these factors and address unforeseen contingencies through contingency planning.   There are varying methodologies to implement a plan but a suggested corporate approach is suggested as follows: 
1. Scope remit of strategy
2. Project milestone and goals
3. Detail resource plan to implement 
4. Estimate implementation date
5. Track key performance indicators to measure implementation of strategy 

Cheung and Yu (2020) conducted a case study on the strategy-setting process at the Hong Kong Police Force. Their main finding is that successful strategic management requires genuine commitment from top management throughout the strategy setting and implementation process, along with building buy-in among service members. 

The author therefore recommends an implementation plan accompanying a strategic plan.

Performance evaluation and resourcing 
There is little point of a strategy and framework if an organisation cannot measure the impact that is having on culture or performance and that is why it is imperative to develop a performance management framework.  Without doing this the impact of the strategy cannot be measured and there can be little confidence that a strategy is effective or driving the organisation in the right direction.  McIntyre et al. (2023) succinctly and definitively state “The organisation’s performance against pre-specified indicators enables its leadership and stakeholders to assess whether the current strategic plan continues to be the right one, whether the organisation is achieving its stated outcomes and whether it is addressing gaps in skills and resources.”

Key to an effective evaluation is the designation of an effective and analytical question set to determine how well a strategy has been implemented and executed.  An organisation must decide what questions it hopes to answer – such, as what progress has been made towards the Vision?  Which objectives are completed and if not why?  Evaluating the impact of a strategy is key to ensuring that it is realised and that the strategy does not become obsolete (Wright, 2023).  

CONCLUSIONS
The practice of strategy involves critical choices about what a strategy entails; who it is that is involved in developing this strategy; analysis and resource setting to implement this strategy effectively (ensuring that the implementation of this strategy is evaluated effectively).  This is especially true of a large public organisation which is subjected to intense public scrutiny, such as the police, and in particular MCIT.



RECOMMENDATIONS
1. Produce a strategic plan for MCIT which is predominately a ‘top-down’ strategy-by-design approach (taking into account limited elements of emergent strategy and views of the wider organisation) 
2. Utilise strategic analysis methodologies to accurately identify the operating environment and address identified gaps – SWOT, PESTLE and horizon scanning
3. Develop an implementation strategy and allocate appropriate resources 
4. Evaluate performance of strategy by developing a performance framework to monitor effectiveness 

STRATEGIC PLAN (LINK)
https://www.canva.com/design/DAGCwo2n0jc/kCv7yrRWHbm06iXdHJKXWQ/view?utm_content=DAGCwo2n0jc&utm_campaign=designshare&utm_medium=link&utm_source=editor
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