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Executive Summary
This report explores the meaning of strategy and strategic planning, together with the requirements for the use of strategic planning synonymously with the strategic management within the Policing organisation.  

The importance of stakeholder and design thinking within the planning process is discussed, together with the conflicting views on goals and objectives of the organisation held by stakeholders.  

Discussion is held as to the relevance of such strategy and strategic plans, together with analysis of the components to be considered when formulating a strategic plan.  Thereafter the analytical theories are identified and reviewed, followed by the differing strategies available to assist in the communication and implementation of such plans.
 
The impact of the strategic plan upon the organisation, when implemented is explored, together with the relevance of strategy required for implementation, given the nature of business of policing.

This report is concluded with a positive view on the strategic planning process with an objective of directing away from Parliament and remaining a local requirement.  
.  
Introduction
This report considers the concept of a strategic plan and its relevance within the police service, focusing on Dyfed Powys Police.  It will identify the purpose of a strategic plan, the planning procedure, and analytical theories to be explored during this process and thereafter its implementation.

Organisations competing in any industry hold a competitive strategy, whether that be explicitly or implicitly.  These strategies would have arisen through a process of either planning or by simple evolution through already functioning departments within the organisation (Porter, 1980).

Many organisations are keen to identify a strategic plan and thereafter implement the same, however this is often done with no clarity on the actual area of concern, with no real achievement to be gained (Nikols, 2016).

The term strategic plan is synonymous with strategic management.  A strategic plan will be born from management of the organisation, with a requirement for such a plan to be managed strategically throughout.   As Lynch (2018) alludes to, the function of strategic management is to make the decisions regarding the future of the organisation, offering direction, involving every aspect of the organisation.  

Leaders of Police services are faced with an ever-changing range of issues requiring differing levels of analysis and decision making.  This is due to Police services having been party to more change within the 21st Century than any previous generation, according to Walsh and Vito (2019).  

They are held responsible for the creation of effective organisations that demonstrate they are adaptable, as well as recognising the need to be responsive to changing demands of public expectations, including safety and challenges of individual communities.   Previous ideals of thinking, analysing data, problem solving and the response to the demands of the organisation are changing.  Such historic methods identified to tackle previous issues are very rarely successful today, leaving matters unresolved.  This results in the challenges that policing organisations face today and identifies the requirement for a different analytic and strategic level of thinking.  (Walsh and Vito, 2018)

The common approach to strategy is reflected by way of a long-term plan, composed by leaders of the organisation with the aim of meeting the organisation’s objectives.  (Capon, 2008)  Planning will encourage managers to identify the need and opportunities for change and thereafter communicate this strategy to those who will implement it.  (Thompson & Martin, 2010)

So, what is strategic planning and is it necessary in the world of Policing?  The College of Policing (2018) describes a strategic plan as a proposed course of actions holding the ambition of progressively achieving a series of objectives or simply to achieve one aim.  This plan is required to demonstrate a high-level overview of the police response and is required to be based upon all the information held at the relevant time and is subject to an audited review and revision throughout its lifetime.  

Some may question why the need to review such a plan once it is in place.  However, it can be argued that due to the ever-evolving demands upon the police, this is necessary to ensure the plan remains relevant.   During audits, management should be considering what has worked and what hasn’t.  Has there been a change in environment, is there anything that needs to be removed or added to the existing plan?

Whilst holding relevance to Policing, there are several differing definitions or explanations of the strategic planning theory relevant to the public sector.  Kerzner (2019) refers to strategic planning as a process for the formulation and implementation of decisions surrounding the organisation’s future.  Whereas Bryson (2018) defines it as a deliberate approach, disciplined in its method of reaching fundamental decisions and identifying necessary actions that will ultimately shape and guide what that organisation is, what it does and why it does it.  

For Policing, strategic planning is a mandatory requirement within the UK.  However, following a study of English and Welsh Police Forces by Elliott, Day & Lichtenstein (2019), questions were raised regarding the usefulness of such planning, given the link between planning and performance within the public sector.  They questioned the influence of middle management and stakeholders within the planning-performance relationship.  

Walsh & Vito (2018, pg 154) argue the concept of strategic planning is thought to be time-consuming and places too many demands on the various departments to undertake.  However, then go on to identify and agree that strategic planning should be undertaken, as it is a meaningful part of new policing strategies.  This offers some confusion.  

Perhaps it is better broken down by Thompson & Martin (2010) who set a clear identification of the measures of a plan in that an organisation will aim for a likeness with its environment which is supported by its resources and values.  

To assist in identifying these factors, a thorough analysis and evaluation, together with consultation with stakeholders, must take place prior to furtherance of a strategic plan.  There are several management theories and analytical tools that can be utilised to ensure the right analysis has taken place before implementation and these will be explored further within this report.  


DEVELOPMENT OF A STRATEGIC PLAN
1. Key concepts of a strategic plan
Organisations within the public sector are often thought of as being principled and bureaucratic.  Professionals within these organisations, particularly within the Police services, will often respond to the incentives before them and on an individual basis.  This is often due to a lack of competitive business within the policing organisation and as such, these organisations afford considerable discretion to the professionals working within them.  (Greener 2009)

For the majority of the 1980s onwards, there has been political encouragement for the public management to be like that of private management, in effect, more business-like.  This was enhanced by the government’s increasing divestment of many industries, returning them to the private sector.  (Flynn, 2012)

From these times, the theory of strategic management was born and, in his view, Drucker believed the theory of management to be a serious discipline.  (Drucker, 1990)

So where does strategic management fit within Policing?  This can be identified from the internal ranking structure and each area of responsibility placed upon staff of a certain rank.  

From within this management will come strategic thinking, which, as described by Thompson & Martin (2010) is a method that embraces the past, present and future.  This will assist in understanding previous patterns and lessons which should enhance the performance in the future.  Thereafter, the structure for future strategic planning will be identified.  This leads to the question, what exactly is a strategic plan?

2. Strategic Plans
There are many definitions of strategy and planning held, with one earlier referred to from the College of Policing.  However, Nikols (2016, pg 7) holds in favour the view of Porter, who defines a competitive strategy as: “a broad formula for how a business is going to compete, what its goals should be, and what policies will be needed to carry out those goals.” 

This is a simpler breakdown of strategy and can be held throughout most areas of business.  However, Mintzberg (1994) argued that strategy held several useful meanings.  He alluded that strategy would consist of many things, such as a plan, a pattern, a position, a perspective and, furthermore, could possibly be used as a ploy intended to outwit a competitor.  

Whilst well documented and regularly discussed, with many theories on its relevance, how exactly does one formulate a strategic plan and on what basis? 

The planning process will set out to explore alternative options, identify and set direction whilst working with stakeholders to ensure the appropriate decisions are made.   

This process facilitates communication with stakeholders who will be involved in the process and assist the organisation to remain focused on the outcomes.  Whilst ultimately, any plan will assist leaders in facilitating and managing change.  (criminal justice iresearch, 2021) 

For a Police service to maintain its focus and direction, it will identify what is expected from stakeholders and this will be reflected within the organisation’s Missions and Values statements.  

These often encompass their employees as their most valuable asset.  However, quite often, these objectives and missions are poorly pursued and inappropriately implemented, with no structure or review.  This leads to employees not feeling valued.  This is likely to occur when employees are solely managed by rules, procedures, and systems, rather than as individuals.  (Capon, 2008)

In identifying the values and missions of an organisation, one must consider not only the outcomes hoped to achieve, but to bear in mind the stakeholders and the value they hold, their input and the role they will play in achieving organisational goals.   A stakeholder will consist of anyone who holds an interest in a business and can comprise of individuals, groups, or organisations.  These stakeholders are likely to be affected by the activities undertaken by the business.  (BBC Bitesize, 2021) 

For a buy-in from stakeholders, consideration, and management of the expectations of each stakeholder is required.  Prior to any change project, it would prove beneficial to undertake a stakeholder mapping exercise with the initial phase being identification of who your stakeholders are. This is a visual process of identifying all the stakeholders within the organisation, offering a visual representation of the colleagues/businesses who will hold an influence over your project and the way in which they can do this.  (Miro, 2011)

If you manage your stakeholders well, they will actively support you.  If you ignore them, they will sabotage your project.  (stakeholder map, 2021) 

Freeman et al (2008) suggest that an organisation’s success relies on fulfilling all its stakeholders, not just those benefitting from profit.  Newbould and Luffman (1979) argue that existing and future strategies are affected by both internal and external factors, together with personal ethical and moral stance of senior managers.   This would suggest that there will be many stakeholders with a range of differing interests and relative importance.  By using a stakeholder theory, it enables an organisation to determine who they are required to inform and, equally, of what they should be informed. (Henry, 2018)

The reality is that a service is intangible and the standards in quality may only be measured by the customer’s perception (Flynn, 2012).  The concept of a customer within a public service is often a difficult one to comprehend.  For example, in policing, one may hold the belief the primary customer would be considered as the victim of crime, however the Police have many other people to satisfy.  

Consideration must be given to include any service user such as witnesses and suspects, in addition to the professional stakeholders and employees.  If leaders fail to identify the importance of their employees and the value they hold, the greatest plans will not be successful, if not appropriate or no buy-in has been achieved.  Therefore, the organisation holds an obligation to take account of expectations and preferences of not only the main stakeholders, but any person who has an interest in and influence on the organisation.  

3. Strategic Approach 
To assist in the formulation and implementation of their strategic plans and to identify their purpose and objectives, Police services across the country will set their goals and objectives.  

A danger here is often people enter into a management role and set about listing their objectives and composing mission statements without consultation.  This will be based on individual ideas rather than a broader theory.  This is known as Visionary Leadership and implies this leader holds a personal vision for directing the organisation.  This is often based on personal experience, particularly within policing as leaders move up the ranks, rather than relying on a detailed analysis.  (Thompson & Martin, 2010)

It’s often held by strategists that the Mission and Vision statements will come first within the strategic planning, and analysis will thereafter follow to assess how to achieve them.  However, Lynch (2018) argues that it is best to analyse the organisation, then set the objectives in the environmental context of the business and thereafter identify mission and value statements.

A mission statement is one defining the fundamental purpose of the organisation and why they exist (Gurley, D.K. et al. 2014).  Reuss and Burkhartt (1993) suggest the mission statement will hold the vision of what the organisation wishes to accomplish in the future.  

Dyfed Powys Police issued their most recent Mission Statement as “To safeguard our communities together” (Dyfed Powys Police, 2021) 

Whilst one first reads this, one could hold satisfaction in the belief they will be looked after.  However, there is no clear definition of how this service proposes to carry out this Mission Statement and can be interpreted many ways.  Does this mean we are bringing communities together?  If so, how?  Does it mean that by safeguarding together they are expecting support from the community to do the safeguarding?  It is on a par with that of neighbouring Police Service, South Wales Police, who’s mission statement holds “To keep South Wales Safe”.  (South Wales Police, 2021)  

There is not a clear direction on what is proposed, particularly when compared to that of the Metropolitan Police who identify their Mission Statement in similar simple terms as:  “To keep London safe for everyone”
However, go on to explain how they propose to do this within their statement by focusing on what Londoners want and thereafter working closer with partners.  (Metropolitan Police, 2021)

Whittington et al, (2020) describe a Mission statement as one that will supply employees and stakeholders some clarity detailing what the organisation fundamentally does.  In essence, asking the question, what business are we in?   

Although these statements may seem a little vague, it would appear they all revert to the words of Richard Mayne, first Commissioner of London Police, in 1829: “The primary object of an efficient police is the prevention of crime”.  (CIVITAS, 2012) 

A Mission Statement is often used synonymously with a vision statement, described by Whittington et al (2020) as being one detailing the future direction the organisation wishes to take.  Often, this is where the description of how the Mission Statement will be undertaken is held.  

These statements are put in place to ensure the organisation’s direction and maintain motivation.  Therefore, they must be meaningful and relevant when included in strategic planning.

Through the planning process, on completion of the Mission and Vision statements, a thorough analysis will be undertaken to identify strategic options and offer direction for implementation of plans.  This analysis needs to be current and relevant, as Ansoff (2007) describes, public sector organisations have historically relied on familiar data.  This information is more often stale, having been processed from previous results and historic repetitive patterns of information.

An area of concern, as commented by Harley et al. (2019) is that stakeholders won’t always hold the same priorities as the police service, some may feel the priorities identified are not relevant to their own personal objectives nor hold public value, whilst others may gain.  Leaders are charged with making difficult judgments and choosing between competing priority.  

For example, a police service setting Mission and Vision statements for something such as tackling knife crime and gang culture, in line with other organisations and perceived public demand due to impact from media.  However, if you consider the environmental factors of that organisation, compared to that of Dyfed Powys Police, which is placed within a rural community, then these are not necessarily the priorities within this policing area.  It is important that needs are met but balanced with environmental factors discovered through analysis.      

Following on from the Mission statement, the planning will provide opportunities for involvement, leading managers, and stakeholders to believe the strategy is logical by way of inclusion.  However, dangers exist in such a planning process with confusion between the management of the strategy and the planning.  

4. Analysis Theories 
In the first instance, a thorough analysis will be undertaken to identify the condition in which the organisation currently finds itself in.  This will involve both internal and external analysis.  For example, the Police service is measured by crime statistics and public opinions are formed on this performance area.  Morden (2015) suggests when analysing in this fashion, there is a need to identify if the organisation holds internal strengths upon strategy choices can be based; thereafter resulting in better customer service; furthermore, is the organisation operating in a strong position?  Or, is there identification of internal weaknesses, which can subsequently place the organisation at a disadvantage, of which there will be a need for remedy, prior to any decision making on the choice of strategy.

Having completed an internal analysis of the organisation, there are several analytical theories used within strategic planning process to assesses the impacting factors. 

Dominant to the public sector is the PESTEL theory.  This is described by Dincer et al (2020) as being one of the more important planning techniques, with the main concept of this approach being consideration of environmental issues to develop new strategies.   The dimensions covered within this method will scan areas of political, economic, social, technological, environmental, and legal relevance.

The PESTEL Theory will allow for specific areas to be interrogated when comprehending the existing and future effects over several years, and, according to Capon (2008), provides an accurate analysis of the external environment with subsequent benefits to the organization by holding a greater understanding of the context in which the organization operates.  

When undertaking a PESTEL analysis, it is important to identify and understand the PESTEL factors and categorise each one relevant to the organization and proposed strategy.  Once the categories have been identified, one must ask, do these pose a threat to the opportunities the organization proposes and is there a requirement to react in the longer term, when anticipating planning in the future?  

For example, the campaign to address Violence Against Women and Girls is a current topic across the country.  However, how relevant would that be to Dyfed Powys Police?

The recent murder of Sarah Everard and the subsequent campaign against violence that followed, highlights one must weigh up the importance of such a campaign within their area of policing.  For example, in the last 12 months, sexual offences in London are down 5.82 % as of October 2021, despite the heightened awareness.  However, murders involving knife crime for the year 2020 stood at 76.  Of these figures, 60 were male and 16 females.  (Met Police) The proportion from this brief research would demonstrate the concern lies in violence against males, however, organisations are under constant scrutiny and placed under pressure from stakeholders because of multi-media platforms.  Whilst the public demand may be for one area of policing, it is important to maintain the balance of the realistic needs of those the business serves.  

Dyfed Powys Police may not hold such statistics for such violent acts due to the decreased population and rural living, however, does that mean there is no demand for such a campaign?

A PESTEL analysis will assist with identifying the necessity for such a strategic campaign.  However, it is beneficial to bear in mind, that violence against women and girls isn’t just the headline murders that we hear about.  This nature of offence is often hidden behind closed doors, within several categories such as domestic abuse, honour-based violence, female genital mutilation, to name but a few.  Therefore, these statistics and analysis of this area is prevalent within this research.  

So, when considering a strategic plan for a campaign to highlight the need to tackle and reduce such violence, one must undertake a review of all factors.  

In addition to the PESTEL theory, there are other analytical tools that can be used, with some favoured for specific strategic options.  The Porters Five Forces theory, which assesses different threats within its industry and the SWOT analysis.  Henry (2018) suggests that Porter’s Five Forces is more aligned to industry specific analysis, whereas the SWOT theory is company specific.  

The SWOT analysis refers to strengths, weaknesses, opportunities, and threats.  Henry (2018) suggests that this is broken down by the strengths and weaknesses holding relevance to the organisation’s internal factors, whilst the threats and opportunities to the external factors.  However, if taken together with scenario planning and PESTEL analysis, this can assist managers in identifying the external opportunities and threats facing the organisation.  

A SWOT analysis affords the organisation the opportunity to assess the relevance of its current strategy, in line with environmental changes.  It is used regularly by managers to turn potential threats into opportunities and any weaknesses into organisational strengths.  

In explaining the SWOT process, consideration can be given to the recent competitive strength held by Dyfed Powys Police, in that they upheld to investigate every crime reported to them.  This strength was analysed upon this functioning area within the service and supported with HMIC reports.  

However, with the ever-changing demands of austerity faced by Police today, the continuing threat of low resourcing, this could now be identified as a corporate weakness, in that Dyfed Powys Police are no longer in a position to uphold that promise to its ‘customers’.  As a result, an opportunity was identified where a triage system was introduced following crime reports, and decisions will be made on what will be investigated as a priority, if at all.  This is known as the End-to-End project and leaders hold a responsibility to positively manage the expectations of not only the staff within the organization, but the service user too.  This should form part of the implementation of this project, with explanation of the changes in service to what they have previously come to expect from the organization.    

SWOT analysis is often used in identifying a proposed strategy for implementation of a strategic plan.  Lynch (2018) advises to keep such an analysis brief and suggests that it is a common error made in believing that the SWOT analysis will be certain and correct, however argues this isn’t the case and it highlights a lack of strategic judgement

A further method of evaluation is the SMART tool, a method used to analyse the practicality of plans and is broken down as follows:- Specific, Measurable, Achievable, Relevant, Timescale.  This is used to assist in the identification of what a good objective should be, whilst bearing in mind, a vague objective will hold no worth (Pitt & Koufopoulos 2017) 

More recently, the use of evidence-based policing has become common within criminal justice, particularly policing.  The theory of evidence-based policing is where agencies from law enforcement utilize research knowledge to assist in the guidance of strategic and tactical decisions.  The research obtained is primarily based upon the standard model of policing with analysis of the daily activities of patrol officers (Lum & Koper)

Failing to undertake any form of analysis of the organisation and its environment will result in any future planning being based upon experience alone.  However, Policing is an ever-changing business and managers cannot expect to follow previous patterns for future problems.  (Henry, 2018).

5. Resource and Capability Analysis 
A resource-based view will emphasise the internal capabilities of the organisation and assist to formulate a strategy to achieve competitive advantage. (Henry, 2018)
Within this phase of development, reference to resources is made to both tangible and intangible resources.  Consideration is not only given to the workforce employed within the organisation but also to physical assets and organisational reputation.  

When undertaking this review, consideration to the employee resource capability within the Police Service is made in areas such as skills invested and thereafter retention of workforce.  In 2018 Dyfed Powys Police merged its Criminal Investigation Department with its Public Protection Department, enabling all qualified detectives to undergo training in vulnerability and afford them skills previously not available to them, in addition to their own investigative skill set.   This enabled employees to become omnicompetent, enhancing capabilities within the organisation and making best use of existing resources.  However, a common error here is lack of consultation prior to these changes and employees subsequently not buying in to the new proposals and thereafter leaving the service, taking expensive invested skills with them, leaving vacancies to be filled at a cost.  

6. Strategic Options 
There are several strategic options for implementation.  Following the consultation phase as previously described, management should hold a clear idea of how this plan is to be communicated effectively and thereafter implemented.  

When such a specifically identified plan is held, the strategy for implementation will be a deliberate strategy, whereby information is gathered first both internally and externally, with plans firmly structured prior to implementation.   Kipping and Cailluet (2010) suggest that Mintzberg applies the term deliberate to a strategy that has been formulated internally and thereafter implemented.    

Whilst a deliberate strategy would appear to be the most straight forward, others hold the view that in the Police a service, a prescriptive strategy would be more appropriate, as primarily the evidence research undertaken will be based on past information.  A prescriptive strategy is described by Capon (2008) as one that holds an assumption of the future remaining predictable.  

However, the business of Policing operates within a turbulent environment and a prescriptive strategy would not be secure to maintain the realised outcome on a longer-term basis.    

An alternative strategy would be the emergent strategy.  This is described by Capon (2008) as one that evolves.  Therefore, having a plan in place but being prepared to adapt to emerging changes throughout the duration of the plan.  These changes can arise from both internal and external forces.

When considering any strategic plan, it is important to bear in mind the reality that, strategies are both deliberate by way of being set in advance and will prove to be emergent in practice (Bryson, 2018).

Mintzberg (2009) alludes to all strategic behaviors requiring a combination in way of approach to this planning, such as holding a deliberate control plan with emergent learning. The strategy change cycle is a process designed to promote this style of strategic behaviour (Bryson, 2018).

So how does one identify what style of strategy they will use to identify and complete their plan and thereafter its communication and implementation? The choice of strategy and its implementation will be decided following the informed process of strategic analysis (Morden, 2007).

Once the plan has been agreed and during implementation, leaders must be mindful of the dangers of encountering an unrealised strategy throughout the process. This can occur when a strategic leader has in place a deliberate strategy, however there are aspects that are not realised in practice.  This will be down to several reasons such as the plan becoming unworkable or unacceptable, or even an emergent strategy that comes to dominate the plan, taking priority over anything in existence. 

For example, Dyfed-Powys Police’s previous Chief Constable, Mark Collins, held it a priority within the organisation for ‘making every contact count’.  However, although requested, it cannot be guaranteed that each service provider would deliver that area of his plan.  (Dyfed Powys Police) 

Ultimately, prior to any implementation, it is crucial that the organisation is aware of the demands they currently face, not what they have faced in the past.  Current up to date analysis of problems and critical analysis of concerns is required before any such plan is considered.


7. Proposed Strategy 
For the purposes of this report, strategy will remain focused on a strategic plan to reduce Violence Against Women and Girls.  This subject is a current topic with various incidents making headline news nationally, as well as locally as detailed in the recent murder in the Dyfed Powys Police area of Pembrokeshire of Lily Sullivan (BBC News, 2021).  The focus on these offences is increasing and the demands are regularly changing in nature but ultimately, with stakeholders wanting the same outcome.   

For implementation of such a plan, an emergent strategy is the most appropriate.  The world of policing is turbulent at best, however topics such as this are unpredictable, requiring a changeable plan.

Use of the emergent strategy will allow the organisation to develop the plan over time, whilst taking learning along the way.  However, it is important to remain focused on the changeable dynamics of the subject as, without this, there is the danger of plan becoming rigid.  This will restrict the organisation in what it aims to do, causing bureaucracy within the process and possibly divert resources away from strategic thinking.  (White, 2004)




Conclusion 
The strategic Policing Requirement was first issued in July 2012 by the then Home Secretary, Theresa May, who suggests this arose to ensure the Police services across the county were equipped to deliver an appropriate robust response to any threat of harm to public safety on a national level.  (Government Publications, 2021)

The Police Service within England and Wales is monitored and assisted by the National Police Chiefs Council.  Within their recent Vision for 2025, they have highlighted what is expected from the police by the public, i.e., protection from harm.   Identified within this report is the need to transform the approach to policing due to the reduction in resources faced over the last ten years due to austerity.  However this must not allow for a reduction in the quality of service.  They go on to suggest that, for these set goals and objectives to be achieved, the whole of policing must work collaboratively. (National Police Chiefs Council, 2017).

This report identifies that strategic plans within policing are necessary and there is not a one size fits all solution.  The challenges faced by different services, due to varying demographics and environmental factors across the country are highlighted within.  Although the NPCC has put in place their vision, the SPR is based on a national level aimed at national threat.  Local organisations are required to address local concerns; therefore, it is appropriate for plans at both a national level and local level.     

Through reviewing the strategic approaches available to organisations, this report has identified that an emergent strategic approach for the implementation of plans within the police service is the most appropriate.  This is identified due to the turbulent nature of policing and ever-changing demands they face.

This report has also identified the importance of the communication and implementation stage and importance of maintaining motivation.  

From the differing models of strategy and forms of implementation, the organisation must hold an openness to learn from such plans and strategies and remain flexible throughout their duration.  This, together with resource analysis and strategic performance management, will enable companies to provide continuous training to employees (Grant, 1991).

The review and assessment of performance is crucial in achieving the aim of the organisation and thereafter identifying the level of individual contribution of the employees within the organisation to this process. (Garcia‐Zamor, 2003)

In summary, the best formulated strategy will amount to nothing if it is poorly communicated and coordinated throughout the organisation.  Poor communication during planning and implementation will lead to the strategic intent being reinterpreted, with it being brought into terms of their local context.  
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