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Abstract 
This report provides a critical analysis of the strategic planning within a public-sector organisation with reference to the South Wales Fire and Rescue Authority. The report examines the value and importance of strategic planning in the public-sector delivery. The review of literature, sourced data from both primary and secondary data and theories on Strategic Management have been considered. The report provides a descriptive analysis and critical evaluation of strategic planning within a public-sector environment. The report concludes that strategic planning is effective when internal corporate governance control and organisational learning is successfully implemented within the strategic planning process. The research concludes that engaging with stakeholders is a key component in the development and delivery of public sector strategic visions and plans.

Strategic planning is based on the premise that leaders and managers of public and non-profit organizations must be effective strategists if their organizations are to fulfil their missions, meet their mandates, and satisfy constituents in the years ahead. (Bryson, 1995)
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1. Introduction
[bookmark: _GoBack]Strategic Planning is an approach adopted by organisations to respond to the evolving public sector environment. It involves the engagement of a set of concepts, procedures and tools intended to support leaders and managers in governing and controlling change based on effective decision-making procedures (Bryson, 2011). 
The importance of strategic planning within the public sector according to Poister (2010) has never been more significant as both financial and social pressures are being placed on public organisations. This is directing public sector organisations to become more reflective and reconsider how they operate to meet their objectives and deliver their service priorities. 
Although the concept of strategic management has developed as a key process in many public organisations (Williams and Lewis, 2008), many question its capacity to improve public performance (Andrews et al., 2009) and promote changes within the public-sector organisations.
2. Objectives
The objectives of this report are to;
Outline the strategic position of SWFRA
Critically evaluate its past, current and future strategic position and aspirations
Critically evaluate the SWFRA strategic documents and plans
Critically evaluate the contribution that stakeholders have in the strategic planning process at SWFRA
This report has been written to critically evaluate the Strategic Management of the South Wales Fire and Rescue Service (SWFRS) through an in-depth analysis of its strategic planning processes and systems using management tools, PESTLE and SWOT analysis.
3. Scope
This report examines the impact of strategic planning against SWFRA performance indicators outlined in their strategic planning documents. It compares and analyses the strategic performance of SWFRS against other Fire Authorities using benchmarking statistical data. The report draws on the information and data sourced and the use of SWOT management tool to make judgements on whether SWFRS have improved performance against its objectives and goals.
4. Literature Review
The aim of all strategic plans developed by SWFRS is the focus it places on delivering its vision “To make South Wales safer by reducing risk” (SWFRS, 2018). The inclusive strategic plans developed by SWFRS are driven by their core purpose which is to achieve its mission.
The development of a Strategic Plan at SWFRS requires a secure understanding of its resources, capabilities and needs. To enable this process, SWFRS have implemented a planning model that drives strategic focus and decision making. The completion of a detailed review and internal audit processes assists SWFRS identify its priorities to enable the development and establishment of a strategic plan to turn its vision into a reality.
The result of any strategic plan is its focus on change and its drive towards an organisation becoming more efficient in providing best value and value for money for all stakeholders. SWFRS consolidate their strategies across a range of strategic plans and these set out clear objectives which are costed alongside clear time frames and with responsibilities identified.  Bryson (1995) states “Strategic Planning is a means to an end, a method used to position an organization, through prioritizing its use of resources according to identified goals, in an effort to guide its direction and development over a period of time” 
At SWFRS, strategic planning is influenced by a number of key factors. These are outlined below in a Political, Economic, Social, Technological, Legal and Environmental (PESTLE) analysis of this public-sector organisation.
4.1	PESTLE Analysis of SWFRS
4.1.1	The political issues that influence SWFRS strategy are; 
· Wales Programme for Improvement 
· Increased collaboration with nine Public Service Boards
· Leaving the European Union 
4.1.2	The social issues that influence SWFRS are;
· Population distribution across the fire authority area
· Crime levels across communities
· Community engagement levels
· Diversity of communities – urban and rural 
4.1.3	The economic issues that influence SWFRS strategy are; 
· Budgetary pressures
· Financial standing and wellbeing of our suppliers and residents. 
· Collaborative Partnership working and procurement 
4.1.4	The technological factors that influence SWFRS strategy are; 
· ICT system to track fuel usage to reduce vehicle waste and maximise efficiency
· Introduction of touch screen system to feed data from fleet services directly into fleet management system which improves vehicle servicing and management. 
· Roll out of a Business Management Information System to improve accountability against plans and targets across all service functions and front-line operations.
· Development of E learning systems 
4.1.5	The legal factors that influence SWFRS strategy are; 
· Fire and Rescue Services Act (2004) – outlines expectations for Fire and Rescue services 
· Civil Contingencies Act (2004) – framework for emergency planning and response
· The Local Government (Wales) Measure 2009 – outlines expectations for strategic planning to improve service
· Wellbeing of Future Generations Act (Wales) 2015 – aims to improve the wellbeing of Wales for future generations
· Fire and Rescue National Framework, 2016 – outlines the Welsh Governments expectations of all Fire Authorities to improve performance and efficiency.
4.1.6	The ethical and environmental issues that influence SWFRS strategy are; 
· To contribute towards to the wider, all Wales objectives - A prosperous Wales; • A resilient Wales; • A healthier Wales; • A more equal Wales; • A Wales of cohesive communities; • A Wales of vibrant culture and thriving Welsh language; and • A globally responsible Wales.
· Supporting the requirements of the Sustainability Strategy via sustainable procurement;
· Supporting the requirements of a living wage.
· Supporting equality through the development of a strategic equality plan.
At SWFRS, the strategic planning cycle enables the collection of data and information to inform the administration and planning processes. The combination of performance indicators, performance management and budgetary monitoring provides valuable information to the management team to enable the monitoring of efficiency and effectiveness of the SWFRS in its mission to delivery their vision which is outlined below;
Serving our communities’ needs
Working with others
Facing challenges through innovation and improvement
Reducing Risk through education, enforcement and response
Succeeding in making South Wales safer					(SWFRS, 2018)
5. Discussion
Strategic Planning at SWFRS is formulated within a 5-year planning cycle. The Strategic Plan 2017 – 2022 for SWFRS incorporates a combination of both long term and short term objectives that aims to deliver improvements across the service with its key focus on the vision of “making South Wales safer by reducing risk”. 
The plan recognises the challenges that the SWFRS will face to ensure the delivery of a high-quality service across the communities of South Wales. The actions outlined in the plan are aimed at providing a sustainable service in close collaboration with all Public Service Boards with a clear commitment to the objectives set out in the Wellbeing of Future Generations Act (2015).
The SWFRS Strategic Plan is designed to complement a range of service plans including; Annual Improvement Plans, Sustainability Plan, Strategic Equality Plan, Welsh Language Standards Implementation Plan and Directorate Plans.
Despite facing financial challenges during times of significant austerity, the SWFRS have focused on delivering improvements within their service through the development of their workforce and the effective management of resources. They have continuously monitored their performance across all aspects of the service and have effectively used performance data analysis to identify areas where improvements can be made to improve service delivery which will result in efficiency savings.
Throughout the strategic planning stage, SWFRS regularly consults with stakeholders and the management board is committed to engaging with its partners and communities to continuously improve and deliver a service that meets the needs of the communities of South Wales.
All strategic plans and annual reports on performance at SWFRS are published on the organisations website and they are also shared on social media platforms e.g. Facebook, Twitter etc. SWFRS also make use of public surveys to gather feedback from a wide range of stakeholders. 
The SWFRS strategic plans clearly set out how the financial settlements from Local Authorities are distributed and allocated to specific spending areas. The plans outline clear actions to be undertaken and specifies the close partnership working required to deliver high quality services across the fire authority.
5.1	SWOT Analysis of SWFRS
SWOT analysis is a widely applied strategic tool used by organisations across the UK (Gunn & Williams, 2007). Its simplistic approach to analysis is an advantage and it has been continuously used since its development in the 1960s. Criticism of the SWOT analysis include the production of self-perceived factors identified by individual staff that are often not linked to the organisations priorities. Linking the SWOT analysis to quantitative data using performance analysis is a more effective way of analysing performance within the organisation.
In order to critically evaluate the effectiveness of SWFRS strategic plans a Strengths, Weaknesses, Opportunities and Threats (SWOT) analysis of the organisation was completed to facilitate and develop a secure understanding of organisations environment and its impact on the strategic planning process. 
The SWOT analysis provides an overview of both internal and external environments and scrutinises the organisations position and resources under four key areas - Strengths, Weaknesses, Opportunities and Threats. Analysis of these four factors allows organisations like SWFRS to make informative decisions regarding strategic planning.
A summary of the identification for all aspects of the SWOT Analysis of SWFRS are outlined below. SWFRS strategic performance data is compared with 18 Fire and Rescue Services from England, Wales and Northern Ireland which are similar, based on several factors including population, deprivation, risk profiles and incident volumes. SWFRS are in Family Group 4 (FG4) and when completing an evaluation of performance at SWFRS benchmarking data has been considered (Appendix 1). Although it is noted that not all fire authorities record the same performance data so it is difficult to benchmark performance across all data sets. 
5.1.1.	Strengths – What has been identified as a strength at SWFRS and where performance is good when compared with other similar benchmarked fire authorities. Performance in this attribute should be maintained in line with other similar fire authorities.
· The total number of fires SWFRS attended decreased from 6,578 to 5,798 in 2016/2017. SWFRS have the 4th highest number of deliberate fires per 10,000 population, but the focus on intervention work during 2016/2017 has resulted in the highest level of improvement when compared to family group 4 fire authorities with an overall reduction of 15.8%.
· The total number of deaths and injuries arising from accidental fires in SWFRSA has decreased from 76 to 74 in 2016/2017. SWFRS have the 6th lowest number of injuries in Primary Fires per 10,000 population and this year saw an improvement of 23.7%. 
· SWFRS have delivered the 3rd highest number of home fire safety assessments. These assessments ensure that the most vulnerable in our society have advice and guidance to keep them safe in the home.
5.1.2.	Weaknesses - What has been identified as a weakness at SWFRS and where performance is lower when compared with other similar benchmarked fire authorities. Performance in this attribute should be improved in line with other similar fire authorities. 
· The total number of deaths and injuries in SWFRSA arising from all fires increased from 85 to 92. This represents an increase for the second consecutive year. 
5.1.3.	Opportunities - What has been identified as a strength at SWFRS but a weakness for other fire authorities. This influences performance as it ensures that fire authorities maintain high performance levels and creates a competitive environment which promotes quality within the fire and rescue service. 
· The total number of special service calls SWFRS attended has increased slightly from 2,101 to 2,147. This is due to additional calls made as part of the Fire Medical Response pilot programme being delivered by the Welsh Ambulance Service Trust for cardiac arrest, choking and severe bleeding. This pilot scheme provides SWFRS the opportunity to develop partnership working with other public emergency service providers and this model of collaborative working has the potential to enhance the efficiency of the emergency services provision in South Wales
· The total number of road traffic collisions SWFRS attended decreased from 1,322 to 1,179 in 2016/2017. SWFRS attended the 2nd highest number of Road Traffic Collisions in 2016/2017. This was an improvement on 2015/2016 by 11.5%. The work undertaken by SWFRS to offer focused education programmes for motorbike users and young drivers is having a positive impact on reducing the number of road traffic collisions.
5.1.4.	Threats - What has been identified as a weakness at SWFRS but a strength for other fire authorities. This indicates that SWFRS are not performing well when compared to other similar fire authorities and remedial action is required to improve performance.
· The total number of false alarms SWFRS attended decreased from 8,323 to 8,191 in 2016/2017. Although there has been a fall in attendance to malicious/false alarms the SWFRS has the 3rd highest number of false Malicious False Alarms attended per 1,000 population alarms. Despite a reduction of 23% over the two-year period between 2015/2016 and 2016/2017, this remains an area for improvement.
· 73% of all fires in the SWFRS area are deliberate. This is significantly higher than the Wales average which is 59% and other Welsh Fire Authorities – Mid and West Wales 48% and North Wales 33%. Between 2014 and 2016 the South Wales area has seen a 11% increase in the number of deliberate grassfires and SWFRS have successfully developed a programme of interventions e.g. Bernie Project etc. to address the issue. These programmes have resulted in a 45% decrease in the number of grassfires between February and August 2015 and the same period in 2016.
In 2016/2017, the SWFRS prioritised 3 key areas to focus on as part of their Strategic Plan.
1. To reduce the number of deliberate fires – the actions planned reduce vehicle fires failed to reach the end of year targets and have been outlined in the 2017/2018 improvement Plan with the aim of “reducing risk in our communities” (SWFRS 2017).
2. 	To prioritise resources and implementing key work streams to support the delivery of our strategic plan – the actions planned were achieved in 12 of the 13 targets set. The target not achieved related to improvements of occupational health provision within SWFRS and these actions have been carried forward into the 2017/2018 improvement Plan with the aim of “untiring sustainable resources” (SWFRS 2017).
3. 	To ensure that ICT systems and services are available to enable efficiency and support service delivery. Four out of the seven targets set were achieved. However, two of the planned actions which included the development of an in-house software system for human resources were not implemented because of limited resource availability. This action has been included in the 2017/2018 improvement Plan with the aim of “embracing technology” (SWFRS 2017).
SWFRS is committed to improving performance and make improvements to their service as outlined in the Local Government (Wales) Measure 2009. In their annual reports, SWFRS share their progress in meeting their strategic objectives and outline the improvements they have made with stakeholders. As part of this process, stakeholders are consulted and strategic documents and reviews of performance are published on the SWFRS website. In addition, , SWFRS also utilises a range of public surveys e.g. Diversity in the workplace survey and research projects e.g. EU Fire Innovation Programme (2018) to inform and develop future strategic decision making. The commitment of SWFRS to engage with external agencies across the UK and Europe suggest that the fire authority is forward thinking in its approach to improve its services and performance. Recently the authority has introduced a controlled burning programme with land owners to manage the number of wild grassfires across South Wales. This programme was implemented following the study of research projects into wildfires in Spain and the US. The success of the Bernie Scheme (2014) to reduce deliberate grassfires has been recognised as having a positive impact on the reduction in the incidents of deliberate grassfires in recent years
6. Conclusion
In general, the findings indicate that the strategic plans produced at SWFRS clearly outline the services commitment to improve their service across a range of key areas. The strategic planning processes that exist at SWFRS are robust and effective and this is evident in the year on year improvement in performance. 
A real strength of the fire authority is its engagement with stakeholders. This engagement occurs throughout the planning process and the input from stakeholders is a key element in ensuring ownership and ultimately ensuring the successful delivery of the strategic plans.
The strategic plans are organised and well written making them accessible and easy for stakeholders to digest and understand. 
The strategic targets set are SMART (Specific, Measurable, Achievable, Realistic and Timed) targets and results are reported to stakeholders on annual basis in documents entitled “How did we do ….?” (SWFRS 2016).
Where performance in key areas is lower when compared with other fire authorities, SWFRS provide an open and honest judgement as to the reasons why there are discrepancies in performance. A review of comparison data by SWFRS informs and leads to the development of new action plans to address lower performance areas.
SWFRS are a forward-thinking fire authority, particularly in the management of Wildfires and deliberate grassfires. Each year they introduce new initiatives to address underperformance as they recognise that they need to be dynamic and flexible in their approach to improve their service. 
As fire authorities across Wales face financial and social challenges it has become more important than ever that public service organisations develop a reflective and analytical approach towards strategic planning. Fire Authorities need to identify what they are doing well and share this good practice with other authorities, they need to understand what they need to improve and implement initiatives to overcome problems by making changes to address ineffective practices and procedures. The future goal for SWFRS is ensure that their strategic planning continues to focus on building and delivering their vision to “Make South Wales safer by reducing risk”
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Appendix 1
Welsh Fire Authorities – Comparative Data 
	
	2015-2016
	2016-2017
	2016-2017
	2016-2017
	2015-2016
	2016-2017
	2016-2017

	
	South Wales
	South
Wales
	Target
South Wales
	North Wales
	Mid & West Wales
	FG4 worst
	FG4 best

	The total number of fires attended
	6,578
	5,798
	5,800
	2,015
	2,932
	8,230
	1,776

	The total number of false alarms attended
	8,323
	8,191
	8,000
	2,140
	4,889
	
	

	
	
	
	
	
	
	
	

	The total number of road traffic collisions attended
	1,322
	1,179
	1,200
	215
	997
	1,302
	333

	
	
	
	
	
	
	
	

	The total number of other special service calls attended
	2,101
	2,147
	2,000
	978
	5,732
	
	

	
	
	
	
	
	
	
	

	The total number of deaths and injuries arising from all fires
	85
	92
	70
	50
	54
	420
	15

	
	
	
	
	
	
	
	

	The total number of deaths and injuries arising from accidental fires
	76
	74
	62
	44
	52
	
	

	
	
	
	
	
	
	
	

	The percentage of dwelling fires which were contained in the room in which they originated
	84.56%
	84.91%
	86.00%
	89.72%
	85.81%
	
	

	
	
	
	
	
	
	
	

	Total number of incidents attended
	18,324
	17,315
	n/a
	5,348
	14,555
	
	

	
	
	
	
	
	
	
	


Source: SWFRS Improvement Plan 2017
Family Group 4 (FG4) is formed of Fire and Rescue Services from England, Wales and Northern Ireland. They are ‘similar’ Fire Services to ourselves based on factors such as; population, deprivation, risk profiles and incident volumes. 

Benchmark of SWFRS performance with Services that record similar or the same data.
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