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1.0 Executive Summary

The paper is examining the approach to be taken in the design of a strategic digital plan for South Wales Police and Gwent Police. There are a number of definitions provided in relation to what a plan is, but Bryson’s (2010) inclusionary approach is one that the digital plan should look to adopt, as it helps to articulate clear priorities and aligns stakeholders and other plans to this strategic plan. The prescriptive and emergent strategies as laid out by Lynch (2018) can work alongside each other and allow the plan to account for known and unforeseen challenges. This paper also does not discount theories around utilising competitive strategies, usually targeted at the private sector, which could be relevant and appropriate to a digital strategy, due to the environment that it operates in.
Analysis is critical to an effective plan but over analysis wastes valuable energy and Mintzberg (1987) believes that analysis should not just revolve around data but is about understanding the culture of the organisation. Effective stakeholder engagement gives a more rounded view of future demands and needs as well as achieving buy in from officers and staff. The paper does not discount deliberate strategies, Porter’s (1998) five forces being the most notable one, which could work alongside more flexible strategies to give comprehensive analysis of the external and internal environments for digital policing. 
Scenario planning would also be a good tool for analysis working alongside many of the other well-known models such as SWOT.
The options that will be contained and laid out in the digital plan include the approaches taken by Johnson et al. (2016) and Loeffler (2015). They revolve around the themes of business strategy, capabilities required by the strategic direction of both forces, the method chosen by the organisation to carry out the strategy- such as collaboration and ensuring that there is strong governance established by the plan. Again, though the paper does not discount some of Porter’s (1998) 5 forces.
Those devising the plan need to consider how to successfully implement and evaluate it from the start of planning. George (2020) states that success is based on People, Process and the Plan. Key to it, is having innovative planners who listen and encourage debate from the stakeholders. It is difficult to have an effective performance framework for a digital plan but a balanced score card would be a preferred method, as it not only measures outcomes but encourages stakeholder involvement by joining up common aims linked to a number of relevant measures. 
2.0 Introduction
The aim of this paper is to look at the design and development of a strategic digital policing plan for South Wales Police and Gwent Police. There is a collaborative Digital Services Division for both forces that is responsible for producing a joint digital strategy. 
The paper will look at three facets of a strategic plan: Analysis and Stakeholder Engagement, Strategic Choices and Options, Implementation and Evaluation. 
The starting point needs to be to understand what a “strategic plan” is and what is its purpose. Bryson describes it as:
a deliberative, disciplined effort to produce fundamental decisions and actions that      shape and guide what an organization (or other entity) is (its identity), what it does (its strategies and actions), and why it does it (mandates, mission, goals, and the creation of public value) (Bryson,2010 pp. 256-257).
He views this as being a flexible, practical and versatile approach that will assist an organisation to work out their purpose, why they should be doing what they do, and how will they achieve their purpose. Bryson (2010) focuses on the public sector and the purpose of the plan is to ensure that the organisation is adding public value and by articulating in the strategy of why the organisation is doing what it does, then priorities can be clearly articulated. 
Bryson’s approach is an inclusionary approach involving many internal stakeholders in the planning process thus improving their strategic perceptiveness. To have a successful strategy the plan needs to ensure that all the different interdependencies that form the criteria for success are joined up and involved effectively, these include the right structures, people, stakeholder engagement and support. 
The Digital Services strategic plan would need to ensure that other strategic plans and key stakeholders are aligned to the digital plan and vice versa to ensure a successful and cohesive approach. This approach is “effective strategic management”.
Lynch (2018) describes prescriptive strategy “as the identification of the purpose of the organisation and the plans and actions to achieve that purpose” (Lynch,2018, p.9), where the definition supports the notion that you can plan strategy. Lynch describes the other view of strategy, emergent strategy, as being more dynamic, and due to future changes in the external environment, having a single purpose and strategy would not be flexible and hence effective. Emergent strategy is about exploiting opportunities along the journey, trying out new ideas and adapting to changing circumstances to benefit the organisation. 
These two definitions should not be mutually exclusive, and the two approaches can work alongside each other and account for the known future challenges whilst having flexibility to deal with emerging and unexpected future challenges and opportunities. 
 Strategic management is also about being “concerned with the character and direction of the enterprise as a whole” (Morden,2007, p. 14). Morden (2007) notes that strategic management should be about identifying the mission and values of the organisation and then laying out the objectives and targets by which the people within the organisation should be looking to working towards to achieve the mission statement. He sees strategies as the “game plan” that achieve the mission and objectives of the organisation. In his view of strategic management, the crucial aspect is understanding what is the aim and fundamental business that the organisation is involved in. 
For the digital strategic plan for both forces this will mean being clear around the role and vision of the organisations, which is in effect to keep the communities of those areas safe and safeguard the citizens.  The officers and staff, and the communities, represented by the Police and Crime Commissioners, will assist the strategic decision makers to understand what the business should be directed towards and the priorities of the plan. The plan will identify the capabilities required to serve the communities more effectively. 
This resonates with Bryson (2010) as a digital strategy will need to establish where digital services sits within both forces and how its own mission, vision and objectives can support the wider vision and aims of South Wales Police and Gwent Police.
A mission statement should be the starting point of a plan to define the longer-term ambition of the digital strategy.
3.0 Main Findings

[bookmark: _Hlk92650381]3.1 Analysis and Stakeholder Engagement
[bookmark: _Hlk92735299]Analysis is a vital component in the production of an effective strategic plan. It needs to accurately take into account the internal culture to ensure the plan successfully resonates with the officers and staff, as well as understanding the external conditions both present and future that the organisations will be operating in. However, there is a danger that that a disproportionate amount of energy and time is dedicated to analysis “draining so much commitment from those who are supposed to act” (Mintzberg 1993, p.40) and causing “paralysis by analysis” (Mintzberg 1993, p.40). Mintzberg (1987) in presenting his 5 Ps for strategy shows that analysis should not be solely based on data but is wider than just a plan on paper and there needs to be an appreciation of the collective perspective and how all the staff in the organisation can align themselves as a group in thought and action with any strategy. It is about understanding the culture of the organisation, how individual departments and individuals think and what will engage and energise them to commit to the strategy collectively.  Analysis should be significantly more sophisticated, not relying on numbers and data but also based on intuition and experience through stakeholder engagement that encourages freedom of expression and thought. Those involved in the strategic plan should ensure that is not disconnected from those at the operational level and therefore effective engagement is required from the commencement of the plan’s development.
The use of data analysis combined with stakeholder analysis, ensuring the early involvement of internal stakeholders at every level, will lead to a better understanding of culture in both forces and effective understanding and commitment to the plan. Poister (2010) notes that this involvement in the process and specifically asking managers to engage and think about the future direction of the organisations and in this case their digital capabilities, will allow “more creative and out of the box thinking” (Poister,2010, p.248) as well as building commitment to the organisations and their priorities and vision. As Nutt and Backoff (1993) state, good strategic management practice should take into account the lack of incentives for those working in the public sector, such as pay differentials and bonuses, so involvement in the strategic planning process will create a sense of worth based on being able to influence the future direction of the organisation.
Michael Porter (Porter, 1998) and his deliberate strategy approach is one where he states that the analysis of the “five competitive forces -entry, threat of substitutions, bargaining power of buyers, bargaining power of suppliers, and rivalry amongst current competitors” (Porter, 1998, p.26) allows an organisation to develop its competitive strategy.  By using this analysis and focusing on the five forces, the organisation can better understand the industry that it is working in and evaluate its strength and weaknesses within that industry.  Although Porter’s approach may appear more suited to a non-public sector strategic plan, there is much that can be taken from his approach. In relation to a digital plan for South Wales Police and Gwent Police, a new command and control system is a significant piece of work that needs to be delivered. Knowing the suppliers’ market is crucial in addition to knowing the intentions of other police services to procure a new system, .to ensure that the ambition is realistic and gives every opportunity for the successful acquisition and implementation of such a function. 
However, the deliberate strategy is seen as inflexible by many scholars mainly as the future is never clear cut and there will always be a number of variables that cannot be controlled or predicted- a worldwide pandemic being one. Downes (1998) states that the five forces theory is too static and needed to take account of three new forces, that of digitization, deregulation and globalisation which are more influential than the original five forces. The emergent strategies, as advocated strongly by Mintzberg are more relevant for the external environment that the public sector operates in, as they are flexible enough to account and adapt for changing variables and pressures and encourages a learning organisation. This also reinforces the point that analysis is valuable but too much time spent on it could be wasteful as it has to be acknowledged that analysing the future is problematic and there is no set future path.  Porter’s five forces (1998) still has a place in assisting the formulation of a strategic plan, but it needs to be considered alongside a number of theories and in particular ones that allow for flexibility within the complex and ever-changing demands of public sector and policing and significant changes on a global scale.
For methods to analyse future impactful changes a good starting point are the well-recognised and widely used SWOT/PESTLE frameworks. Griffiths (2011, pp 476-477) records that a SWOT analysis helps to match the internal capabilities of an organisation- in terms of strengths and weaknesses, with its external environment and the opportunities and threats that lie there. To assist with the assessment of the external factors a PESTLE model can be applied, and looks at the impact of political, economic, social, technological, legal, and ecological factors that the organisation may have to deal with. 
However, the future is not a single predictable path. To ensure that the analysis on which the plan is based is meaningful, the SWOT/PESTLE frameworks should be applied to several scenarios where a number of future outcomes could occur. This involves “testing of relevant organisational characteristics against multiple representations of the future business environment” (van der Heijden,2005 p. 155). Van der Heijden (2005) describes this scenario-based planning as ensuring a multi skilled analysis of the future but will also have a secondary benefit of stakeholder engagement and people feeling involved in the process. Many of these scenario-based discussions and predictions will be introduced in forums or workshops and improve the organisational learning culture within the organisation. These discussions should start to help shape and form strategic objectives utilising the knowledge, skills, and experience of many different people and departments. 
[bookmark: _Hlk92654112]Alongside the analysis of the external environment, the SWOT model will be used with the internal focus on strengths and weakness which Johnson et al (2016) see as being analysed in terms of resources and capabilities. This resourced based view of strategy, where resources are “what we have” and capabilities are “what we do well” (Johnson et al, 2016, p.98) is one where resources and capabilities contribute to performance and competitive advantage.  These will include finance, specialist skills and physical assets such as technology hardware. Assessing the resources and capabilities to deliver a digital strategic plan will help to ensure that the plan can not only be delivered but identify where there are gaps in dealing with some of the predicted scenarios. It will identify areas where the skills of the workforce and the assets allow for accelerating progress to be made.  The SWOT tool is no doubt useful and a simple straight forward tool to use but it needs to be used in conjunction with other models, such as Mckinsey’s 7S framework as formulated and discussed by Waterman, Peters and Phillips (1980). This framework was created as it was not believed that effective change could just be attributed to having a strong structure in place or indeed how strategy connects with the structure. Instead, success is based on the “relationship between structure, strategy, systems, style, skills, staff and something we call superordinate goals” (Waterman, Peters, and Phillips,1980, p.17).  The model is not hierarchical but dependent on the circumstances at the time when one of the factors may be more critical and impactful than others.  The “superordinate” goals are significant, in that these are the values of the organisations and would be the vision and mission of both forces for a digital plan, such as the values of Positive, Proud and Professional for South Wales Police, with the vision “to be the best at understanding and responding to our communities” ( South Wales Police, 2021).
Combining PESTLE, SWOT and Mckinsey’s 7 S Framework with scenario planning will give a comprehensive understanding of the current capabilities and ability to improve and deliver effective strategic change with an understanding of both internal and external environments.
A digital strategic plan would hugely benefit from the input and discussions with influential external stakeholders reinforced by the stance of  Her Majesty’s Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) :
It is in police forces’ interests to collaborate with other forces and other organisations, both on a local and a national scale. Collaboration done well can save money, reduce bureaucracy, and improve efficiency and effectiveness (HMICFRS, 2020, p.1). 
Linking into scenario planning, the College of Policing has provided an insight into what the policing environment will look like up to 2040, including trends, scenarios, and future challenges. (College of Policing , 2020). A digital plan should use this analysis to ensure that both forces have the capabilities in relation to technology to address the issues and ensure contingencies are in place for any of the given scenarios. 
Other key stakeholders would include the Police Digital Service who oversee the national Police Digital Strategy 2030 (Police Digital Service and National Police Technology Council, 2020) , which outlines five key ambitions for the police service in relation to digital technology as well as looking at the challenges the police service faces internally and externally. The Police Digital Service can assist in relation to procurement frameworks, national programmes’ expectations and timescales and best practice in policing that can be used to heavily the local digital plan. The Welsh Government has overseen the publication of a Digital Strategy for Wales (Centre for Digital Public Services ,2021). There are opportunities to learn, from both the Welsh Strategy itself and those involved in authoring it and leading on digital technology in the Welsh public sector. In addition there will be cross cutting themes and shared capabilities needed to address future pressures, that would benefit from a collaborative approach. 
[bookmark: _Hlk92650431]3.2 Strategic Choices and Options
When the mission and objectives have been decided and the external and internal analysis has been concluded, the digital strategic plan will be in a position to articulate the strategic choices and strategic direction that need to be taken or the choices of how to ensure competitive advantage (Barney and Hesterly,2018). Although many of the theories are based around the private sector where a strategic plan’s purpose should be geared to “the objective of being competitive” (Hadjidakis, 2007 p.211), policing also has to be competitive. It is competing against more sophisticated criminality, the pace of technology, the private sector in relation to attracting and retaining specialist skills and a changing, complex social and political environment.
 Johnson, et al., (2016, p.206) state that there are three choices. The first one revolves around business strategy and how to compete in the market, which one can link to Porter’s 5 forces  (Porter, 1998). The second is the strategic direction that the organisation should take in terms of what capabilities and products it should look to introduce. For South Wales Police and Gwent Police this could be continuing to pursue facial recognition and new innovative uses of this controversial technology, balancing the benefits with the risks and ensuring public confidence is maintained. New markets linked to process efficiency and automation are being opened and again would be a strategic priority that the plan would need to consider and give direction on. The final choice would be which approaches should be taken to carry out the strategies chosen. This could include decisions on whether the organisation should collaborate or internally grow in order to achieve the objectives.  The Digital Services Division which oversees the digital strategy is a well-established alliance between the two forces and the plan would look to reinforce the benefits of the joint working. Such a strategic alliance gives opportunities to improve performance and create a competitive environment by for example creating economies of scales (Barney and Hesterly,2018). It should also detail though whether there are further opportunities to have a joined-up approach with other police forces, public sector agencies and national stakeholders such as the Police Digital Service. 
(Loeffler,2015, p.59) mentions reoccurring themes in public sector strategies. The first being the marketing strategy which is similar to Johnson et al’s (2016) views on strategic direction and capabilities to produce but also emphasises a focus on outcomes and which of the end users will benefit from these products.  Other themes include the “How” question again in terms of the best method of delivering the products and plan, utilising the right assets in the right way.  Governance is also listed as being a common subject matter of a plan, laying out the protocols, parameters, and reporting structures. For a digital plan this would relate to how the Digital Services manages a number of complex programmes internally and how it ensures that it serves the overriding mission, vision and objectives of both forces and interfaces with the other governance structures of the forces. Tricker (2003) highlights that “structure, the membership and the processes of the governing body are central” (Tricker, 2003, p.5) but also that it is far wider than this and involves relationships with key stakeholders. This for policing would include community representatives, the police and crime commissioners and ethics committees amongst others, and the plan would need to set out a consultation process.
3.3 Implementation and Evaluation 
Whilst devising the plan, attention must be paid throughout to how the plan is going to be implemented, otherwise there will be significant amount of wasted energy and time. George (2020) builds on Bryson’s (2010) view on strategic planning where success of a plan is based on the 3 P’s- People, Process and Plan. George puts forward that successful inter connection of these 3 P’s will lead to successful implementation, commencing with the need to have the right people involved in creating the plan. Planning teams need innovative people, who are open to debate and differing views and who encourage creativity but then use effective analysis to ensure the ideas are feasible and beneficial. This will positively impact on how the planning process is conducted. The right people in place will ensure a thorough analysis of the external and internal environment and allow recommendations to be open for discussion, balancing differing views ensuring that the process is not dominated by a few strong personalities who may have their own personal agendas. Thus, the obvious but crucial conclusion that George (2020) makes is that a plan will be successfully implemented if they contain “high strategic decision quality” (George, 2020, p. 795) that address the relevant strategic issues, and has a clear rationale and engagement along the way with internal stakeholders (officers and staff) meaning they buy into the plan and understand it. 
In the development of the plan another key facet is ensuring that there is in place a performance framework in order to ensure the plan is delivering: in the case of a digital strategy to ensure that the right technology and capabilities are introduced that will deliver and support the missions and visions of South Wales Police and Gwent Police. The need for a strong framework is summarised by Aguilar : 
The key purpose of performance management is to align the entire organisation behind the goal of turning the strategic plan into effective action. Communications should serve to inform employees, to involve them in the process, and ultimately to empower them to implement change, and to keep implementing change on an ongoing basis (Aguilar 2003, quoted in Hass, Burnaby and Bierstaker, 2005 page  180).
Baskici and Ercil (2020) state that the measurement of performance of strategic plans are difficult for a number of reasons, with one being the requirement for hard static indicators, which in the dynamic environment that policing works in are not always relevant for sustained amounts of time. Segars (1998) names four different approaches to assessing the impact of strategic planning: “goal-centred judgment”, “comparative judgment”, “normative judgment”, and “improvement judgment”. What approach is taken will depend on the nature and aims of the strategic plan. For a digital strategic plan, which needs to support the outcomes of the police forces in a dynamic environment, an “improvement judgment” method, where the plan is evaluated in how it adapts to ever changing and often spontaneous circumstances and threats, combined with “goal- centred judgment”, where the evaluation is based on asking how multiple objectives have been achieved, is the most appropriate approach to take. It allows for focus on ensuring that  the right products and methods have been chosen and their ability to adapt to a complex environment aligned with ensuring the aimed outcomes are achieved. 
The balance scorecard concept as established by Kaplan and Norton (1996) moves away from the traditional idea of performance being around controlling behaviour and assessing previous performance to aligning all the different strands of a strategy, so that everyone in the organisation understands what the longer-term outcomes of the plan are. The scorecard is used as a learning tool and also as a communication tool for the strategy with focus on the overall vision and on future improvements. Often a number of traditional performance measures and indicators within an organisation causes silo working as departments and individuals focus only on those measures that they are going to be held account for, losing sight of the overall vision and mission. A good balanced scorecard will bring the links and common aims of these measures together and will contain both outcome measures and performance drivers. The balanced scorecard can be used as a measurement to “Tell the story of the strategy” (Kaplan and Norton,1996, p.77).
4.0 Conclusion

The aim of the paper was to look at the approach that should be taken in developing a strategic digital plan for South Wales Police and Gwent Police. Strategic management approaches in the public sector have started to develop and become more prevalent and for a strategic digital plan in policing it is beneficial to combine and use a number of approaches, including ones aimed more at the private sector. Some of Porter’s (1998) deliberate approach can be utilised for the digital strategy, where policing and the forces are in competition over specialist skills and technology. It should be utilised alongside the emergent approaches such as that advocated by Mintzberg (1987,1993) to effectively deal with the known future operating environment whilst having the flexibility to deal with the unknown. Barney’s and Hesterly’s (2018) VRIO’s model is a good example of where different approaches can be combined for good effect, in this case combining a positioning perspective with a resource-based view. 
Analysis is key to the strategy, but it is far more than data. It is about being able to understand the culture by encouraging comprehensive stakeholder engagement and innovation. The method taken in producing the plan as well as the plan itself are key to ensuring buy in to the vision and objectives of the strategy and for officers and staff to embrace digital technology as a key driver for delivering the main priorities of both South Wales Police and Gwent Police.
5.0  Recommendations

a) [bookmark: _Hlk92655916]Ensure that analysis is more than data, understand culture by encouraging comprehensive stakeholder engagement which will encourage innovation.
b) Use competitive strategy alongside resourced based strategy and a mixture of deliberate and emergent strategies-ensuring interdependencies are aligned effectively.
c) Combine the SWOT/PESTLE/ Mckinsey’s 7S framework with scenario planning to deliver comprehensive external and internal analysis.
d) The digital plan should contain a business strategy that articulates what capabilities it is planning to introduce and associated benefits.
e) Support the plan with a performance framework such as a balanced score card that encourages buy in to the strategy.
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