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[bookmark: _Toc513139116]Abstract
Dyfed-Powys Police aim to safeguard their communities with a strategic police and crime plan and an associated delivery plan that highlights their priorities in relation to keeping their communities safe and safeguarding vulnerable people from domestic abuse, mental ill health and child sexual exploitation. The strategic management model utilised highlights the forces ambition to increase their inspection grading from Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services, and the approach to setting priorities from both the PCC and Chief Constable correlates with the HMICFRS PEEL inspection model. Comparing Dyfed-Powys Police and their approach to safeguarding vulnerable people to the only outstanding police service, Durham Constabulary allows for a broader picture to be seen in relation to how services differ across the country and how both forces are in a similar situation in relation to demand and how different forces respond to this and implement strategies to target high priority issues.

CRITICAL EVALUATION OF DYFED-POWYS POLICE
Strategic Management for Public Organisations

1. [bookmark: _Toc513139117]Policing Dyfed-Powys in 2018

This report has been written to examine and critically evaluate Dyfed-Powys Police and its strategic management alongside that of the Office of the Police and Crime Commissioner for Dyfed-Powys. Dyfed-Powys Police covers a police service area compromising 52% of Wales, 350 miles of coastline and the 4 local authority areas of Carmarthenshire, Ceredigion, Pembrokeshire and Powys. With a population of approximately 500,000 people that rises significantly throughout the tourist season, and unlike other police services it has no significant public order requirements for football matches etc. As a result, Dyfed-Powys Police is a unique police service area and has many challenges in relation to tackling crime across a largely rural area with small sporadic urban hubs (Dyfed-Powys Police 2018).
Dyfed-Powys Police sets out its mission as “Safeguarding our communities, together” with a vision to apply its mission statement into practice by providing a first class service that it wishes to be both visible and accessible to all, with an overarching aim to ensure that their communities remain safe and that their officers and staff act within the Code of Ethics and the Principles of Public Life at all times. 2018 marks the 50th anniversary of the formation of Dyfed-Powys Police and across the past 50 years there has been significant challenges for the service ranging from policing of miners strikes, to the disappearance and murder of April Jones to austerity and the budget cuts imposed by the coalition and conservative governments since 2010 which HMIC (2013) explain to equate to savings of £13.6m over the four years of the police spending review (between March 2011 and March 2015). 
Policing a large rural area comes with its own challenges compared to smaller county or city police service areas and the other Welsh police services and keeping this in mind this report aims to delve into the strategic management of Dyfed-Powys Police and how it plans to safeguard the communities that it serves through a number of set objectives, in order to fully assess and evaluate its current strategic management model and its set priorities for the period of 2017 – 2021. 
1.1. [bookmark: _Toc513139118]Objectives
The objectives of this report are to:
· Assess the Police and Crime Plan set out by PCC Dafydd Llywelyn and the Police and Crime Delivery Plan set out by Chief Constable Mark Collins
· Evaluate the priorities set by the Chief Constable upon his appointment
· Benchmark the service provided by Dyfed-Powys Police
· Evaluate the effectiveness of the services response to Keeping Communities Safe & Safeguarding the Vulnerable.


2. [bookmark: _Toc513139119]Keeping Communities Safe & Safeguarding the Vulnerable

2.1. [bookmark: _Toc513139120]Doing the Basics Brilliantly
Police and Crime Commissioners were introduced by the Police Reform and Social Responsibility Act (Crown Copyright 2011) and are elected by the public to hold both the police service and their Chief Constable in that area to account, replacing the former Police Authorities and in essence making the police service accountable to their communities. The role of a Police and Crime Commissioner under this legislation also covers a large portfolio in relation to police budget setting through precept determination and contributing to national policing capabilities in line with the Home Secretary and their strategies. The main role of a Police and Crime Commissioner alongside their other objectives is to set out a Police and Crime Plan which details the police and crime objectives for their service area, on which their Chief Constable must act upon; however, May (2010) explained that the role of the police service wasn’t to follow a thirty-point plan, but to “cut crime, no more, no less”.
The introduction of the Police and Crime Commissioner was meant to move from a bureaucratic style of police control to a democratic style of accountability according to McLean et al (2016), however, this change in government policy led to a more bureaucratic style of police leadership once again with an increase in police and crime commissioners needing to justify the existence of their role by ensuring they can hold a force and its leadership to account effectively in line with legislation. With each Police and Crime Commissioner creating their own Police and Crime plan there is a risk that with 41 separate strategies and 41 separate objectives that this will create a police service that isn’t consistent in their approach to policing and fighting crime. However, the annual Police Effectiveness, Efficiency and Leadership (PEEL) inspections for police services on effectiveness, efficiency and leadership hopes to create some form of national standard.
HMICFRS (2018a) state that their effectiveness inspections cover the various aspects that contribute to keeping the public safe during their day to day life and look at how police services ensure crime levels are kept low, this includes prevention, investigation and keeping vulnerable people safe. Overall, the police service nationally is improving in their effectiveness since 2016. For a number of years, since the introduction of Police and Crime Commissioners and the PEEL Inspection process, Dyfed-Powys Police has been graded as requiring improvement in all areas, however, since the election of Mr Dafydd Llywelyn and the appointment of Mr Mark Collins there has been a significant improvement with Dyfed-Powys Police being graded as good for the first time with significant progress in relation to most aspects of the inspection but with significant improvement required in relation to protecting vulnerable people and supporting victims. 
Upon his appointment in 2016, Mr Collins outlined his priorities to Officers and Staff and has been working to ensure that these are delivered. These are:
1. To support and protect the most vulnerable in our communities.
2. To improve standards across the organisation – doing the basics brilliantly!
3. To improve victim satisfaction and confidence in Policing.
(Dyfed-Powys Police 2016)
All of these priorities feed into this element of the effectiveness inspection element that requires improvement, safeguarding vulnerable people. Heaton and Tong (2016) believe that the changes within policing from the so called ‘discovery of discretion’ to the emergence of “Problem-Orientated Policing” has engaged academics and officers alike in relation to drawing conclusions from the history of strategy within the service and how new leadership can bring in new styles of policing across the service and the country as a whole. With changes in Home Secretary, Government, Chief Constable or Police and Crime Commissioner, it certainly brings about significant change within policing without necessarily allowing previous methods to be tested and evaluated effectively. Cockroft and Beattie (2006) add that the police service has been moulded over the years by both the ‘Thatcher Revolution’ and ‘New Public Management’ have encouraged officers to become overly goal or target driven in relation to their operational effectiveness; Heaton and Tong appear to agree with this and add further that sufficiently evaluating the effectiveness of the service is often ignored in favour of meeting national benchmarking requirements or demonstrating successes in relation to set targets and objectives, which in turn means that forces are unlikely to exceed expectations but purely strive to meet the minimum standard required. 
If Dyfed-Powys Police are to ‘do the basics brilliantly’ then the four objectives set within the Dyfed-Powys Police and Crime Plan 2017 to 2021 by Police and Crime Commissioner Dafydd Llywelyn need to be met, the four priorities are:
1. Keeping our communities safe
2. Safeguarding the vulnerable
3. Protecting communities from serious threats
4. Connecting with communities
(OPCC 2017)
This Police and Crime Plan is then put into practice through the Dyfed-Powys Police and Crime Delivery Plan drafted by the Chief Officer Group (Dyfed-Powys Police 2017). These are closely linked to effectiveness of the HMICFRS objectives across the PEEL style inspection programme, and it could be argued have been written to drastically improve the force grading, and this may partly explain the change in grading last year. Achieving the various objectives set out in these plans and through the inspections allows for the success or failures of the service to be measured as effectively as possible, however as previously mentioned, doesn’t necessarily allow for forces to exceed expectations. 
2.2. [bookmark: _Toc513139121]Safeguarding our Communities Together
Through the implementation of the Police and Crime Delivery Plan (Dyfed-Powys Police 2017), Dyfed-Powys Police hope to be able to Keep their Communities Safe and Safeguard the Vulnerable more effectively with increased victim satisfaction and greater public confidence. Both of these priorities are split into five measurable elements and explain in greater detail as to how Dyfed-Powys Police hopes to achieve these. 

2.2.1. [bookmark: _Toc513139122]Keeping our Communities Safe
· Preventing crime and anti-social behaviour
· Tackle the harm caused by substance misuse
· Reduce and manage offending behaviour
· Promote problem-solving approaches to address community issues
· Work with partners to improve road safety
These elements of the police and crime plan are what most would associate with the police service, targeting and preventing crime and solving issues related to offender’s behaviour and could be described as the core role of police officers across the country. 

2.2.2. [bookmark: _Toc513139123]Safeguarding the Vulnerable
· Recognise and deal with vulnerability and prevent victimisation
· Protect people from domestic abuse and gender-based violence
· Enhance our understanding and our response to people with mental ill health
· Safeguard children from sexual exploitation and support those who are vulnerable
· Encourage positive citizenship in young people.
Targeting issues around Domestic Violence, Mental Health and Youth Crime have been a priority for most police forces across the country, and Dyfed-Powys Police are no exception to this and these priorities highlight the national trends highlighted within national crime statistics and Home Office priorities. These priorities are focussed by the College of Policing (2014) and their Code of Ethics, the Mission, Vision and Values of Dyfed-Powys Police and in doing so hopes to influence the behaviours of officers and staff and create a positive and core value led culture within the organisation. 
This style of setting a vision and objectives and so on utilised within the police service, not only within Dyfed-Powys but across England and Wales, is quite a straight forward and simple example of strategic management that follows the Thompson & Strickland (2001) example of 5 Tasks of Strategic Management; moving from developing a strategic vision, setting objectives, creating a strategy to achieve the objectives, implementing and executing prior to evaluating, monitoring and amending as necessary. This process is clear within Dyfed-Powys Police as they and the Office of the Police and Crime Commissioner have created their strategic plan, set clear objectives and how these need to be achieved before instilling this within their officers utilising their plan on a page and divisional training sessions. The subsequent inspections by HMICFRS then enable the force to be able to gauge the true extent of their effectiveness throughout this model and how they can improve; the HMICFRS PEEL inspection process also allows for a benchmarking exercise to be undertaken and for forces to highlight their possible weaknesses and how to improve by seeking out best practice from across England and Wales. 
In the most recent HMICFRS PEEL Effectiveness inspection Dyfed-Powys Police were graded as good in relation to investigating crime and reducing offending, preventing crime and tackling antisocial behaviour and in tackling serious and organised crime, however were graded as requires improvement in relation to protecting vulnerable people which highlights a serious concern in relation to this also being a force priority in all its strategic plans. As a result of these inspections, this area of business would appear to be a significant weakness for the service. Durham Constabulary is the only police service to be consistently graded as outstanding across all of England and Wales and as a result are seen as the centre of excellence in relation to the PEEL inspection process. Durham have been specifically congratulated for their response to dealing with victims of domestic abuse and for their overall victim satisfaction in this regard, however they subsequently charge less offenders in relation to domestic abuse than the majority of other forces and there has been a significant concern raised by HMICFRS (2018b) in relation to evidential difficulties and a failure to secure victims support of police action; compare this to the response offered by Dyfed-Powys Police, there has been a reduction in arrests and subsequent charges for domestic abuse in line with that in Durham, however, force policy has been introduced in relation to the use of Body Worn Video cameras at domestic incidents to improve the success rates of charging and convicting offenders if a victim withdraws their support of police action. This shows that Dyfed-Powys Police, though it has been graded lower than Durham Constabulary, it has taken additional steps to ensure that there is a hope to increase the prosecution rate across the force and to protect vulnerable people from domestic abuse.
This use of digital technology, alongside the ability to complete forms such as a DASH booklet on a mobile data terminal which are issued to all front-line officers allows Dyfed-Powys Police to be ahead of the game in relation to their response capabilities, despite clear supervisory issues when it comes to the quality of the reports submitted (HMICFRS 2018c)
Utilising a SWOT analysis enables the analysis of the internal strengths and weakness faced by Dyfed-Powys Police as highlighted above, couple this with the opportunities and threats that the service faces externally and it can highlight the efficiency of an organisation and how it can improve (Lynch 2012). The opportunities to learn from other forces, utilising technology to its fullest potential and the ability to share working practices with partner agencies can all assist in improving the service provided by Dyfed-Powys Police, the learning from HMICFRS reports are a firm base to use for improvement and assist in creating wider strategies.However, Sarsby (2016) highlights that there are significant disadvantages in relation to utilising a SWOT analysis and that it should be utilised as a tool to aid thinking and to aid in strategic planning; as a result of poor data, a SWOT analysis can provide poor results and also fail to assist in strategic planning due to poor prior understanding of strategy. 

3. [bookmark: _Toc513139124]Conclusion

Dyfed-Powys Police have identified that there has been room for improvement in their response to safeguarding vulnerable people and to keeping communities safe through the inspection reports of Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services. There has been significant improvement so far in relation to a change of leadership with a new Police and Crime Commissioner and a new Chief Constable, both of which have put their own stamp on Dyfed-Powys Police, showing that a change in leadership and a positive working relationship can have a significant impact on the effectiveness of the service it provides. Wilkinson and Kannan (2013) believe merely setting a strategy isn’t enough, there is a requirement to ensure that this is implemented at all levels of the organisation and embedded into every day practices; this allows for a consistent approach in response to all incidents. 
The setting of strategic objectives or priorities in line with what the justice inspectorate expect is a clever and innovative way to ensure that progress is made regarding future grading. However, whether this indeed increases the capability and capacity of Dyfed-Powys Police to effectively target future crime trends rather than purely setting priorities that are likely lead to a box ticking exercise for inspectors and not have any true impact on policing services to victims and communities. There have been lessons learned from previous inspections, and previous strategies.
Understanding the motivation of the force for wanting to meet these priorities is clear, knowing that they wish to improve the grading of the force which can have a large impact on public confidence in their service, however, victim satisfaction is key to providing a successful service and it can be difficult to gauge this through current inspections and ensuring that the strategies implemented and the service provided is victim orientated should in turn provide a higher inspection grading and improve public confidence through word of mouth and in turn reduce community tension. The decisions made to utilise technology to enable officers to remain operational and out on the beat and simplify their roles through the use of mobile data terminals and body worn video cameras has had a significant impact on resource availability and in turn increasing capacity and capability to respond effectively to requests for assistance at incidents; this ensures an approach that is more community and victim orientated.
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