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[bookmark: _Toc165286602]Executive Summary

This report examines academic literature and methodology concerning strategic planning and strategic management theories and will focus on the approach to be taken in formulating, designing and implementing a new strategic plan for the force control room within Dyfed-Powys Police. 
The report considers the importance of a clear mission, vision and values statement and identifies the ways in which strategic analysis can be undertaken to identify areas where improvement is needed to meet the vision of the control room. It recommends a mixture of PESTLE and SWOT analysis techniques and explores how horizon scanning and scenario planning can provide contingencies and options that will withstand the changing demographics in which the control room operates.
The report moves on to consider the importance, and implications, of stakeholder engagement and how best to identify stakeholders before considering how to implement the strategic plan along with recommending tactical options for implementation that will ensure implementation of the strategy is sustained over the short, medium and long term. Importantly, a performance management and evaluation strategy combining quantitative and qualitative performance measures is considered to ensure a holistic performance management approach and proper evaluation of performance against the new strategy. 
Seven recommendation are made for the development, implementation and evaluation of a strategic plan for the force control room within Dyfed-Powys Police. The recommendations are: 
1) Identify the department’s reason for being, ultimate aim and core values and define these within a clear Mission, Vision and Values statement. 
2) Conduct a thorough strategic analysis of our current position, combine the PESTLE and SWOT analysis tools in order to identify our current position versus where we want to be. 
3) Undertake focussed horizon scanning and scenario planning to ensure the strategic plan is able to withstand a changing environment being careful to ensure “paralysis by analysis” does not occur.  
4) Conduct a stakeholder mapping exercise and ensure relevant key internal and external stakeholders are engaged appropriately. 
5) Create a clear implementation plan, identifying the short-term, medium-term and long-term tactics that will focus leaders on implementing the strategic plan across a sustained period. 
6) Ensure a clear communication plan accompanies the implementation plan, to ensure a consistent message is in place for internal and external stakeholders. 
7) Support the strategic plan with a performance management and evaluation plan, utilising quantitative measures (such as KPI’s) and qualitative measures (as found in a balanced scorecard) in order to holistically measure performance and evaluate progress against the strategic plan. 
[bookmark: _Toc165286603]Introduction
In today's dynamic law enforcement landscape, force control rooms play a crucial role in coordinating emergency responses, the efficient management and deployment of resources, and ensuring public safety. Formulating and developing a strategic plan for the force control room in Dyfed-Powys Police will require a comprehensive understanding of the internal and external factors shaping its operations today and in the future. This report analyses academic sources to provide insights into the formulation, development and implementation of a new strategic plan for the force control room.

Johnson et al (2017) provide a basic definition of strategy as “the long-term direction of an organisation” but explain that by delving into the components that strategic leaders make decisions about they provide a fuller definition of strategy being “the direction and scope of an organisation over the long term, which achieves advantage in a changing environment through its configuration of resources and competences with the aim of fulfilling stakeholder expectations”. Margaret Andrews, instructor of Strategic Leadership in the Harvard Division of Continuing Education, believes that Strategic Leadership is about “understanding yourself and your goals” as well as understanding the situation, considering options and making decisions so that the organisation performs well (Andrews, 2022). This could be considered a narrow view, with an inward focus on the leader(s) rather than a wider (and arguably, more strategic) view of the organisation and the environment in which it operates. Capon (2008) argues that strategic management should focus on understanding the external environment, understanding and management of internal and external stakeholders as well as understanding the organisational culture and considering where changes may be required to take the organisation forwards. It appears that managing and satisfying external stakeholders is extremely important in strategic management and it could be argued that it is even more important in the public sector as opposed to the private sector. Bovaird and Loeffler (2016) believe that “players in the public policy arena have to earn the trust of those for whom they claim to be working” and so it could be argued that external stakeholder management is of greater importance in this setting. In all definitions, it’s clear that strategic leadership should have a heavy focus on future planning and setting direction for the organisation. So a key part of strategic leadership is strategic planning, and a strategic plan is a necessary tool to ensure policing priorities and actions are aligned with stakeholder expectations and therefore enhance public confidence within the police service. 

One of the critics of solely planning strategy is Henry Mintzberg, who argues that strategy should emerge out of organisational practises, from the bottom-up or in an undirected way. This strategy is then adopted by the organisation, thus having the benefit of adaptability and responsiveness to the changing environment in which businesses operate (Mintzberg, 1994). However, there are critics to this approach and Hambrick and Mason (1984) argue that an emergent strategy may be necessary where sudden change is imposed by unforeseen environmental factors, but that overall emergent strategy can leave organisations unguided. They advocate a deliberate approach, explaining that planning and decision making by senior leaders is crucial in driving strategic change. Both have advantages and weaknesses, and a combined approach may be required for public sector organisations, especially considering challenges that disproportionally affect public sector organisations versus private sector organisations, such as more frequent changes of leadership (with public sector often having tenured posts or elected positions) resulting in more frequently altered strategies (Rose & Cray, 2010). Considering the arguments presented, a combined approach appears best to ensure the force control room maintains focus and direction, whilst remaining adaptable to changing external factors. 

[bookmark: _Toc165286604]Mission, Vision and Values
“To develop a business strategy, a company needs a very well-defined understanding of what it is and what it represents” (Corporate Finance Institute, 2018). The Corporate Finance Institute go on to say that strategists need to have a deep understanding of the organisational vision, mission statement and values before they can undergo strategic analysis. Organisational purpose has been defined as “an organisation’s meaningful and enduring reason to exist, that aligns with long-term financial performance, provides a clear context for daily decision making, and unifies and motivates relevant stakeholders” (Chartered Management Institute, 2018). The CMI go on to say that an organisations vision should define what the organisation is trying to achieve through their being, that their mission is how it is going to go about implementing the vision and that an organisations values are a way of reinforcing the meaningfulness of the vision. 

Within Dyfed-Powys Police we have a strategic plan simply entitled “Our Plan”. This strategic plan sets out the organisational mission “To safeguard our communities together”, the organisational vision “To work together to provide a first class service that is visible and accessible, ensuring that our communities remain safe. We will be there when the public needs us and we will act with fairness and respect in all that we do” and our set values that state “We are accountable, fair and selfless. We demonstrate openness, leadership, and respect. At the core of all that we do is integrity, objectivity, and honesty.” (Dyfed-Powys Police, 2023). Within policing nationwide, we have the Code of Ethics, as set out by the College of Policing which sets out values members of policing organisations should abide by. These are slightly different to the organisational values listed in the Dyfed-Powys Police Plan. It seems that our vision and mission do not align with the widely accepted definitions of the concepts, and with multiple and possibly competing values it could be argued that our mission, vision and values are not clearly defined. 

It has been argued that the setting of organisational values is an archaic practise, that promotes the use of vague, monolithic, or esoteric values that do not promote the inclusive and cohesive workplaces they are designed to (Heal, 2021). Heal goes on to argue that values don’t achieve what they are designed to, because few employees will consider those values, and look at what they mean in their everyday behaviour. Verlinden (2023) argues differently, and suggest that organisational values will set out organisational culture, improve employee engagement, assist with organisational decision making and give a set standard of behaviour by which to hold everyone accountable. The former viewpoint appears to be more an issue of value implementation than whether or not the setting of values are necessary. In a policing context, the author believes there is a clear need for a defined set of values that guide our behaviour. This is contrary to the viewpoint held by Wood (2020) who suggests that “ethical codes are of limited use in established ethical policing” and argues that they can even be counter-productive by disincentivising ethical reasoning. A study has shown that, even in 2020, some misconduct matters would be unlikely to be reported based on the individual officer’s view upon the seriousness of the misconduct. The report argues that respondents appeared to be trying to do the right thing, but on occasion felt there was little guidance and some ambiguity around the ethics of certain behaviours (Westmarland & Conway, 2020) which would support the need for clearly defined values.  
Articulating a clear vision, mission, and strategic objectives will provide more specific direction and purpose for the force control room within Dyfed-Powys Police despite the organisational vision, mission and values already set. They should however, complement the organisational mission, vision and values and ensure they assist us in working towards them. Vision statements should inspire and motivate staff within the control room, the mission statement should define the core purpose guiding their operations (Helms & Nixon, 2010) and the values should align with the code of ethics and set out the desired culture which should be embodied by the whole department. 
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It is argued that, to plan your route to your goal, you must first understand where you currently are. In this regard, strategic analysis is the obvious first step to strategic planning. 

SWOT analysis (strength, weakness, opportunity and threat) is one of the most common strategic analysis tools, providing a structure to document and analyse the internal strengths and weaknesses of the organisation alongside the external opportunities and threats in the operating environment. This model is useful but can be enhanced through the force field analysis, whereby the forces driving or hindering the positives and negatives are identified and listed. The strategy is then to promote the positive forces and minimise the negative forces impacts on organisational performance (Harrison, 2020). 

SWOT analysis could be considered a counter-productive exercise though. As highlighted by Grant (2022) SWOT requires the splitting of internal and external factors into positives and negatives. Grant goes on to argue that the COVID-19 pandemic would have been classed as a “threat” to organisations (due to lost sales and revenue through diminished footfall) but some organisations, such as Starbucks in one example given, used the pandemic to their advantage by promoting mobile ordering, delivery options and to reinforce its commitment to employees. As such, this supposed threat turned out to be an opportunity and the risk could be not seeing opportunities for growth in challenging circumstances. Another example given considers branding, and how a strong brand identity could be a strength for those who relate to the brand, or a weakness for those who don’t relate to it. 

Grant goes on to suggest that a more useful, basic framework for strategic analysis is to consider internal factors (goals and values, resources and capabilities, structure and systems) alongside the external factors (competitors, customers, suppliers). Whilst this may be a basic and beneficial system for corporate organisations it doesn’t seem appropriate for police services when considering external factors such as competitors and suppliers which may be less relevant than many other key stakeholders. The PESTLE model may be more suited to public services, as this model explores further the macro environment that could influence police strategy. The PESTLE model requires analysis of political, economic, social, technological, legal and environmental factors and the focus of the exercise is to consider opportunities and threats from changing demographics that will impact the organisation. 

With the PESTLE model there is a focus on individual environments that may impact and horizon scanning is an important aspect in strategic analysis. Horizon scanning seeks to explore emerging issues and their likely impact on organisations, so that strategic plans are resilient to likely change. However, horizon scanning does have the potential to lead to strategic leaders becoming “overwhelmed with external information that they miss or ignore important warning signals” (Schoemaker, et al., 2013) due to it being an unsystematic process that involves a large amount of information being considered. Schoemaker (1995) suggests we are aiming to define things we do not know we do not know, and Postma and Liebl (2005) describing it as “searching for something without knowing what it is and where to find it”. The obvious danger here is that we fall victim to what Schwartz and Ward (2004) label the paradox of choice. Whilst the availability of choice is considered a strategic advantage, an abundance of choice may lead to paralysis by analysis, and decision avoidance due to an overload of data. Horizon scanning and scenario planning should therefore be kept to relevant issues and not overanalysing unlikely predictions or scenarios with little basis.

One way to ensure the relevance of horizon scanning and scenario planning is to involve external stakeholders. It has been argued that where external stakeholder influence on strategic planning has been minimal, this can indicate that an organisation is more concerned with their internal environment and by not considering the holistic view required for a strategic plan create a weakness in their strategic plans (Jafari, et al., 2021). Within policing the College of Policing have developed a document which sets out proposed future operating environments for UK police forces, and includes trends, scenario planning and future challenges for the service. Key issues that will face the FCC within Dyfed-Powys Police will be; the technological changes as contact shifts from traditional methods to online methods; the expanding and unregulated online space where disinformation becomes more widespread; and a larger, older and more diverse population which will increase demand but also reshape social priorities (College of Policing, 2020). These future considerations will need to be explored and tested within the new strategic plan to ensure we are maximising opportunities and mitigating any threats to our strategic plan. 

[bookmark: _Toc165286606]Stakeholder Engagement
Stakeholder engagement is critical for the success of strategic planning. Academic research highlights the need for collaboration between police services, government authorities, and community stakeholders to address complex challenges effectively (Ratcliffe, 2016). 

Engaging internal stakeholders, importantly including control room staff and leaders in the planning process is also emphasised to ensure buy-in and commitment to executing the strategic plan (Murray, et al., 2017) and ownership of strategic initiatives (Bovaird & Loeffler, 2016). Another benefit of internal stakeholder engagement can be the tacit knowledge they possess. Staff within a department will likely possess valuable tacit knowledge about the department’s processes, resources and capabilities. Involving them in the strategic planning process enables the department to utilise this knowledge for enhanced assessment of current capabilities and lead to improved decision making and strategy formulation (Wang & Rafiq, 2020). 

Of course, there are disadvantages to internal stakeholder involvement that need to be considered and mitigated. Eisenhardt (2017) states that internal stakeholders have the potential to exhibit biases or “groupthink” which, he argues, will hinder creativity within the strategic planning process by staff members conforming to opinions of more dominant colleagues or even avoid contradiction of leaders which negates the benefit of their involvement. One of the biggest challenges faced by police services implementing change, is employees’ resistance to change. Some schools of thought claim that engaging internal stakeholders will bring this resistance to change to the fore during the planning stage and hinder strategic planning, particularly where proposed strategic options alter existing and familiar practises or personnel changes are considered (Kotter & Schlesinger, 2008). However, the argued resistances here are where there are proposed strategies, so involving internal stakeholders in the formulation of propositions is more likely to engender buy-in to the eventual strategic plan (Hubbart, 2023). Indeed, Stokke’s (2012) 6 phases of grief leading to the acceptance of the truth and to buy-in for organisational change begins with surprise and goes through negative phases such as denial and anger before eventually reaching acceptance. If the element of surprise is removed through involvement in the planning process, there could be a quicker route to acceptance and buy-in of the new strategic plan. 

External stakeholders can also bring positive influences to the strategic planning process, including bringing wider and more diverse perspectives which fosters creativity and innovation rather than a simplified inward focussed assessment (Chesbrough & Appleyard, 2007). In the same respect, external stakeholders could provide expert market insights (Bingham & Spradlin, 2011) that the police service do not possess, this can help strategy planning to combat (or provide contingencies for) the changing macro-environment in which we operate. Within the police service, key external stakeholders such as victim focus groups will be key to identify opportunities and challenges regarding moving to more digital contact. Involving these stakeholders will also provide transparency for any change in the customer experience that the new strategic plan purposefully, or inadvertently, alters. In this regard, one of the potential issues with external stakeholders could be their conflicting interests or priorities that could impact on strategic decision making. With the previous example, the demographic making up the victim focus group may mean they have differing needs to the wider community when it comes to police contact handling or a resistance to change. Ensuring external stakeholders are representative of the wider community is key to negate this threat, and careful negotiation and compromise will be required to ensure external stakeholders interests are not placed above organisational interest or needs (Nguyen, et al., 2023) but rather considered holistically. 

Identifying relevant stakeholders is essential for ensuring inclusive and effective strategic decision-making. One stakeholder mapping technique is to consider the stakeholders level of interest and their level of power and influence, and to then place them into one of four categories to identify those stakeholders that are key players and need heavy involvement, those you should keep informed, those you should keep satisfied and those who will require minimal involvement (Scholes, 2001). 

[bookmark: _Toc165286607]Strategic Options & Implementation
Once the analysis stage is completed, strategic options can be decided upon by setting goals using the strategic aims and mission, vision and values. Implementing the strategic plan is the next phase and this also requires planning to ensure effective execution. 
Mintzberg (1994) suggests that organisations should develop specific, closed-ended and convergent methods of implementing strategic plans to negate ambiguity around how the plan will be implemented. Rowley and Sherman (2002) give eleven implementation options to consider and further break these down into short-term, intermediate-term and long-term options for implementing the strategic plan. These are: 
Short Term: 
1) Budget adjustments and allocation to identified strategic priorities.
2) Forcing the strategic plan upon the organisation or department.
Intermediate Term: 
1) Implementing a reward system for those who positively execute the plan.
2) Implementation through participation of all who are affected by the strategic plan.
3) Changing goals and Key Performance Indicators to align with the new strategic priorities.
4) Developing and using “Change Champions”.
5) Departmental and staff development through training in areas specific to the strategic plan.
6) Building on existing successful systems.
Long Term: 
1) Human Resource management.
2) Work with or change organisational culture.
3) Embolden existing traditions within a strategic plan.
Considering the short-term options, forcing a strategy upon an organisation or department does not appear to be a sensible option. Steeples (1988) argues that the only time this may be a viable option is in a time of crisis, where survival of the organisation is dependent on a quick change of strategy. Otherwise, this appears to be an option that will alienate the workforce. Police budgets are notoriously constrained and whilst budget increases are unlikely, there may be options to review force budgets and request further investment where required. Otherwise, the adjustment of the departmental budget to ensure appropriate investment in those areas identified as strategic priorities seems sensible in order to ensure strategic priorities are targeted with appropriate resources. 

Considering some of the favoured intermediate term options, amending goals and key performance indicators to align with the strategic plan will inevitably focus performance management on the identified priorities (Latham & Locke, 1991) however this must be relevant to the role of the individual and followed up with constructive and effective performance management. Likewise, a reward system for achieving the goals set is a good way to focus attention on the performance criteria. Monetary rewards in policing are unrealistic but other reward methods could be utilised. Developing and using “Change Champions” is often used within the police service when implementing change projects, but not so often for changing strategic priorities. Warrick (2009) argues that it is a successful method for implementing lasting change. Warrick, however, goes on to suggest that this exercise shouldn’t simply be picking personnel within the team, or requesting volunteers as is often done in the police service, but should first focus on leaders and executive and then develop into recruiting people who are passionate about the changes being made. Change Champions should also receive high quality training to increase their change management skills, along with training on the new strategic plan and given clear objectives and guidelines to work within. 

For long term options, it’s clear that human resource management may be required should the strategic plan involve changing demographics of the workforce, however this report will focus on organisational culture for the long-term option for strategy implementation. To influence organizational culture, leaders must ensure that the organisational values set are aligned with the intended and desired cultural norms and behaviours. This involves articulating clear and compelling values statements that reflect the organisation's mission, vision, and strategic priorities (Kotter & Heskett, 1992), which will counteract the argument presented by Heal (2021) which was discussed earlier in this report. In order to ensure that set values are properly embedded within the organisation, leaders must lead by example and embody the values they set within their day-to-day behaviour (O'Reilly & Chatman, 1996). Influencing organisational culture with values requires a systematic and sustained effort. Leaders must communicate values consistently and repeatedly, integrating them into all aspects of the organisation's policies, practices, and processes (Schein, 2010). They must actively promote and reinforce desired values through role modelling, coaching, and recognition and this must be clearly defined within the implementation plan to give clear instruction and guidance as to how this will be achieved. 

One area that is missing from the above options, is the communication plan for the implementation of a strategic plan both for the internal stakeholders and external stakeholders. Effective communication is essential for the successful implementation of a new organizational strategic plan. It ensures that stakeholders understand the vision, goals, and objectives of the plan and are engaged and aligned in supporting its execution. This report explores the importance of communication in the context of a new organizational strategic plan and provides strategies for effective communication.

As was discussed earlier, engaging stakeholders in the strategic planning process fosters ownership and commitment to the plan's success. However, communication should continue to be two-way throughout the implementation phase, allowing stakeholders to provide feedback, ask questions, and voice concerns (Bryson, 2011).

Communication helps address resistance to change and build resilience among employees during the implementation of a new strategic plan and leaders must anticipate potential sources of resistance and proactively address concerns through transparent and empathetic communication (Kotter & Schlesinger, 2008). This involves acknowledging the challenges and uncertainties associated with change, providing support and resources to mitigate risks, and celebrating milestones and successes along the way. By fostering open dialogue and trust, leaders of the force control room can navigate the complexities of the changing strategic priorities more effectively.

[bookmark: _Toc165286608]Performance Management and Evaluation
Strategic management literature often expresses the importance of linking performance management with strategic plans (Kloot & Martin, 2000) arguing that overall efficiency and effectiveness is improved when performance measurement systems are holistically linked to strategic plans. Performance management has often been a contentious issue within policing, however there is a need for police performance to improve to counteract the falling public confidence in policing in the UK (Barber, 2022) and central to improving performance, in line with the organisational or departmental strategy, is a complementary performance management strategy. Certainly, in the context of a newly formulated strategic plan, selecting an appropriate performance management strategy is essential for evaluating the achievement of strategic objectives and driving continuous improvement within the department. 

Establishing and managing performance using Key Performance Indicators is one method available. KPIs provide quantifiable metrics that measure progress towards strategic objectives, enabling clear and objective evaluation of performance (Neely, et al., 2002). KPIs are easy to align with specific strategic objectives, ensuring that performance measurement is directly linked to the departmental goals that will be set in the new strategic plan. However, KPIs often focus solely on quantitative measures, overlooking qualitative aspects of performance such as employee morale or customer satisfaction (Ittner & Larcker, 2003). Frey & Jegen (2001) argue that there is a risk of unethical behaviour, out of step with the desired departmental values, when quantitative performance criteria are set and a risk that employees may manipulate data to achieve KPIs set. This could compromise long-term, sustainable performance. Marr (2006) backs this up, saying that whilst measurement focusses attention and drives behaviour, this is not always positive behaviour and can force organisations to measure what is easy to measure rather than what actually matters to achieve their strategy.

The balanced scorecard is another way of defining and measuring performance criteria and incorporates financial goals, customer expectations, internal processes, and learning and growth perspectives, providing a comprehensive view of organisational performance. By translating strategic objectives into specific measures across multiple dimensions, the balanced scorecard ensures alignment between performance measurement and strategic priorities (Kaplan & Norton, 1992). The balanced scorecard fosters accountability at all levels of the organisation or department by clearly defining performance expectations and responsibilities for all areas of the proposed strategy (Gond, et al., 2017). There are challenges with the implementing and managing a balanced scorecard system as some measures within the balanced scorecard, particularly those related to customer satisfaction or employee engagement, may be inherently subjective and difficult to quantify (Ittner & Larcker, 2003).

Selecting appropriate performance management measures is critical for evaluating the effectiveness and progress of the newly formulated strategic plan. Each approach has its own advantages and disadvantages as detailed above, and leaders must carefully consider the department’s unique context, objectives, and resources when designing their performance management framework. Utilising a mixture of quantitative and qualitative performance measures is argued to be the best holistic performance management strategy (de Waal, 2007).  By utilising KPIs and a balanced scorecard approach and leveraging the strengths and addressing the limitations of each, the department can enhance their ability to evaluate their achievement of the new strategic plan. 
[bookmark: _Toc165286609]Recommendations
The following recommendations are made for the formulation, development and implementation of a new strategic plan for the force control room within Dyfed-Powys Police: 
1) Identify the department’s reason for being, ultimate aim and core values and define these within a clear Mission, Vision and Values statement. 
2) Conduct a thorough strategic analysis of our current position, combine the PESTLE and SWOT analysis tools in order to identify our current position versus where we want to be. 
3) Undertake focussed horizon scanning and scenario planning to ensure the strategic plan is able to withstand a changing environment being careful to ensure “paralysis by analysis” does not occur.  
4) Conduct a stakeholder mapping exercise and ensure relevant key internal and external stakeholders are engaged appropriately. 
5) Create a clear implementation plan, identifying the short-term, medium-term and long-term tactics that will focus leaders on implementing the strategic plan across a sustained period. 
6) Ensure a clear communication plan accompanies the implementation plan, to ensure a consistent message is in place for internal and external stakeholders. 
7) Support the strategic plan with a performance management and evaluation plan, utilising quantitative measures (such as KPI’s) and qualitative measures (as found in a balanced scorecard) in order to holistically measure performance and evaluate progress against the strategic plan. 
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