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[bookmark: _Toc68020829]Executive Summary
The purpose of this report is to investigate and analyse the most important external factors and current culture at Dyfed Powys Police and to present options for improvements. The report finds Dyfed Powys Police faces contextual issues of concern, including legal and sociological aspects stemming from the pandemic. The report finds cultural issues of concern, but also positive aspects enabling resilience during the pandemic. This report identifies areas of weakness and provides recommendations for redress.
	This report concludes that Dyfed Powys Police must overhaul the management style and supplant with an appropriate modern replacement. The report finds that Dyfed Powys Police should introduce official term limits to facilitate cultural renewal. The report recommends a heavy increase in recruitment and recruit diversity to accompany this policy. Simultaneous tightening of disciplinary procedures is recommended to be employed. These recommendations taken as a whole should improve the positivity of culture, and lead to higher performance and efficiency. Timescales for implementation and review are included. This report should be circulated to all appropriate employees at Dyfed Powys Police.
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1.0 [bookmark: _Toc68020830]Introduction
[bookmark: _Hlk35099177]This report was commissioned by Julie Thomas. The request for this report was received on 14th January 2021. Gareth Lewis compiled this report and submitted it on 1st April 2021. The author’s secondary research comprised of academic textbooks, journals and websites; management theory journals; credible news outlet publications; and various other websites, including those of Dyfed Powys Police and its contemporaries. No primary research was initiated for this report. The best available knowledge, skills and judgement have been utilised for this report. The purpose of this report is to: identify the most important external factors affecting the organisation, analyse the workplace culture using appropriate models, analyse cultural elements that have contributed to performance, analyse the ethical stance of the organisation, and analyse the employee characteristics best aligned with the organisational values. Among various analytical tools utilised to garner data are PESTLE, a broad macro-environmental analytical procedure; the Cultural Web, an analytical tool for examining internal organisational cultures; and the Seven layers of consciousness model, for value identification. The nature of how culture is linked to organisational efficiency will be explored. Conclusions are to be drawn from the findings, and recommendations for improvements provided. Both rational and creative methods of decision making will generate a diverse, relevant, and appropriate selection of solutions.

2.0 [bookmark: _Toc68020831]Findings
2.1 [bookmark: _Toc68020832]Organisational Background
Dyfed Powys Police were formed in 1968 (Dyfed Powys Police, 2021), an amalgamation of four constabularies which now form its four regional divisions: Carmarthenshire, Cardiganshire (now Ceredigion), Pembrokeshire, and Mid-Wales (now Powys). It is the largest geographical police area within England or Wales (House of Parliament, 2011). Unlike many large organisations, it is a public sector organisation. Like many public and private sector organisations, it provides a public service: law enforcement. It is a regional part of a far larger organisation, the UK Police Service. Its identity is moulded to a lesser extent by the geographical area it covers, and more by centralised government and centralised leadership. The police have legal authority.
In 2019-2020, Dyfed Powys Police had a budget of approximately £105 million, funded largely through council tax, and a grant from the Home Office (Dyfed Powys PCC, 2021). Approximately 83% of expenditure is spent on payment of the nearly 2000 staff (Dyfed Powys Police, 2021).
2.2 [bookmark: _Toc68020833]External Factors
Several tools are available for the analysis of the external context, including SWOT, and Porter’s 5 Forces (CIPD, 2021). ‘External context’ refers to everything external to the organisation of Dyfed-Powys Police that provides the macro-environmental context to the organisation. A SWOT analysis is, according to CIPD, a tool for identifying internal and external influences. Half the focus of SWOT is internal, not ideal for this purpose. Porter’s ‘5 forces’ is another tool, in its case focussing more on competitivity, less useful for an organisation like Dyfed Powys Police, with its near-monopoly on local law-enforcement. PESTLE is described by the CIPD as a simple framework encouraging strategic external analysis. While limited to only providing for a snapshot of time, it is the best fitting tool for Dyfed Powys Police’s analysis. PESTLE is the ideal broad tool for external focus, which can examine current influences. PESTLE is an acronym, standing for: Political, Economic, Sociological, Technological, Legal, and Environmental. Some brief examples of PESTLE analysis are as follows:
· [bookmark: _Hlk67577024]Political – The Electoral Commission’s May 2021 elections for the Police and Crime Commissioner are a political context for Dyfed Powys Police. The shifting and clandestine arrangements of the Brexit deal will cast a shadow of political uncertainty over the police’s context for some time to come.
· Economic – The changing economic outlook due to coronavirus-related business closures creates a new economic context. Public sector spending cuts are predicted, with NHS real-term pay cuts already announced (The Telegraph, 2021). The Police Service may face similar cuts, but may be rewarded with relative increases if sufficient apparent loyalty can be shown to the increasingly authoritarian regime currently occupying the seat of government and Home Office (The Guardian, 2021a).
· Technological – The ability of technology to allow increased numbers of staff to work from home marks a new technological forefront for the organisation. Commercial advances in facial recognition technology and drone-mounted cameras provide options for new styles of policing (West Midlands Police, 2021).
· Environmental – Climate change brings with it a rise in extreme weather events, for which the police must prepare. Changing weather patterns could significantly change the large numbers of tourists which visit the area annually, requiring police resources.
The implications of legal changes due to (and being pushed through, under the cover of) the Coronavirus pandemic are undoubtedly the biggest current influence, followed by the sociological upheaval brought by both the virus, and the corresponding lockdown and anti-protest legislation.
· Sociological – The polarisation of views on lockdown forms a brand-new sociological situation with which the police must deal. There are concerns that there is a mental health crisis being masked by coronavirus related issues (BBC, 2021d). Long periods of housebound isolation have resulted in a radicalisation and polarisation of public attitudes towards the police and increased debate surrounding policing by consent (College of Policing, 2020). Further protests are likely, as is the likelihood of protests turning violent (The Guardian, 2021b). There is a corresponding manifestation within the police, which will be examined later in the report.
· Legal – The imposition of new coronavirus-related legislation (Coronavirus act, 2020) from the government is a legal influence. The recently debated Police, Crime, Sentencing and Courts Bill (2021) has provoked a furious public reaction across the country, with various police forces already facing angry demonstrations, which have been met with escalating police brutality (The Guardian, 2021b). This could ignite an ‘arms race’ with the public, with each side resorting to more and more violent measures.
2.3 [bookmark: _Toc68020834]Organisational Cultural Analysis
Workplace culture and organisational culture are two common, often interchangeable terms which need clarification. Buchanan and Huczynski define organisational culture as: ‘The shared values, beliefs and norms which influence the way employees think, feel and act towards others inside and outside the organization’. Workplace Culture is frequently used in an informal manner, referring to the culture at any given place of work, such as any single office or site. This report uses the term Organisational culture to reflect the culture of the organisation in its entirety.
Furnham and Treglown (2018) note that fitting culture to context is a constant pressure. Cunliffe (2008) explains changing to a positive culture improves effectiveness, and Mullins and Christy (2016) suggest that an organisation’s ability to diagnose and change its culture is central to success. Furthermore, Dyfed Powys Police must comply with the corporate social responsibility and business ethics set by the Police and Crime Commissioner, incorporating national standards of service.
There are many analytical models for organisational culture from which to choose, such as those of Handy, Schein, and Deal and Kennedy’s Culture types model (CIPD, 2021). The Cultural Web from Johnson and Scholes (Johnson et al. 2005) presents a model of six related elements encircling what they call ‘the paradigm’. The user-friendly specificity and comprehensive variety of elements in this model make it the best choice for Dyfed Powys Police’s analysis.
The six elements forming the outer shell of the cultural web are: Rituals and Routines, Stories, Symbols, Control Systems, Power Systems, and Organisational Structure. 
The following are organisational examples:
· Rituals and Routines. This could include briefings and debriefings. When faced with criticism from public or politicians, the police traditionally close ranks (figuratively) and circle their wagons in a remarkably unified defensive tactic (The Guardian, 2008). The police are notorious for protecting each other in times of crisis. Each individual police officer will have a daily routine that begins with donning the uniform. The uniform is powerfully symbolic, and the ritual of donning it equally so. Every Police officer begins their day by being reminded of their difference to, and their authoritarian superiority over their fellow citizens.
· Stories. The accounts of the heroism and villainy within the police. Many police officers have personal stories of apprehensions (or ‘collars’ in the lawman’s vernacular) alongside tales of pitched battles against perceived enemies such as miners at Orgreave (BBC, 2016), travellers at ‘the battle of the beanfield’ (Independent, 2015) and unarmed women at Clapham Common (The Guardian, 2021c). Such stories are glorified, passed on to new generations of recruits, and become the stuff of legend. The Police Federation (2020) vaunts its own version of ‘Copaganda’ with cherry-picked and carefully whitewashed tall tales of heroism. Such stories have been little help recently, with the BBC (2020c) reporting Welsh officers in ‘genuine fear’ with the situation ‘taking its toll’ as annual leave has been cancelled, and front line officers unable to work from home. A constantly present, but often overshadowed narrative of victimhood is now being laid by the police (The Guardian, 2021b) to provide a more apt set of stories for Police to rally around. The BBC article goes on to quote a representative as saying ‘We muck together in the hard times, and the team gets closer’ as if to demonstrate to the public and themselves of the need to project resilience.
· Symbols. The police badge and uniform are good examples of organisational symbols, the strong brand recognition of which can be a beacon for culture. While many organisations have uniform costumes, the police uniform is a nationally recognised denotation of civic responsibility. Leaders of the organisation wear similar uniforms to lower ranks, projecting a feeling of unity. Rank insignia are importantly visible to underscore the hierarchy of the organisation. The Police uniform has helped facilitate a strong feeling of righteousness. The uniform could be described as pseudo-military attire. A military-esque mindset of ‘us and them’ could be a boon to resilience in a time of crisis. The police service is not short of camaraderie. There are simultaneously severe potential drawbacks for this type of culture. Psychology Today (2020) suggests that military culture has been increasingly adopted by police forces worldwide. It has become something of a trope that when a person dons a police uniform, they don the uniform of every preceding person to have served. The identities of these preceding officers are overwhelmingly male, white, heterosexual, cisgender, and Christian; and their prejudices were mainly directed at people outside these groups. This has allowed a culture of casual racism, misogyny, sectarianism and general bigotry to develop. Reaching proportionality of representation is still some way off (BBC, 2020a) (possibly getting further), and if and when it arrives, it will not be enough to override the identity the police have accumulated by protecting each other from blame; often ascribing their mis-deeds to vulnerable easy targets, or writing off complaints as anti-police or anti-patriotic (The Telegraph, 2020).
· Control Systems. These would include performance measurement indicators, and assorted other metrics. The identifiable prevalence of Weber’s (2011) management theory utilised at Dyfed Powys Police has been effective in maintaining the police structure and created resilience against the forces of change. It has had limited success in projecting even-handedness to the public. It has helped reduce the impact of local identity on police culture. Weber sought to promote a fair bureaucracy with right and wrong spelled out in the black and white of written rules. 
· Power Systems. This covers the balance of power and interplay between Chief Constable and Police and Crime Commissioner, and the subservience of both to the Home Office and political demands of the current UK regime. Her Majesty’s Inspector of Constabularies can investigate and frequently legitimise apparent Police misbehaviour (The Guardian, 2021d).
· Organisational Structure. The rigid hierarchical nature of the organisation could have a negative impact, stifling innovation. With the strings of the organisation being pulled from afar, it is perhaps inevitable that Dyfed Powys Police are destined to a similar fate as all other UK police forces, in that no matter the personnel, the culture is wrought from the centralised melting pot of the entire nation’s expectations of and grievances against the police.
[bookmark: _Hlk67401317]The paradigm of culture itself becomes clear through the interconnectivity of the six encircling interrelated elements. There is a strong feeling of ‘them and us’ within the police force, with strong resilience against criticism and the forces of change. There is obvious unity and teamwork on show as the employees seem to genuinely desire to ‘muck in’ together in tough times. There are apparent militarist overtones which feed into a culture of exceptionalism and superiority. Much is made of Police being civilians, but some may view themselves as something akin to super-civilians.
2.4 [bookmark: _Toc68020835]Organisational Ethics
Welsh Government documents (Business Wales, 2020) give their definition of CSR as: ‘Corporate Social Responsibility is about businesses integrating social and environmental concerns in their operations and in their interaction with their stakeholders on a voluntary basis’. This definition is similar to the Netherlands’ CBI (2021) simpler description of CSR, which they say ‘entails improving and taking into consideration the social and ecological circumstances’. The concepts of sustainability and ethical practice in business are included in the concept of Corporate Social Responsibility (CSR). The CIPD (2020) have defined ethical practice as ‘the application of ethical values in organisational behaviour applying in all aspects of organisational conduct, including corporate governance, employment practices, sales techniques, stakeholder relations, accounting practices, and corporate responsibility’. Worthington and Britton (2006) frame sustainability as ‘an approach to economic growth and development which takes account of the social and environmental consequences’. Evidence is growing that organisations can capitalise on the positive PR that espoused CSR can bring.
Dyfed Powys Police have nine purported values: accountability, fairness, selflessness, openness, leadership, respect, integrity, objectivity, and honesty (Dyfed Powys Police, 2020). These professed values are not necessarily an accurate reflection of the reality.
As previously noted, the nearest management theory to that of Dyfed Powys Police is the Bureaucratic theory of Max Weber, of the school of classical organizational theory (Olum, 2004). Weber saw the centralised bureaucratic state as the most efficient organisational governance, (Lutzker, 1982). This makes the Police Service a prime example for Weber’s theory. Weber’s ideal is of a fair, efficient, dispassionate, ordered, and disinterested bureaucracy.
A proponent of early 20th century capitalist ethics, Weber (2001) argued for efficient, logical, rational, and authoritative organisations. Unlike many proponents of capitalism, he eschewed cronyism and nepotism, asserting that Rational Legal authority outdid traditional (e.g. tribal elder, or patriarchal) and charismatic (e.g. cultist) forms of authority in organisations. The idealised bureaucracy of a technocratic, hierarchical, rule-based organisation of record-takers is very familiar to the impression given by today’s police. Peek (2020) describes Weber’s vision as a well-ordered hierarchical management structure, with clear top-down communications, and definition between organisational levels. Weber himself sought to separate professions from personal values. Weber’s theory appears to have impacted the police culture in a different, nuanced way. The values chosen are not necessarily reflective of the workforce.
Attempts to engrain the espoused values are detailed in internal information packs from Police Jobs Wales (2017). These values are lauded in the plan of the Dyfed Powys Police and Crime Commissioner (2017). These examples are thematically akin to other forces. South Wales Police, a neighbouring force, have just three stated values, pride, professionalism, and positivity (South Wales Police, 2020). The UK police forces all have their hierarchical reins held in London, the seat of central government. Democratically accountable local oversight is provided by the PCC, but they cannot steer the local force in a direction counter to the wishes of the state. PCCs are often career politicians, plausibly negatively reinforced to show deference to the police. Those running for the office may have vested interests in the status quo. The Police Federation (2020) hails the selflessness of Dyfed Powys officers, but one must caution against reliance on such biased sources with a potentially self-serving purpose. Wales Online (Hayward, 2020) and the BBC (2020a) repudiate Dyfed Powys Police’s effectiveness in implementing aspirations of fairness. They reveal under-representation of females and ethnic minorities across all four Welsh police forces. Angiolini (2017) and Lammy (2017) detail disproportionate focus on minority ethnicities across the UK. The Guardian (Greenwood, 2018) makes the point that the ratio of Black and Minority Ethnicity (BAME) officers is increasing at a slower rate than that of the general population. It also notes how the civil service and local government have similar problems with representation, but less so than the police. The BBC (2020b) details an example of unarguably substandard behaviour resulting in a dismissal, accompanied by remarkably supportive mitigation from Police leadership.
2.5 [bookmark: _Toc68020836]Employee Alignment
Not all theorists agree that the alignment of employer and employee values is necessary or even desirable. Weber saw the positivity brought by engaged employees as an undesirable distraction. Weber’s philosophy betrays the assumption that staff alignment of values with an organisation is irrelevant. Evaluation of available data reveals this to be a hotly disputed minority belief. Furnham and Treglown (2018, p.212) underline the need for workplace emotional and social bonds. While Weber pointed to the motivation of promotion for the best staff, Armstrong argues that Weber’s common error: “Unfortunately, approaches to motivation are too often underpinned by simplistic assumptions about how it works” (Armstrong, 2016, p.21). Olum (2004) points out the limitations Weber saw in his own theory, exhibiting caution over the logical conclusion of loveless depersonalised structures. Peek (2020), disregards Weber’s philosophy with regards to leadership best practice. Peek asserts that employing firm rules and strictly distributing power does reduce risks, but also works against flexibility and innovation. Peek blames Weber for dissuasion from teamwork and creativity. Weber’s theory has severe limitations in practicality, motivation, and engagement. It can act to discourage innovation and creativity, although It often reins in the worst impulses of its staff. Adair’s vision is of leadership action binding and driving forward entire teams. Adair’s six principles for motivation, (Adair, 2016, p.40) mentions the importance of feedback and challenging targets, repeatedly linking organisational success to the values of individuals and organisations. Adair champions a “shared sense of purpose” creating determination and vigour. Armstrong (2016, p.10) rates Adair’s leadership explanation as “the most convincing analysis of what leaders do”. Armstrong paints Adair as more flexible and better armed against the demands of changing situations. Morgan (2017), supports Adair’s action centred and flexible leadership theory. Weber’s views on alignment are now anachronistic. Adair’s (2016) model of shared purpose has been well established. There is a logical case that both organisations and individuals benefit from increased success and synergy when their values match. 
As previously noted, Dyfed Powys Police’s nine espoused values are: accountability, fairness, selflessness, openness, leadership, respect, integrity, objectivity, and honesty (Dyfed Powys Police, 2020). While these values are laudable, evidence shows that the actual lived values are more self-preservatory than the aspirational examples vaunted. It is the lived values that recruits will need to reflect to properly align, with the additional ability to adapt to a potential improvement in organisational culture. 
Barrett (1997) has developed a tool for clarifying one’s own values. It caters for one to seek employment at an organisation sharing corresponding values, and to avoid organisations with conflicting values. It enables recruiters to identify appropriate traits for the organisation, and to identify less-welcome characteristics. Barrett’s Seven Layers of Consciousness model also enables the user to identify one’s own biases, to recognise them and to learn from them. Barratt also links the alignment of values to increases in engagement and performance.
Ideal characteristics for Dyfed Powys Police employees often fall within the realms of selfless service and making a positive difference: adaptability, commitment, competence, courage, ethics, fairness, humility, integrity, reliability, respect, self-discipline and teamwork are all important virtues for police employees. An employee will find deflection, self-preservation and siege mentality useful tools for life within the force.
Some examples of conflicting characteristics are independence and ambition, a surfeit of which could easily work against teamwork and the common good. Another example is the need to be liked, which could affect openness and other values being compromised. A prospective recruit with conflicting values to the police (perhaps with no interest in selfless service) will find a difficult environment in which to work, with the leadership pressure of projecting selflessness likely to cause conflict. An idealist recruit, with values matching precisely the Police’s ambitious proclamations is also like to suffer dissonance among the unreconstructed legion of employees, particularly with their honesty conflicting with the self-preservatory instincts exhibited by the police. A limited measure of moral selectivity suggests itself as the ideal component of the happiest and most successful Police employees.





3.0 [bookmark: _Toc68020837]Conclusion
A detailed understanding of an organisation’s context is vital to learn where action is necessary and possible, and how to strategize for the implementation of preventative and/or pro-active measures. An understanding of the culture of a workplace is essential in formulating how improvements and augmentations should be efficiently implemented. The ability to combine both outlooks into a unified strategy is an increasingly obligatory skill for those involved in the leadership and management of such an organisation.
The most important contextual factors affecting Dyfed Powys Police are the legal context of the new Police and Crime Bill, and the vast sociological impact of the pandemic-induced lockdown. The current culture of the organisation has engendered resilience through feelings of camaraderie and unity in the face of criticism. Attempts to adapt tactics to cope with the pandemic have also assisted in this aim. The organisation’s projected ethical stance is often undermined by reports of unethical behaviour, and the culture does not sufficiently encourage employees to act in a way consistent with the professed values, instead encouraging adherence to the murkier lived values of deflection and self-preservation. This report highlights the benefits of employees possessing altruistic values of teamwork and public service; and shows the imperative of projecting such values through their actions. Research demonstrates that the alignment of employee values to the organisation as being necessary for higher performance, motivation, and employee retention.
Allowances for context and positive aspects of culture do not conceal the need for improvements, and recommendations are outlined for addressing this need.


4.0 [bookmark: _Toc68020838]Recommendations
The following recommendations have been selected for Dyfed Powys Police.
An overhaul of management style to move away from the anachronistic bureaucratic theory of Weber. The application of alternative management theories is likely to improve the organisational culture. This report recommends the implementation of Adair’s management theory to replace the previous Weberian stylings.
This report recommends the introduction of ‘term limits’ to police positions (such as the limits imposed on certain political positions. This will enable culture to more easily by refreshed and rejuvenated with the removal of staff too comfortable in their positions and acting as buttresses against cultural renewal.
This report recommends a significant increase in recruitment, bringing with it an increased diversity of recruitment. This strategy will lock-in cultural renewal, and help avoid the cultural influence of past generations and outmoded senses of identity and classist superiority.
Stricter disciplinary procedures to enforce adherence to a new positive culture should be considered, and implemented as appropriate to prevent a return to the near-impunity enjoyed by today’s employees. Such practice would encourage a selfless, honest, and high-performing police service.
Recommendations should be implemented by the beginning of 2022, and reviewed at quarterly intervals.
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