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Executive Summary

This report will explore and identify both current and future strategic concepts and challenges that leaders face in 21st Century Policing. It will reflect on key strategic theories and traits, including concepts, procedures and approaches that an organisation can use to determine their strategic direction.
It will examine and demonstrate the core areas of strategic qualities, styles, and the importance of its influences on self and others through strategic planning, including analysis and development performance cycles. In order to explore the circumstances in both positive and negative analysis in a systemic manner of preparing and delivering a strategic plan.
Finally, evaluate the impact of the organisations culture and values on strategic planning and management and consider future developments. The aim will be to explain the impact that strategic leadership and planning principles bring to an organisation and any consequences respectively.

Introduction 

Vieg (1942) wrote regarding the lack of planning in the country, which required vigorous government action and was desperately needed as the consequences of not planning could be costly. From then on in the latter half of the twentieth century planning has evolved including policy planning, programme planning, advocacy planning and strategic planning into the twenty first century in the American Government system, just as Vieg had commented on many years prior.
Vieg’s (1942) observations and characteristics are particularly relevant to Strategic Planning, emphasising the importance and the difficulties encountered within its purpose and consensus regarding the information on which the plan is predicted, of which he stated his idea of the purpose of planning was to “protect and promote public interest”, whilst weighing up all the relevant facts and reviewing on a regular basis (Vieg 1942, 65).
The term strategy can and has been defined in many ways, however always with a common theme. It has been discussed and argued by as many writers (Mintzburg 1987). Chandler (1962) considers strategy as the course of action, determining the long term goals and objectives of an organisation with the resources to carry out, whilst  Bryson (1996) considers strategy as a combination of policies, purpose and actions in order to resource allocations for the organisations needs of what it does and why it does it. Porter (1980) discusses more regarding the way an organisation is to compete with others, what their goals should be and how to best achieve these. Mintzberg (1994) considered that people should recognise the process by which strategies are created in order to focus on the learning, vision, objectives and outcomes expected from planners and to encourage strategic thinking in general. This can also include the pitfalls and failure of a strategic plan and the importance of a continuous review and evaluation process.
The decisions made regarding strategy and strategic planning in an organisation demand an integrated approach of managing the organisation, its relationships with stakeholders as well as change (Johnson & Scholes, 2002).
The organisational structure determines how information flows between levels and how decision making powers are distributed among the various levels in order to remain efficient and focused in order to meet its objectives and goals and their importance in developing and implementing a strategic plan. Follett’s (2003) philosophy of the management’s role of getting things done through people, provides an opportunity to develop integrated solutions and mechanisms through the levels and structure of an organisation through its staffing resources and skills expertise.
In accordance with the Police Reform and Social Responsibility Act 2011 (The Act), the Strategic Policing Requirement (SPR), first issued in July 2012, requires Chief Constables and Police and Crime Commissions (PCC) to have regard and exercise for in their respective roles and they are both obligated and hold responsibility of implementing and was established as a quadripartite model of governance, including the Police and Crime Panel and the Home Office also,. The Act is intended to ensure Police forces work together to protect and tackle shared threats both locally, regionally and nationally, whilst working together to determine the most sufficient and cost effective ways to maintain capability levels of resources, best practice and intelligence,  as well as continuing with their own operational needs. The Home Secretary engages closely with policing, partners and stakeholders to review with a revised version published 2015 which includes additional national threats and reinforces existing threats. 
The overall main purpose for strategic planning is to be able to create a sustainable vision for the future, analysing the organisation as it is today, then guiding its development and success to meet the needs and objectives of tomorrow. 


Developing a Strategic Plan

Strategy development can be either a deliberate process which involves planning or formulation (Whittington et al, 2021) which consist of strategic leadership or a team taking forward strategic planning or thinking using systemic approaches, in order to devise and implement a new or changed direction forward, through a vision of what is required with the relevant decisions being undertaken and communicated. Or it can aspire and be imposed through external stakeholders known as an emergent approach. A deliberate strategy may contain aspects of emergent approach and vice versa (Mintzberg and Waters, 1985). A known factor is that strategic management is not a static process but dynamic and ever changing, hence the choice of strategy depends on the situation and circumstances which in turn is dependent on the decisions and outcomes. An organisation, especially within Policing, will have a blend of both deliberate and emergent strategies present.
Developing a strategic plan is a process that consists of inputs, activities, outputs and outcomes for decisions and implementing. The plan can be formal or informal, individually or team focused. A typical plan would include a diagnosis of the issue, changes to be focused upon, with key initiatives and action plans for achieving the main objective, whilst in liaison with stakeholders and recognising the organisations core values and incorporating its mission statement.
The inputs would consist of data provided from a variety of sources, such as a review of a previous plan, conducted research completed on the key issue to be examined and the identity of gaps, opportunities, threats and risk this presents, for example via relevant impact risk assessments, whilst continuing to understand the values of stakeholders, senior management and the environment.
Activities would consist of regular and frequent meetings to be held and communication to develop an understanding of the key areas to be addressed including the use of strategic planning tools to aid and emphasise the diagnosis and strengthen current practices, this is also known as the strategic thinking stage. The meetings would ensure clarity of purpose, recognise priorities and be dynamic to reflect changes in circumstances both internally and externally.
The output, in the planning process, would provide an overview of the plan, including documentation describing the strategy, any considerations of note such as skills and expertise to be determined, financial aspects such as a financial plan, budget or projected forecast, threat, risk and harm to the organisation if no changes are instigated through to measures to be taken in order to implement the plan. A method of monitoring the performance towards the end goal, such as a project plan to ensure delivery within a timely manner and ensure tasks are made accountable to specific individuals or teams. The desired outcome would be a realistic plan, able to identify attainable results that are consistent with projected and anticipated resources and finances in order to assist in navigating the change process through communication and interaction with managers and staff at all levels.
Execution of the strategic plan will produce the relevant outcomes, within the development of the process. The outcome may differ from the objectives set which will be determined by the success or failure of the process that has been undertaken.  Other issues and considerations may arise out of the implementation process which will need the development and planning process to be reviewed and evaluated for a greater understanding or further changes to be implemented or withdrawn.
There are many analytical tools, techniques and models that an organisation can use to critically look at itself, in order to provide a framework process to help guide strategic planning, by recognising and identifying core characteristics, of their strengths and weaknesses, threats risks and opportunities, these can include:
· The PESTLE analysis (Political, Economic, Sociological, Technological, Legal & Environmental) allows an organisation to look and be aware of the bigger picture, spotting trends and giving a clear understanding of the external environment that the organisation works within as well as being aware of the challenges they may encounter. 
· The SWOT (Strengths, Weaknesses, Opportunities and Threats) framework allows an organisation to focus upon matching the goals and capabilities of an organisation to the environment it works within. It offers a self-assessment of both internal and external factors which are either supportive or unfavourable to enable achievement of the set goal. 
· The Balanced Scorecard system is able to connect external factors with operational elements.
There are both advantages and disadvantages of an organisation using the above simple frameworks from users oversimplifying the amount of data used, the data may be assumptions and prove to be unfounded and data sources can be time consuming to retrieve. However, all are able to identify and recognise the core characteristics, enabling the organisation to anticipate change and take action to minimise the impact and also be able to spot opportunities and explore them fully. To be effective though in each framework the process will need to be repeated on a regular basis.
Many models have also been created from theorists over the years to support an organisation through strategic planning with varying considerations, patterns and usefulness.  Porters (1979) ‘Five Forces Framework’ explores and is aimed at organisations with the same or similar products or services to offer, is quite generic and can be adapted to use across other sectors, whilst Pettigrew (1979) concepts are based on past, future and present, looking for new innovative opportunities outside the existing area of business.

Delivery of a Strategic Plan

In order to deliver a strategic plan for implementation the ability to effect the behaviours and attitudes of managers and leaders to facilitate change can be challenging in itself. It is imperative that the right person or group is nominated to take the delivery forward in an enthusiastic and positive manner.
A leader’s influence in an organisation of the interpretation of the vision of change and their communication can either be positive or negative therefore the need to be prepared and informed correctly of the requirements with the benefits is paramount for successful implementation and to create a ‘buy in’ environment. Therefore the correct strategic manager / leader to promote the plan is of immense importance as Porter (1996, p77) emphasised regarding the challenges of developing or re-establishing a clear strategy of the way forward is dependable on the right leadership.
A leader, in an organisation, is required to engage with their team in a manner to promote positivity, good morale and well-being in order to achieve the goals and objectives set within an agreed timescale. Using various principles, methods and resources a leader will be able to set direction to achieve current and future performances both individually for their team and organisation overall, with the use of Colenso’s (1997) considerations regarding principles of openness, communication and resources when developing and implementing a strategic plan to ensure their communication is to the relevant level in the organisation and external parties.
Many researchers usually define leadership depending on their own personal interests, Stogdill (1981) discussed the fact of many definitions of leadership as of people who have attempted to define the very concept whilst Brache (1983), argued that organisations require effective leadership and management in order to create and achieve organisational efficiency, to be able to resolve situations and achieve goals effectively.
Blake and Mouton (1964) produced a graphic portrayal of leadership styles through a Managerial Grid Model. The first type of leaders behaviour portrayed is that of concern for their people or team, ensuring the needs of the individual staff members are met, to aid resources and provide tools and training required to carry out their role, whilst the second type conveys concern for the task, by ensuring deadlines are met regardless of anything else including process changes, sufficient resources or finances.
[image: \\swp.police.int\data\home\swp53928\Desktop\blake-mouton-managerial-grid.gif]
*Blake & Mouton (1964) Managerial Grid Model
As an advantage, the grid can be utilised to help managers understand their own leadership styles, however the main disadvantage of the model ignores the importance of both internal and external pressures, differing scenarios and type of risk involved per task. 
Good leaders typically combine elements from transformational, transactional and situational leadership traits ensuring the values and beliefs of an organisation are combined with any relevant and necessary process changes or new designs through careful monitoring and project management and are able to adapt their style of leadership to suit the current situation, including level or rank / grade of staff member, their training and expertise under the circumstances or task being given..
 Fiedler (2013) considered the quality of leadership, which more than any other single factor, determines the success or failure of an organisation.  This in turn can be defined by the leader’s position of power, rank, and structure of the teams, task and the effectiveness of the leader’s relationship with the team, peers or stakeholders. Which also underpins the importance of the right strong leader to take forward a strategic plan to implementation stage in order for the right message to be portrayed to others, understood for clarity and the reasons why and also to enable the delivery of the plan to achieve the objectives and goals of the vision.(Joyce, 1999) 
The manner in which the strategic plan is communicated is also of importance. The communication must be in a clear, concise and understandable format to ensure all team members are aware of their role to take and also of the key objectives and outcomes which is to be required. This can take many formats such as face to face in focus groups and workshops, to blogs and presentations via internal intranet routes to publications of the delivery plans in an easy to read format both internally and externally, outlining the direction for change, for example the Chief Constable and Police Crime and Commissioner joint delivery plan. The communication of the plan needs to ensure a ‘buy in’ from all participants, including stakeholders which can be achieved via joint communications and collaboration of resources, expertise and support. Hence the requirement for an effective leader, who promotes positivity, believes in the vision of the plan and is able to portray the relevant changes or designs in a meaningful and motivational approach to help establish new behaviours.

Evaluate the impact of the Organisations Culture and Values on Strategic Planning

Values and Culture are compiled from different attributes which express an organisation, they determine its character, personality, behaviours and beliefs, how strategic decisions should be achieved and agreed whilst the outcome ensures a more productive and profitable business with a good image outwardly displayed to competitors and stakeholders (Forehand and Von Gilmer, 1964).
Schein (1986, 1990) argued that culture within organisations is a response to both external and internal conditions, a set of values and behaviours that may be considered to gain success, which supports the argument of the continuous changes within Policing in this modern day, hence the need for strategic and forward planning, he also considered that Culture and Leadership are fundamentally entwined (Schein, 2010).
Researchers have regularly condemned police cultures for being defined by discrimination, prejudice and exclusion (Balch 1972). Some argue leadership styles such as transformational leadership may influence the attitudes and behaviours of Police Officers (Deluga and Souza, 1991). South Wales Police make clear the ethical principles that they expect to guide decisions, whatever the context, and are clear about the consequences if not adhered to, which are set out from the Committee on Standards of Public Life (1995), known as the Nolan Principles. 
Johnson and Scholes (1988) described various factors that can influence culture in an organisation, by creating a ‘Cultural Web’. Included was the importance of considering internal & external influences, structure and contributions upwards as well as downwards, values and behaviours already embedded in an organisation in order for success and failures to be acknowledged, learnt from and improvements and developments, if required put into place.

· Johnson and Scholes (1988) Cultural Web
Reiner (2017) considers that cultural impacts and influences on strategy can be brought about from past experiences embedded in history and reflect on assumptions and core beliefs which previously existed in an organisation, be it formally or informally. Therefore the importance of long periods of continuity in an organisation, where strategies remain unchanged require careful analysis and consideration as this may result in an unclear forward direction, lack of performance and morale in its staff and customers and stakeholders being ignored or their opinions and uncertainty. According to Deal and Kennedy (1982) this was explained as the ways things are done around here. These past experiences can be used by managers in a positive way, to enable support for their forward thinking and inform and constrain the strategic development of organisations. Taken for granted assumptions and behaviours, shared within a particular group, which can be identified in an organisation is a way that Whittington et al. (2021) explains the term organisational culture which in turn will reflect on strategies used in the past to enable the strategic direction of the organisation.
Strategic managers that navigate the change process in the delivery and implementation of the plan will help establish new behaviours by driving the vision, by promoting a common purpose in the goals / objectives to be achieved through concise and understandable communication which is key (Senge,1994).

Future Developments of Strategic Planning
Oguntimehin (2001) identified, that continual self-development increases productivity, improving the quality of work, skill knowledge as well as increasing attitude and understanding, hence the requirement to continually review and evaluate strategic plans to ensure they are still required (suitable), continue to provide the expected outcome (acceptable), relevant to today’s circumstances and situations (feasible) and address the need of the effectiveness of the strategy (evaluate). (SAFE)
Future planned strategic development in an organisation such as Policing, can be as significant as a change in recruitment and training programmes, (Police Education and Qualification Framework - PEQF) to appointment of consultants to focus attention on issues either internally or externally or simply due to the change of crime patterns and demand. The need to deliver value for money and service expectations in order to achieve results, through financial constraints is a responsibility of all managers. Sourcing of funds need to be considered carefully and all options explored which could derive from collaborations, partnerships, local or regional grants in order to balance financial and business risk. Value for money and delivery of service are factors that can determine the success of the proposed strategy (Johnson et al, 2008).

Recommendations
Policing has evolved, in the twenty first century, into a highly complex structure which requires dynamic leadership in order to ensure it remains adaptable and not stagnant in a fast paced world. Therefore strategic management, requiring active leaders, to implement change where needed including analysing operational functions, identifying inefficiencies, reviewing system integration and detecting gaps that hinder performance through strategic planning is paramount. 
Within the Leadership Review (College of Policing, 2015) agreement was given, that those working in Policing should be better equipped with leadership knowledge and skills, in order to combat increasing advances in crime and technology, creating expectations from the public and a shift in demographics, through strategic planning and implementation. This will provide employees a greater understanding of the requirements of the role both now and for the future. Employees that are trained, educated and able to incorporate new strategies, that will embrace the new culture of the organisation, which will flow through the structure levels via communication and reduce anxiety caused by unnecessary change. This supports Senge (1994) discussions, explaining that change is being to learn to do the same or new things in a different way for different reasons. 
Pitfield (1982) believed that the aim of training is to provide knowledge, skills  and aptitudes, which are required to undertake job roles effectively and develop workers so that they have greater potential, then able to progress and increase efficiency within an organisation to improve self-development which in turn can achieve organisational objectives and promote success.
The rising expectations and expressed views from the general public of what is important to them in regards of priorities to cover whilst delivering a strategic plan can be different from those of other agencies such as Police and Crime Commissioner (PCC) to the Police themselves. Therefore expectations need to be managed within Policing regarding priorities, aspirations and delivery in both public value for money and services and to maintain a perspective of political influences and change (Ferlie & Ongaro, 2015).  This can be achieved and delivered via communication to all parties through various channels including delivery plans (Chief Constable and PCC), meetings (PACT) and annual financial forecasts (Precept).
Poister (2010) agreed that the use of strategic management and performance is an opportunity to provide future direction to ensure the organisation is able to be efficient, viable and able to add public value.

8 Conclusion
As discussed in this report there are various similarities and definitions of Strategy and the term Strategic Planning, with some important differences to consider from the many writers that have explored the topic both in a positive and negative manner, which highlight the difficulties and limitations in achieving a satisfactory positive outcome for stakeholders and the organisation.
Nickols (2016) suggested that strategies are the main use of political institutions, a manipulation of power to punish those who do not follow orders whereby Fred (2008) talks of strategy as a plan of action to achieve the common goals and objectives of the organisation. Narver and Slater (1990) in particular discusses the situation of strategy planning being able to find and apply additional value for its customers based on analysing future customer opinions and competitor analysis, for the greater good of the organisation, its customers and stakeholders.
Whilst much criticism still surrounds strategic planning, evidence does suggest that it does work, having a positive effect on an organisations performance. With careful stakeholder management and many strategic options produced prior to selection of the course to follow, this produces the goals and objectives to be achieved within a timescale and regularly reviewed and evaluated, to ensure still relevant, effective and efficient for the intended purpose or a further change in direction is required, in which case the process restarts the cycle. This manner of planning will anticipate and manage change, addressing new issues, emerging trends and ensure future activities are explored in terms of their feasibility and likely consequences, providing a better chance of success in driving the organisation in the desired direction.
Spears (2002, p2) summarises the relevance for strategic management and leadership in the 21st century when he suggests,  that of beginning to witness a newer model of leadership, based on teamwork and community, that seeks to involve others in strategic decision making, strongly based in ethical and caring behaviours, in order to plan for a better future.
Although ideas and theories on how best to organise and plan will continue to evolve in the years ahead, it is reasonable to expect that concepts brought about from todays and past ideas will still remain important and relevant within future philosophies.
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