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1.0 Executive Summary
This report uses strategic tools and principles to explore the corporate direction of the local authority in Pembrokeshire. Based in Haverfordwest, Pembrokeshire county council has a duty to serve the people of the county in providing their public services some of which are critical important to the health and wellbeing of the local and visitor population. To achieve this the organisation has be exactly that, organised and with a clear direction.
2.0 Introduction
Strategic management in any local authority begins with a corporate strategic plan. Large scale projects that require working in partnership with other authorities need to be strategically managed Policies need to be developed and adopted to provide public services that are cost effective and are able to deliver an acceptable service level standard. Such developments as housing, transport, waste treatment, managing flood risk and coastal change would all be delivered by means of a strategic local plan (Planning Advisory Service, 2016). This report will look at the strategic direction of Pembrokeshire county council (the organisation).
3.0 Organisation background
The organisation was first established in 1889. Prior to the authority’s inception the registering of electors was the responsibility of the Clerk of the Peace then following the representation of peoples act 1918 the county council was assigned to create an office of electorate registration. In its early years the authority was responsible for public services including the Pembrokeshire County Fire Brigade, Ambulance, and health Service. The authority had corporate responsibility for planning matters and collaborated with external partners and agencies in exercising authority via sub committees to oversee the planning of roads, bridges and other town and country developments. From 1939 through until 1974 the authority evolved and went through several structural changes before the local government reorganisation programme which merged the authorities of Pembrokeshire, Carmarthenshire and Cardiganshire to form Dyfed County Council. However, in 1996 the three authorities were again re-instated as separate unitary authorities (Pembrokeshire Archives, 2020). To date the organisation employs 6,174 personnel overseen by a Chief Executive Officer across four directorates covering resources, children & schools, social services & housing and community services (PCC, 2020).
4.0 Objectives of the report
This report will observe the key aspects of the organisations strategic approach  in delivering its objectives.  Using strategic management tools and principles the report will provide an analytical assessment of the organisations current and emerging strategies. The report will assess how well the current strategic direction is performing against the organisation’s key performance indicators 
5.0 Organisational structure and strategy
	The organisation does not strive for a competitive edge in the true sense of the word. It does however depend on corporate success to achieve its objectives. Whereas a private sector organisation would depend on its competitive edge a public sector organisation has a duty to its customers to perform well. An organisation which has clear objectives and capabilities can develop a competitive advantage by having a clear directive to serve its customers, employees and external suppliers. This process is known as strategy (Kay, 1993).
5.1 The organisation is divided into seven key area’s each with its own objective. Housing, Education, Environment & Welsh language, Transformation, Health & Social care, Planning & Infrastructure and economic development.  Each of the organisations objectives is published in the Corporate Plan 2019 -2020. In line with the Well-being of Future Generations (Wales) act 2015 the organisation is committed to provide public services more sustainably. These key objectives are in line with the seven national well-being goals stipulated in the Act. The organisation is currently at year 3 in  the five-year corporate plan which is key in achieving efficiency whilst maintaining continuous improvement of service to the customers of the organisation. The organisations mantra is ‘Working together, improving lives (Shaw, 2019)
· Education – Continuous improvement to ensure each child exceeds expectations
· Social Care – Prevention and support to help people can remain independent
· Economic development & Planning -  Promote Pembrokeshire as an attractive county to live and work. To be competitive, productive and prosperous
· Housing -   To provide secure, quality housing and promote wellbeing.
· Environment & Welsh language- To promote pride in the county and maintain its reputation as an area of environmental excellence
· Transformation -  To promote self-sustained, resourceful and vibrant communities.


6.0 Strategic direction
According to a report published  by the Local Government Association (LGA) in May 2020 the organisation is committed to transformation through inspiration, social, economic and, environmental improvement. These aims are to be achieved through making better choices and embracing best practice to deliver services more effectively and efficiently. The organisation has an appointed Transformation Board to which includes  the organisations directors and political leaders. However, the report highlights that the collective ownership of the organisations ambitions and enablers are not yet established (LGA, 2020)
Conflict and disagreements can in fact be creative within the senior leadership in the organisation. A well chaired debate can for the basis of new ideas and gain a valuable insight from others. The outcomes of such conflict can form the basis of the organisation’s overall strategy (Ireland, 2018).
The organisation also seems to be in a constant state of pending restructuring which may create an unstable corporate environment. The LGA concluded in their report that:
“The council needs to determine whether this re-structuring is actually being sought and, if so, move it forward in a clearly planned way” (LGA, 2020)

7.0 Organisational culture
In a case study of a local authority in the UK author Christopher Stoney remarks that in the context of strategic planning and execution he encountered some resentment from several heads of service. This was seen to manifest into some resistance from senior management. It could be argued that any organisation is not without its own  internal conflicts especially a local authority which also has the political objectives of the administration which happens to be in place at any given time (Stoney, 2001). Internal conflicts at Pembrokeshire council were widely reported by the BBC which covered the vote of no confidence in the CEO, a pending investigation and finally a settlement to secure the CEO’s departure before any investigation into the alleged misconduct tool place (BBC News, 2014).

8.0 Resistance to strategic directive
According to author John M Bryon resistance to the strategic direction of an organisation can be  placed into several categories which the author refers to as ‘poor excuses . Bryon addresses each ‘excuse’ and suggests practical ways forward:
[image: ]
8.1 Strategic planning is essential for organisable change. To achieve its sustainability targets the organisation has had to change and adapt. Resistance to change can hinder the progress of the efforts to move forward to a more sustainable organisation. Therefore, these barriers must be identified and strategies to address them formulated. The planning of strategies to overcome resistance to change withing the wider corporate plan could help the organisation move forward as one (Lozano, 2012). Despite there already being some quite considerable publications on the strategic planning tools employed in the public sector, there remains little evidence of how they may be or have been used in local government (Poister, Pitts, & Edwards, 2010). For the purpose of this report PESTELE, SWOT, Power & Interest, Bowmans strategic clock and Porters Generic Strategies will be used as detailed in the following analysis’.


9.0 PESTELE Analysis
9.1 Political
By its very nature a local authority will have variations in its political direction. From the national government at Westminster, the Senedd in Cardiff , the Pembrokeshire Coast National Park Authority all have influence over the organisations ability to deliver for its customers.
9.2 Economic
         The economic viability of the organisation is heavily dependent on the co-operation national and Welsh governments. Funding that was sourced from the European Union will begin to come to an end creating the need for other revenue streams to fund large scale projects. 
9.3 Social
The organisation has a corporate responsibility for social care across a large and diverse  demographic. This presents a challenge to the organisation in terms of an ageing population and how domiciliary care might be funded. Not only a popular destination for people of retirement age, Pembrokeshire also has a high influx of tourists during the holiday season which puts an extra burden on public services.
9.4 Technological
Technological advances have benefitted the organisation in terms of how it engages with its customers. Online account creation and social media community engagement events have improved the organisations capability to reach a wider customer base. Personal online accounts have enabled customers to pay for services, report problems and request repairs easily and efficiently. New technologies have also brought customers to the decision makers by live webcasting meetings and seminars.


9.5 Environmental
The organisation has committed to become carbon neutral by 2030. However, challenges have arisen due to the market for re-cycled plastics taking a downturn in 2016. The organisation is currently embarking on replacing its fleet of vehicles to electric powered in line with the 2030 target.
9.6 Legal
The organisation has many legal responsibilities from the health and safety of employees to the constitutional legalities of local governance. The organisation employs a full-time legal team who provide legal advice to elected members and officers of the organisation in relation to their legal responsibilities associated with their role in the authority.
9.7 Ethical
On the 17th November 2017 the organisation signed up to the Code of Practice Ethical Employment.pdf Code of Practice Ethical Employment in Supply Chains. This included (amongst others) a code of conduct for employees and elected members and a whistleblowing policy.



10.0 Stakeholder Analysis
An analysis of the organisation’s stakeholder will vary depending on what directive is in play. For  this report the Power and Interest chart has included only the key stakeholders. The contribution of the key stakeholders is critical in the decision-making process of the organisation regarding, but not limited to land use, the local economy, sustainability and resilience to climate change. From the development of policy to organizational objectives they need to be carefully managed. The stakeholder analysis can support the organisation in formulating its corporate plan and can be a valuable tool to refer to in the decision making process (Brugha & Varvasovszky, 2000).
[image: ]



10.1 Bowmans Strategy Analysis
The organisation is perceived by many of its customers as delivering public services at a high cost and in some cases low quality. Due to this perception by the organisations customers it places it at number 7 on Bowmans Strategy Clock. 
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10.2 High cost low value
As a local authority the organisation does not have any other competition, so this has comparisons with a monopoly. However, the organisation does have a duty to its customers to provide continual value for money despite the customer not being able to have the option of paying another organisation for the same services. Bowmans clock analyses through comparison the perceived value to the customer and the organisations overall strategy. In terms of the organisation the benefits to the customer are largely overlooked due to the familiarity of the services. A local authority may also display a lack of a competitive edge which could be perceived as a sacrifice by the customer to ensure their public services are delivered (Echchakoui, 2018). The perception is of the organisation is one of high cost low value despite the organisation achieving many of its objectives and targets.




11.0 Mission Statement
Due to the nature of a local authority PCC lays out its strategic vision annually to respond to the diverse challenges that it encounters year on year. The current plan is published in the 2020 /2021 corporate plan which sets out the political and operational vision for the following twelve months. PCC’s Mission Statement is broken down into three parts:
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12.0 Porters Generic Strategies

[bookmark: _Toc53779024][bookmark: _Toc53779340]12.1 Differentiation Strategy
The organisation delivers services that are affordable and professional. It has the expertise and infrastructure to provide sustainable solutions for social care, education, housing and recreational facilities. The organisation has shown to be innovative and continually developing through active research and continuous improvement.
12.2 Differential Focused Strategy
The organisation has a thorough understand of its customer’s needs. This enables the strategic planning to be targeted at providing specific services to the customers who require them. As an organisation they are unique in that there is only one local authority in Pembrokeshire which serves its customers essential services at a reasonable cost. However, the customer base is not one that has been built on loyalty, but more out of a necessity. There will always be the demands from the customer to improves services and increase differentiation which owing to the organisations understanding of its customer needs and expectation should be a clear message in its mission statement. 
[bookmark: _Toc53779025][bookmark: _Toc53779341]12.3 Cost Leadership Strategy
Despite not having any competition the organisation is duty bound to keep the cost of its public services as low as possible without compromising quality. This has resulted in Pembrokeshire having the lowest council tax in Wales. The organisation is a trusted and recognised brand which can increase its revenue by providing professional services to the public such as planning advice, waste collection and leasing property.
12.4 Cost Focused Strategy
A strategy focused on cost could be key in the organisations strategic plan. The provision of public services depends on efficient financial planning. There is no risk of a competitor offering services at a lower cost and the organisation is established in delivering to its customers needs. This could support a robust financial plan which could account for most possible  eventualities when setting its annual budget.
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13.0 SWOT Analysis
13.1 Strengths
· Established organisation
· Many partners and stakeholders
· Recognised brand
· Digitally active
· Defined systems and procedures
13.2 Weaknesses
· The need for bureaucracy
· Senior staff turnover
· Communications
· Fossil fuel dependence
13.3 Opportunities
· Swansea bay city deal (secured funding)
· Second home council tax premium 
· 21st century schools funding
· Agile working
· Renewable energy’s
13.4 Threats
· Cessation of European Union grants and funding
· Local authority re-organisation
· Covid-19 
· Rising costs of providing public services
· Acceleration of online shopping trends impact on the high street




14.0 Main Findings
The compilation of this report has highlighted  key area’s where the organisation could improve its corporate strategy.
· Mission statement. The mission statement lacks clear purpose and is in three separate parts. It does not capture the real mission of the organisation, which is to govern with compassion, integrity and for the benefit of all.
· Corporate restructure. The organisation is in a state of flux. The reorganisation of the senior staff management team has not been carried out which could be a lost opportunity to make efficiency savings and streamline the organisation creating better value for the customers
· Corporate Plan. The corporate plan lack sincerity and reads like a generic document, many of the corporate objectives have not been implemented or have not been successful. However, it should be considered the Covid-19 pandemic impacted the authority from March 2020. 
· Lack of competitive edge. The organisation has no rival competition for its services due to it being a public body. Although the organisation does not lack ambition it need to develop a competitive edge to carry it forward to the challenges of being carbon neutral by 2030.


15.0 Conclusion
In conclusion the organisation is currently fulfilling its obligations to its customers, however the strategic direction is lacking pace and senior mangers and directors are unable to form a robust corporate plan which will deliver. The organisation could benefit from investing in a strategic plan that addresses all the key responsibilities of each directorate and ensure each head of service owns their own strategic plan and is responsible for its success. 
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Lack of support - Plan a strategy to gain support and focus on that single obstacle.
The organisation is too big - Strategic planning has its roots in the military. Often
this involves the movement of personnel and equipment in huge numbers. It is not a
legitimate argument.

The organisation is too small - Strategic planning has proved successful in micro
businesses, again the argument is not legitimate.

Resistance from unions - The union must be managed as any other stakeholder.
Conflicting individual aspirations - Personal career strategies should be planned
and analysed. Personal aspirations can then be aligned with the organisational goals.
Unable to manage change - Change is a process which evolves rather than starts.
There are many factors involved which will be encountered on a regular basis and
are interconnected. Engage in dialogue with colleagues and seek input for the plan.
Planning will not achieve perfection - This is true, but it may bring the organisation

closer to it




image2.png
]

HIGH| — KEEPSATSIED “NANACE CLOSELY
Penbrokesir LocalHoslts | Webh Govemmet
Bowt Home Bulders Fedrstion
Westem Power Diseoaion | D Cyra
Network Rail fesmce | Cartigion Coaty Comcl
Limia Envroment Agency Wales
P oo [LR———————

p | Tebyaon Comarteshie Comey Councl

o | Hter Conmting e Feies

NIONITOR TEEPINFORMED
uc Agictnae Houe
PenbrokesireTouwim | Dyt ey olce
‘Age Concems A Wt Wales Fie & Rscue Serice
Penbrobesive Bhssone | Brtih Telscom e
Leisre Limied LD
-

Westem P Dissinzion
Felaraionof Sl Businesses
pre——
Tow TNTEREST HIGH

[—





image3.png
>

Perceived Value to the Consumer é

g
H

<

Differentiation

Focused
Differentiation

Low Risky
Price High margins.
Low price Monopoly
&low pricing
added value

Loss of market share

Low Price High




image4.png
1

Sense of Purpose - Sense of Purpose. Our purpose is to inspire and support
individuals, communities and organisations to secure improvements in social,
economic and environmental well-being.

Improvement. We will aim to transform the way in which the organisation works,
innovating and secking best practice to help us deliver in more effective and efficient
ways. We will aim to continue to make prudent choices, by living within our means
and avoiding unnecessary processes and waste|

Working Together. We will work together to help provide joined-up support and
services for Pembrokeshire people, visitors to the county, communities and
organisations. We are committed to the continued development of effective
partnerships with voluntary, private and public sector bodies within and out of the

county.




