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Introduction.
It can be argued that in today’s complex world, organisational strategic planning is critical in directing focus and activity to appropriately set organisational objectives and priorities. A review of the academic literature highlights the need for all managers to have at least some awareness of the principles of strategy – how to prepare for it, plan for it, and how to implement. Historically the preserve of large private sector business, the principles of strategy, strategic management and strategic planning have been adopted within the public sector to consider, establish, and articulate objectives and direct activity towards those goals. These principles will arguably become more important as new and complex issues emerge. A review of the academic literature identifies numerous explanations of strategy and subsequent frameworks, methodologies, and theories. This report is not able to consider each of these strategic management frameworks but will seek to identify those important strategic planning considerations with relevance to public sector performance particularly in policing. It is useful to confirm terms relevant to strategic management and planning.
Defined in its most basic form strategy can be described as ‘the long term direction of an organisation’ (Johnson, et al., 2005), and will most likely consider the scope and direction of an organisation over time, resulting in management decisions in a changing environment through the appropriate allocation of its resources in order to achieve high performance and deliver against the needs of stakeholders and achieve competitive advantage (Aboramadan & Borgonovi, 2016). Strategy can be deliberate, following specific planning or formulation (Johnson, et al., 2017) or more emergent, whereby strategy is arrived at – or a consequence of decisions and actions that evolve over a period (Mintzberg & Waters, 1985; Mirabeau & Maguire, 2014).

Strategic Planning
In general terms, most strategic management scholars consider strategic management as a cycle that commences with analysis, moves onto formulation of strategy, before implementation of that strategy followed by monitoring and governance processes (David, 2009) (David, et al., 2017) (Morden, 2007) (Pitts & Lei, 2003) (Poister & Streib, 2005) (Thompson & Strickland, 2003), and is highlighted within the image below.
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Fig 1
Basic steps of the strategic management process
ER Services, Principles of management 2021

This assignment will explore each of the four areas in more detail as key elements in the development of a strategic plan. 
More specifically, strategic management is the process by which an organisation makes, implements and evaluates its decisions across a variety of functions in order to deliver against their goals (David, 2009) and in his seminal work Morden (2007, p. 15) outlines how ‘the process of strategic management is used to establish missions, objectives, and strategies for the organization.’
Described by Bryson (2018), strategic planning is

effective information gathering, analysis, and synthesis; clarification of the mission and goals to be pursued and issues to be addressed along the way; development and exploration of, and choice among, strategic alternatives; and an emphasis on the future implications of present decisions.
(Bryson, 2018, p. 35)
There is little by way of empirical evidence with regards strategic management specifically within Policing. Profitability is one measure that can define if a private sector business is successful: However, this is not the case within the public sector. Notwithstanding this, whilst there can be significant differences in the relevance of some thematic areas between the business and public sectors (Arundel, et al., 2019) it remains the case that the principles of strategic planning, management and subsequent governance arrangements apply equally to both sectors (Warner, 2015). Strategic planning within the public sector has positive impacts on financial performance (Smith, 2008), and in delivering against community needs (Hu, et al., 2014). Following their survey of sector strategic planning, Reid, et al., (2014) established that 93% of the most successful organisations stated that their strategic management processes impacted on their overall success. Bryson (2018) described effective Public sector planning as being based on two premises. Firstly, Public sector leaders must be impactive strategists in order to deliver against their objectives, and secondly, must build capacity and flexibility to respond to future challenges. New Public Management theory (NPM) has developed to become a significant concept within public sector organisations since its introduction in the early 1970’s and was designed to make organisations more business-like in their approach through the implementation of private sector management models (Diefenbach, 2009). One of the key characteristics of NPM is that Public sector organisations Have greater pressures due to its operation in a very challenging and volatile external environment. The public sector environment can be extremely complex – due in no small part to the diversity of stakeholders involved such as citizens, elected officials, governments, civil servants and private businesses, and the application of strategic management theories differs depending on the type of Public Sector Organisations involved (Ferlie & Rosenberg, 2016). 
It is important to consider the question of ‘who is actually responsible for strategy?’ In a significant divergence from previous strategic governance processes within policing, the implementation of the Police Reform and Social Responsibility Act (PRSRA) 2011 resulted in the establishment of Police and Crime Commissioners (PCC) entrusted with assuring police effectiveness in 41 force areas (Watts, 2019). Directly elected every four years, the PCC is responsible for establishing the force’s budget, recommending the local council tax precept and the production of the Police and Crime Plan which sets out the force’s strategic objectives and policing priorities alongside community safety interventions (PRSRA, 2011). The PCC must engage the public in setting those priorities and also take account of local authority priorities as key stakeholders. The PCC will hold the relevant Chief Constable to account against the objectives set out within the Police and Crime plan and by definition is arguably the single most powerful stakeholder when considering policing priorities and objectives. These include legitimacy, transparency, and efficiency which in turn create capacity within the organisation to achieve its goals (Walsh & Conway, 2011). A case could be made that the creation of the PCC role actually has a detrimental effect in terms of long-term strategic planning. The PCC is elected – with an assumed mandate - in four yearly cycles whereas many long terms strategic plans in successful organisations are set out over significantly longer. 

Strategic analysis
In his enduring work on the essentials of strategic management, Levitt (1960) highlighted the importance of organisational decisions requiring a strong comprehension of the business it is in, and that this understanding should in the main be based on the views of the client or customer. Strategic decisions within business are one thing, but how to consider this in the public sector? To consider this further in the context of policing poses numerous questions – are the Police there to prevent crime? Or more simply to investigate and detect crime? Given their responsibility to consult and consider the views of the public (PRSRA, 2011), could it not be argued that this ‘customer’ understanding is a responsibility for the PCC. Morden (2007) describes how the organisation must not only consider the most important factors that impact on its external environment but must also consider its internal operating environment. There are many frameworks that an organisation can adopt in undertaking strategic analysis. SWOT analysis involves the identification of strengths, weakness, opportunities, and threats that an organisation can subsequently consider with a view to establishing and reaching objectives. To be done well, Leigh (2010), highlighted how effective SWOT analysis requires three individual and sequential assessments. Firstly, the identification of those internal and external factors that enhance or detract from good performance, secondly – to assess the impact of those factors, their importance and how they can be influenced if at all, and thirdly to reach decisions as to what action to take in view of this. Leigh continues that many organisations only consider point one and therefore do not always meaningfully analyse impact or issue in advance of making strategic decisions or formulating plans. It could be considered that any failure to consider the second and third elements would be fatal to optimal strategy.
PESTEL analysis is a theory by which an organisation explores these factors in more detail, categorising the factors by type: -
Political. The role of the state and government policy
Economic. Funding arrangements, employment, income.
Social / cultural. Demography, social deprivation, and community.
Technological. Communication, enhanced connectivity, and online crime.
Ecological / environmental. Green issues & policing environmental legislation.
Legal. Formal legislation and governance alongside expectations and behaviours. Legal status. (Perera, 2017)
For the author, it stands to reason that the application of this theory may differ significantly dependant on the environment that the organisation operates within – thereby highlighting Morden’s (2007) point above. Regular application of the model assists in the evaluation of sometimes fast moving and dynamic external and internal factors which lead to identification of optimal deliberate strategy (Johnson, et al., 2013). The final L element within PESTEL analysis is a particularly pertinent one within the context of policing. Legitimacy and transparency are critical if the Police are to achieve their goals - and strategic direction is as much about the means as the ends. It is important to recognise that as well as being a public service, policing sits within wider societal frameworks and the standards set by society are an important factor in assessing strategic performance. One cannot forget that it was the principles of accountability, openness and integrity that formed the basis for initial public sector governance frameworks (Committee on Standards in Public life, 2015).
Porter’s ‘five forces’ model (Porter, 1979; 1980; 2008) remains a well-used framework by which to assess market competition. Porter outlines how 5 factors – or forces – impact upon the environment of an organisation: -
· The degree of rivalry within an industry.
· The bargaining power of buyers / customers.
· The bargaining powers of suppliers.
· The threat from new entrants.
· The threat from substitutes.
In assessing its relevance to the public sector, it can be argued that Porter’s model is best suited to static private sector industry and business (Porter, 2008) (Goyal, 2020). That said, with some adaptations, Porter’s five force model is equally applicable to public sector strategic planning (Bryson & Roering, 1987; Vining, 2011). The role of Government policy is key to public sector strategy. Based on Porter’s five forces, Mckevitt et al, (2000) created a model for analysis in the public facing public sector environment.
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Fig 2
Environment of Public Sector Organisations (Source: Open University based on McKevitt, 2000). 

Professional associations can be wide ranging and are significant because they establish standards and frequently contribute career structures for the professionals involved such as the College of Policing. Related organisations may be important either as substitutes (e.g., Local Authority trading standards with regard to the Police service) or collaborators such as community safety partnerships. Suppliers remain a key variable as they do in the private sector – although it is accepted that some suppliers may also be related organisations.
It is important to note that the relationship with the client-citizen, however, differs from that with buyers in Porter’s model. The client is rarely paying for services and is a user as opposed to a customer, however in the context of policing it is important to consider the ever-increasing proportion of funding that is now provided by local community through precept funding which strengthens their status as stakeholders. There may remain an element of choice, and outcomes remain critical to the organisation with regards to securing resources. In most public sector organisations, central government is usually the funder. McKevitt identifies the importance of understanding the individual aspects of the environment, but also how they interact; for example, the differing priorities of local communities and those of central government. In assessing the validity of each model – it is important to note that each has limitations. To counter this Perera (2017) recommends the use of each theory concurrently which would mitigate the issue. Whilst this captures the organisation’s strategic position – what of its purpose? How does an organisation assess, capture, and articulate its purpose? Establishing a coherent and clear purpose is a key requirement for the organisational strategist. Montgomery, (2009) sets out the the need to express strategic purpose in a way that is easy to grasp – and easy to relate to. Strategic purpose must also consider the expectations of it’s stakeholders. This align’s with Levitt’s comments referenced above in that the organisation needs to know its business from the perspective of the end user or customer. Montgomery continues that organisations convey purpose in several ways:
A Mission statement typically sets out what the organisation is there to do and why it does this providing clarity to all about it’s overiding strategic purpose.
A Vision statement is an aspirational commitment outlining what the organisation seeks to achieve and will direct performance and generate commitment.
Values communicate the underlying central principles. They are enduring and guide the way in which an organisation will operate.
Some have argued that such statements are insipid and loose (Davies & Gleister, 1997), yet it is important to accept they have become widely adopted and facilitate focussed examination of the organisation’s fundamentals (Johnson, et al., 2017). It would be reasonable to state that there also drawbacks to this methodology – particularly when an organisation fails to live by these principles, which in turn will impact on trust and confidence. What contribution does a stakeholder make to strategy, and by association to mission, vision, and values? Stakeholder mapping should be undertaken to assess stakeholder influence. This does pose a challenge in that any large organisation (as frequently found within the public sector) will have many stakeholders with differing and sometimes conflicting expectations. Often completed via matrix, the mapping exercise will generally consider power, interest, and attitude (Murray-Webster & Simon, 2006). The successful mapping process will serve to identify those that require the most attention, effort, and consideration. Any stakeholder mapping matrix is only effective if its value can be used effectively. Stakeholder mapping can therefore transform into stakeholder analysis whereby real stakeholder drivers and motivation can be established.

Formulating and Choosing Strategy
Strategy development processes differ depending on the context of both the organisation and its environment. Having completed analysis, the organisation can consider both determined and emergent strategic options with regards to its planning: however, it’s important to recognise that organisational strategy, structure, and culture are interrelated and must collectively form part of considerations (Lynch, 2018) in a strategic fit. Mintzberg (2009) outlined that the way in which people are organised or coordinated is defined by that organisation’s structure, whereas Greenberg (2011) described organisational structure as the formal assembly of individuals, groups, responsibilities and tasks. Lynch (2018) describes six main types of organisational structure.
Small organisation structure. Typically consisting of an owner or proprietor surrounded by a small team of flexible individuals which allows for speedy responses to change: However, this may also contribute to duplication of effort and confusion of roles.
Functional organisation structure. this groups individuals with functional responsibility together, thereby realising economies of scale and instilling clarity of task. Drawbacks to this approach would include difficulty in coordinating activities across functions, and risk insular thinking with little or no strategic view on a pan organisation level.
Multidivisional structure. Developed by the head of General Motors in the 1920’s this structures units based on geographical location, products or markets. This sub-dividing of activity allows organisations to respond to diversity within its environment.
Holding or corporate company structure. Essentially an overall umbrella term for a company that owns or has shareholdings in numerous companies. This can facilitate complex arrangements between functions or different companies.
Matrix organisation structure. a combination of two or more structures that has joint responsibility over functions, products, markets or locations. An organisation may need to make strategic decisions around its service delivery alongside geographic area. This approach allows for close coordination in deconflicting decisions but can also lead to slow decision making depending on governance arrangements.
Innovative organisation structure. Characterised by informality and creativity with a strong sense of emergent strategy. It can be argued that every successful organisation requires a degree of innovation – but that some degree of structure is as essential.
There is of course an argument that organisational structures evolve over the course of time rather than as a result of detailed and specific analysis and planning. Gould & Campbell (2002) make this point and provide a series of design tests to provide flexible solutions for specific circumstances which are well suited to dynamic and fast paced organisations such as the Police service.
The People test: Does the organisation have the right people to make structure work?
The Feasibility test: Does the structure fit the relevant legal, regulatory or association requirements?
The Difficult links test: Does the structure create permanent tension between areas of the organisation?
The Flexibility test: Is the structure responsive enough so as to allow for possible changes in the future?
The Specialist Cultures test: Does your design protect the specific units that work differently and that need distinct cultures?
The Redundant-Hierarchy test: Many public sector organisations have complex governence arrangements, creating numersous ‘parent’ units. Does your design have too many parent levels and units?
The Accountability test: Does your design support effective controls? acaountability for perormance is important.
 
Organisational culture impacts on the way in which individuals act and therefore understanding the cultural influences is vital if a strategy is to succeed. How does culture impact on the formulation of strategy? There is a strong academic base to evidence the interdependence between culture and strategy (Miles & Snow, 1978; Cameron & Quinn, 1999; Klein, 2011; Preduzeka, 2012). The alignment of organisational culture with strategic positioning is a central feature of successful organisations (Johnson, et al., 2017), and Schein describes the culture of a group as: 
a pattern of shared basic assumptions learned by a group as it solved its problems of external adaptation and internal integration, which worked well enough to be considered valid and therefore to be taught to new members as the correct way to perceive, think, and feel in relation to those problems
(Schein, 2017, p. 6)
Schein continued that culture can be separated into four individual areas: -
Values. Often made explicit by an organisation to complement mission and / or vision.
Beliefs. Often discerned from the way in which employees speak about the organisation, and more specific than values. It is important to note that the focus is on the collective values and beliefs of the organisation as opposed to individuals who may have differing views.
Behaviours. The ‘way things are done around here’ and the day to day activities that support strategic intention – or act as a barrier.
Taken for granted assumptions. These sit at the absolute heart of an organisation’s culture and are often the elements that are difficult to articulate. Described by Johnson, et al ( 2017) as the ‘organisational pardigm’ – the in common and frequently taken for granted assumptions.
In attempting to identify culture and it’s relationship with strategy, one must consider the impact of subcultures within an organisation. Different geographical locations, functions and markets often demonstrate different cultures especially in areas that are  combined or in the case of acquisition. Johnson, et al (2017), continue that to understand organsiational culture, one must first analyse organisational culture. One way of acheiving this is via the ‘cultural web’. The cultural web shows the ‘behavioural, physical and symbolic manifestations of a culture' that inform, or are informed by the paradigm.
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Fig 3
The Cultural Web
Midtools.com 2019

The paradigm sits at the heart of the web and as previously described is the set of complex, deep rooted and often taken for granted assumptions that are implicitly understood by many but are sometimes difficult to quantify.
Routines are the way in which things are done and may have a long-standing history within an organisation. They help to deliver against strategic intentions, or equally detract from them where there are strong views and assumptions about the way things should be done.
Rituals are the particular events or activities which underline important elements of the culture. These are formal or informal. Within the policing context, a good example is the holding of parades for new student officers or long service ceremonies for experienced officers and staff.
Stories are told by individuals to each other, new starters or outsiders and essentially inform people of what is important. Often about history, events, or individuals.
Symbols are objects, locations, events, or people that convey messages over and above their purpose. A good example is the wearing of police uniform or ranked insignia.
Power refers to the ability of individuals or groups to assert influence over other individuals or groups thereby persuading them into a particular course of action. Often closely aligned to the paradigm, particularly regarding the most powerful individuals and groups.
Organisational structures are exactly that - the way in which an organisation is arranged, but also the arrangements between the individual parts. With regards culture – arrangements are frequently likely to reflect power cultures. 
Control systems are the ways in which people are monitored, scrutinised, and supported and tend to reflect what is important to the organisation.
The cultural web is a sophisticated model, and its purpose is to articulate the way in which the culture sustains the paradigm – capturing a broad range of ideas encompassed within each element and therefore making the web unique (McDonald & Foster, 2013).

Implementation of Chosen Strategy
The development of strategy can be a demanding and time-consuming process. The strategy stands little chance of success without it being acted upon. Effective implementation is critical to the success of strategy. Strategy implementation can be defined as the process by which an organisation translates its chosen strategy into activities and action, which will navigate the organisation to the route set out in the strategy allowing the organisation to deliver against its strategic objectives (CMI, 2020). Many difficulties lie between the ideals of strategic alignment and the reality of implementation (Beer & Eisenstat, 2000), and the importance of strategic leadership and change management cannot be overstated. Balogun and Hailey (2008) identified four types of strategic change, each with their own implications for change management. Essentially effort is concerned with the extent of the change against the nature of the change and is captured within fig 3. The extent of change axis concerns itself with how the change can be delivered in line with existing structures, processes, and culture as a realignment of strategy, or whether a more comprehensive or transformative change is required. The nature of change axis refers to the speed at which the required strategic change can be delivered.
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Fig 4
Types of change.
Fundamentals of Strategy (Johnson, et al., 2017) adapted from Balogun & Hailey, 2008.

Adaptation is the most common change within organisations, delivered incrementally within the existing environment.
Reconstruction could involve significant amount of change, but not necessarily require change of culture.
Revolution requires major surgery. Rapid cultural and significant strategic change. Necessary when an organisation requires fundamental change, often in response to extreme pressures.
Evolution refers to a strategy that requires a gradual change in culture. Whilst this removes the time bound pressures of revolution, there is some risk in that the absence of a deadline could allow change to stagnate.
Whichever change process is required – strategic leadership remains central to delivering strategic change. Johnson et al., (2017) identified three critical roles that are particularly significant.
Envisioning future strategy. The succesful leader must ensure that there exists a clear and compelling vision of the future and that there is communication with both internal and external stakeholders. Communication is a critical element of organisational success. Long, et al (2012) outlined the importance of organisational design to ensure that both individuals and departments have clear lines of communication built into the structure through effective governance.
Aligning the organisation to deliver. Ensuring that key individuals within the organisation are motivated, committed and empowered to deliver the vision. The leader must develop trust, but also be prepared to make management changes should commitment be lacking. A trusting culture helps to build successful teams and organisations. Managers must have faith in the abilities of individuals on their teams in order for them to perform. Similarly, individuals must have trust in their management to guide them in the proper fashion and to help them achieve their objectives. Encouragement of trust results in more motivated employees, which leads to more productive organisations (CMI, 2020).
Embodying change. The strategic leader is the symbol of the strategy and must hold up the relevant vison through their values, behaviours, and decisions as a role model for the existing and future strategy.
Johnson, et al., (2017) also emphasise the importance of middle management with regard to implemenatation of strategy. Middle management is not simply expected to implement the relevant strategy, but also play a key role in leading change. The process of strategic planning helps create planning structures which maximise input below the executive management team. These structures direct middle management activity, thereby allowing them to experiment with new ways of working and questioning historic practices (Andersen, 2004). Whilst this is helpful – what does this mean for the Police service or a particular forces? The service consists of officers and staff in clearly defined ranks from Constable to Chief Constable and similar police staff grade alternatives. Applying Wooldridge and Floyd’s (1990) definition, Police Officer middle management includes those above supervisor, but below executive level. In their study of strategic planning activity within Police forces Elliott & Lichtenstein, (2020) highlight how Police Officer middle managers are particularly impactive with regards delivering strategy, possibly influenced by this disciplined rank structure.
In his seminal work Kotter, (1996) identified and articulated the essential elements of succesful change management.
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Fig 5
Kotter’s eight steps for change
Adapted from Kotter J. (1996), ‘Leading change: why transformation efforts fail’, Harvard Business Review, March–April, p. 61., cited in Whittington et al, (2021)

Kotter established the eight steps to change model following detailed analysis of numerous change projects over a sustained period. The model covers each of the necessary steps to facilitate any successful change and is a key reference in change management. Kotter argues that each step must be followed sequentially and that any extended overlapping or avoidance will compromise performance – it is important to note that this element has not been explored in great academic detail to validate this claim. Whilst application of the model will likely improve chances of success, this is by no means guaranteed (Appelbaum, et al., 2012) and leaders may find it useful to adapt the model to any relevant scenario or context (Dopson, et al., 2008; Graetz & Smith, 2010). Regardless of change processes implemented or considered there will be several other areas of consideration that sit outside the scope of this work. These include start point, style, gap analysis, targets and levers. In delivering strategic change it is recognised that there is no one single optimal leadership style. Most effective leaders are those that modify their leadership style based on the circumstances at hand, as well as the competence and experience of people they lead. (Hersey & Blanchard, 1977; Goleman, 2000). Beer & Nohria, (2000) identified two general approaches to managing change. Theory E refers to top-down levers such as structural changes to systems, processes and staffing. Theory O conversley features changes to capability and culture. Within both theories of processes (E) and people (O) sit several leadership styles summarised below.
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Fig 6
Styles of leading change
Johnson, et al., (2017) adapted from Balogun and Hailey, Exploring Strategic Change, 3rd edn, (2008).

Education involves persuasion of individuals regarding the need for and means of strategic change.
Collaboration in the change process is the involvement of those impacted by the change.
Participation allows the strategic leader to maintain coordination and leadership over change processes by delegating areas of the change process.
Direction entails the use of management power to provide clarity on both strategy and how change will occur. It is top-down strategic change management in which change 'solutions' and the methods of change are 'sold' to those who are entrusted with executing them.
Coercion is the most extreme type of guidance. Forcing change in an explicit exercise of authority that may be required if the organisation is in a crisis, for example.

Monitoring strategy
The adoption of private business management practices has been widespread within the public sector as a part of New Public Management (NPM) principles. One of the defining characteristics of NPM is the implementation of performance measurement practices (Brignall & Modell, 2000; Groot & Budding, 2008). Performance is described as the way in which the organisation achieves its aims through the allocation, organisation, and structures (Daft, 2000; Ricardo & Wade, 2001). One of the key challengesin performance measurement within the NPM framework – particularly within a policing context - is the ability to set clear and unambiguous goals in advance, but also to determine which performance indicators can be undistorted from other influences. To put this another way – how do we know that this has been achieved as a result of X, and not other factors. In practical terms, almost every organsation has some issue with its performance measurement system (Brown, 2020) including overly short term focus, insufficient data, measuring only the things that can be counted thereby focussing on the wrong areas. It could be argued that performance measurement is only effective if (1) organisational goals are clearly stated; (2) that performance can be measured against those goals; and (3) individuals know and are able to implement the relevant changes with some confidence as to the outcome of that activity. If these conditions are not met, then resulting activity will focus more on achieving measured targets than goals and priorities. A review of Police and Crime reduction plans across Wales identifies several common areas including mental health, substance misuse, vulnerable families and focus on young people (Revolving Doors, 2017). As a consequence, police leaders must consider a broad spectrum of activity in impacting on these issues and yet it can be argued that performance measurements have historically been restricted to areas such as crime rates, arrests and convictions – areas that are not dificult to measure, but do not align well against PCC strategic objectives. Performance measures should be multidimensional in order to capture the complex nature of policing (Davis, 2012), such as the ‘balanced scorecard’ (Kaplan & Norton, 1992) as one example of an approach to measurement popularised by Harvard Busines School and designed to allow managers to assess their area of business via a broad range of indicators across areas such as customer satisfaction, finance and innovation. A number of policing experts (Moore & Braga, 2004; Willis, et al., 2007) emphasise the need to capture interactions with the public alongside diverse policing outcomes – arguably the most important stakeholders within policing.
In his presentation, Farrar (2021) outlined the risks of too many metrics and how measurements should be (a) context driven; (b) based on agreed definitions, rules, and calculations so they can be integrated throughout the organisation; (c) easy to understand; (d) aligned to strategy, mission and obectives; and (e) actionable and informed by data. From a review of the literature it can be argued that regardless of the performance measures chosen, unless they align with organisational objectives they can actually be counterproductive and divert focus and activity away from goals.

Conclusion
In considering the application of strategic planning principles within the public sector (more so than private business) - it can be argued that the chosen methodology must be sufficiently flexible so as to facilitate situation dependant approaches. This is significant within a dynamic environment such as policing where environmental (particularly political factors) change rapidly. Given the significant change to authority within policing - brought about by the introduction of the PCC there are risks in a single individual potentially determining strategy without sufficient stakeholder engagement – in part based on a claimed democratic mandate, whereas in reality the election of a single individual charged with setting strategy may make the process less democratic. The four yearly lifespan of a PCC term is also a critical factor with regards to long term strategic planning. Does this tip the long term balance of power in favour of the Chief Constable at certain points within the cycle – particularly during election campaigns. Public sector managers must maintain long term focus and alignment to strategic objectives to ensure consisitency in planning, in communication and in activity. Decision making or activity that does not accord with vision, mission, values and previously stated objectives will weaken any organisation’s drive to deliver against its intended strategic objectives – important elements of strategic planning that will be be determined folowing internal and external environmental analysis and stakeholder engagement. There is support within the academic literature that an organisation which undertakes strategic management activity, and subsequently aligns objectives, effort, and activity will outperform those that do not. The involvement of middle management in strategy setting is critical to this success, particularly within a hierachal and rank structured organisation such as the Police. The importance of ethical decision making and behaviour cannot be overstated with regards this point – particularly in respect of performance measurement to ensure fair application of police activity in order to provide an appropriate level of service as opposed to the chasing of chosen performance targets. As stated previously, if policing is to continue to uphold the Peelian principles upon which they were founded – outcomes must continue to be as much about the ‘means’ as about the ‘ends’.
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