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Executive Summary
The paper sets out to provide a detailed explanation of the considerations, challenges, requirements, and opportunities in the development of a strategic plan for South Wales Police. The paper outlines the historic context of policing principles introduced by Robert Peel in 1829 and its link to strategy, inspectorate and performance outcomes.

The recognition of political influence in its many guises is a factor that cannot be overlooked and must be given due consideration. Organisational leaders must be politically astute and give clear direction in the planning phase of the development of the strategic plan.

The organisations values form the foundation of any plan with an intrinsic link to the communities the force is charged with keeping safe. It is therefore critical that there is an up-to-date scoping exercise to evaluate the communities and its workforce to obtain a real understanding and appreciation of the organisation’s values. The strategic planning process is outlined with recommendations namely the requirement to fully understand through effective analytical research the technological, environmental, cultural, ethical, social and economic influences, demands, opportunities and threats.

Effective communication and early engagement with stakeholders to understand and appreciate interdependencies will ensure the organisations strategy that is reliant upon such stakeholder support will not be in conflict or contradictory. Organisational leaders require fiscal acumen, and in the current climate need to be confident the organisation has the ingenuity and financial dexterity to overcome financial insecurity.


Introduction
This paper sets out to explore the theories and management methodologies for the development and setting of a strategic plan within the modern police service. The strategic plan will relate specifically to South Wales Police the largest police force in Wales and although geographically small, covering around 812 square miles and equating to just 10% of the geographical area of Wales, South Wales Police provides a policing service to 1.3 million people (42% of the country’s population).
South Wales is a diverse region, boasting urban, rural and coastal areas and featuring the two largest cities in Wales – Swansea and the capital city, Cardiff. The force also serves 63 of the 100 most deprived communities in Wales.
The force has over 3000 police officers and over 2200 police staff, including police community support officers (PCSOs) and a team of dedicated volunteers that includes over 200 special constables and around 200 police youth volunteers. (South Wales Police, 2021)

In the vast majority of cases, the executive within an organisation will have a vision for the strategic direction they want to pursue and the rationale for the setting an organisational strategy. The principles of policing are well documented and should therefore be relatively standard in their composition yet allow executive discretion and sufficient scope to address emerging crime trends, the adaption to societal transformation and the introduction of legislative change.

The Police service as we currently know it was created by Sir Robert Peel in 1829 whereby, he established and documented his nine core principles. These principles were unequivocal in their direction and still to this day form the basis of how forces are measured by Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Service (HMICFRS). 

These principles are:
1. The basic mission for which the police exist is to prevent crime and disorder
2. The ability of the police to perform their duties is dependent upon public approval of police actions
3. Police must secure the willing co-operation of the public in voluntary observance of the law to be able to secure and maintain the respect of the public
4. The degree of co-operation of the public that can be secured diminishes proportionately to the necessity of the use of physical force
5. Police seek and preserve public favour not by pandering to public opinion but by constantly demonstrating absolute impartial service to the law
6. Police use physical force to the extent necessary to secure observance of the law or to restore order only when the exercise of persuasion, advice and warning is found to be insufficient
7. Police, at all times, should maintain a relationship with the public that gives reality to the historic tradition that the police are the public and the public are the police; the police being only members of the public who are paid to give full-time attention to duties which are incumbent on every citizen in the interests of community welfare and existence
8. Police should always direct their action strictly towards their functions and never appear to usurp the powers of the judiciary
9. The test of police efficiency is the absence of crime and disorder not the visible evidence of police action in dealing with it
 (Crime Prevention Website, 2017)

The police in the simplest terms are accountable to the public and for upholding the law, so should any strategy in its basic structure not therefore simply reflect the above principles set out by Robert Peel and on which each force is morally held to account by the HMICFRS. It is fully accepted that the current British model of policing is highly regarded internationally and is an acknowledged, professional, ethical, law enforcement authority. Policing however, has since its inception, been subject to political influences and this paper finds it intriguing to touch upon the argument that whilst each force will have their individually crafted and carefully manicured strategic plan, that would the British police service be better if it were only accountable, to the law. Would this not allow the Police service nationally to focus on what the then Home Secretary Theresa May directed them to do in 2010. 
“I couldn’t be any clearer about your mission: it isn’t a thirty-point plan; it is to cut crime. No more, and no less.” (May, 2010)
If the government at the time been fully supportive and committed to this notion and what in many quarters, deemed as the somewhat flippant direction given by Theresa May then this would have seen a seismic change to policing and the biggest strategic change to policing since Peelian times. Fortunately for policing and the British public this was not the case and there was an acknowledgement that policing is not an elementary process of simply ‘cutting crime’. Policing in any guise is an inherently challenging and complex profession, there are no easy solutions or quick fixes to the increasingly vulnerable societal issues to which the police are tasked, expected to manage and ultimately resolve. 

This paper therefore accepts that the police service in the development of their strategic plans will always be subject to political intrusion both on a national level via policy, legislative change, devolved government influence and from local pressure including the political predisposition of their elected Police and Crime Commissioner. 

So having considered the context of police strategy, this paper sets out to explore what is a strategy, its purpose, the constraints in which it will be developed and the ability of an organisation to operate within a strategic framework. 

Main findings
A strategy will provide clarity of purpose for an organisation having a number of key themes; these being the organisational core values, categoric objectives that reflect the mission statement and an organisational vision for the future. The depth and breadth of the organisations impact and finally the capacity and capability it has to deliver on these goals. Chandler (1963) presents strategy to the reader as the determination of the longer-term goals and objectives of an organisation whose ability to adopt a certain course of action and allocate the appropriate resources to reach the intended goal.  

This paper supports the need for clarity and direction and endeavours to understand the process of the development of a strategy that will define South Wales Police in a manner that supports its mission, vision and values. What forms the foundation of the organisations is the values of its officers, staff, volunteers and the wider organisation including those tasked with developing the strategy. 

Underpinning any strategy will be the values of an organisation including those of the executive team and the wider workforce. 
Organisations on their own do not have values: however, organisations are composed of human beings who’s personal values shape the values of the organisation in which they are employed.
 (Hultman & Gellermann, 2002) 

Organisations strive to achieve goals and to do so use different organisational values to achieve the desired outcome. Policing has a clear set of values put in place by the College of Policing supported by the National Poling Lead for Professional Ethics. The code of ethics has a set of main components these being the set of nine policing principles and ten standards of professional behaviour.  The combination of the policing principles and standards of professional behaviour encourages consistency between what people aspire to and what they do. (College of Policing Ltd, 2014) 

The shaping and forming of an organisations values, that are reflective of the communities of which they police is a challenge that forces across the nation and indeed internationally have wrangled with for decades. The core values of multiple policing administrations across the globe have been called in to question throughout the history of policing, with individual cases highlighting poor management and leadership failings, whilst allegations and acceptance of endemic cultural bias and discrimination have undermined public confidence. 

We make the case that there are four distinct forms of organizational values – espoused, attributed, shared and aspirational. These partial, but related, forms encompass variation in temporal orientation and levels of analysis. We use these forms to reveal the dynamic nature of organizational values by delineating the evolution of gaps and overlaps between them.
(Bourne & Jenkins, 2013)

Significant research has been undertaken into organisational values, balance, and its intrinsic link to organisational strategy. Much as balance is essential in an individual’s private life this balance is necessary in business and organisational success. Barrett (1998) noted that the primary needs of any individual mirror those of an organisation, corporate survival namely profits, longevity, finance, corporate fitness including productivity, quality, efficiency and public relations via sales, service delivery and product excellence. This theory is reinforced by Malbasic, et al. (2014) stating modern day organisations seek to succeed and achieve multiple complex objectives: environmental, cultural, ethical, social, and economic. To achieve these objectives (the reason for their existence) organisations use and develop differing values under actual operational or business conditions.

To understand the cultural values of the individuals that make up an organisation and

thereafter, create the organisational blueprint of values the force must utilise analytical

and communication methods to capture the data that will emerge from a wonderfully

rich body of policing experience within its workforce.  Schwartz (1992) will say that the

term ‘organisational values’ traditionally relates to the limited number of values that

collectively make up a value system. Individuals and collective groups develop their

own value systems – generally comprehensible arrangements of values that put a far

greater importance on particular values above others – through experience and

learning.

Once the values of an organisation are encapsulated, understood, and defined the organisation needs a strategic plan that is frequently reviewed and updated, it is there to outline its purpose to stakeholders and the public it serves. 

The determination of the long-run goals and objectives of an enterprise and the adoption of courses of action and the allocation of resources necessary for carrying out these goals. 
(Chandler, 1963)

The strategic planning process is critical in the formulation of an organisational strategy. Moreover, the strategic planning is presented as a set of concepts, processes, and tools for moulding an organisation, its purpose and why it carries out the function.
 (Bryson, 2004) 

Strategic planning therefore must adopt a broad whole system approach giving careful consideration to the organisational values, culture, its available resources, the wider environment in which it operates, stakeholders and the impact upon and level of involvement of those stakeholders and partners. It must chart future direction and the requisite course of action to ensure the organisations effectiveness, efficiency, and delivery of services to the public. It is essential that strategic planning is an evolving, organic process that stimulates the imagination, taking stock of all the relevant information available, analytically assesses the threats and opportunities whilst allowing leaders to make changes that will promote and protect the best interests of the public and wider organisation. Vieg (1944) stated that planning should be a continuing process, a synthesis more than analysis and above all planning is pointed toward actions and outcomes. 

This paper considers the key components to the successful development of a strategic plan. 
Strategic management is the pattern of major objectives, purposes or goals and essential policies or plans for achieving those goals, stated in such a way as to define what business the company is in or is to be in and the kind of company it is or is to be.
(Bartlett & Ghoshal, 1989)

The creation and development of the strategic plan requires an organisation to focus on three main areas’:
· The organisations internal resources combined with its external reach and influence.
· The external environment in which the organisation operates.
· The organisations’ ability to add value to its service delivery.
(Lynch, 2018)

It is widely accepted that for any strategy to achieve success there must be endorsement from the senior executive team, receive input from all levels and branches of the organisation via effective and genuine interaction and is able to engage and motivate the workforce. Qualitive strategic planning by police force and public sector organisations can be instrumental in delivering real and tangible change. Furthermore, the strategy must be a living document receiving regular review and allowing flexibility to emerging issues and have the financial structure and resources in place to allow systematic delivery by the organisation. 

The strategic statement of the organisation will have multiple themes which include the structural objectives that the organisation seeks to achieve which reflect the values, mission and vision. The scope or sphere of influence of the organisation and its key functions and responsibilities. The capability and capacity it has to deliver on these and in certain instances the requirement for an alliance or collaboration with stakeholders. Poister and Streib (1999) noted that strategic management is crucial in ensuring that strategy is employed successfully and breeds strategic thinking, development, and actions on an evolving basis. The element of implementation involves coordinating all of the “management levers” in a concerted effort to put into service strategic initiatives, develop the strategic agenda, and progress an organisation into the next level in a deliberate manner. These levers include organisational and performance planning, finances, staff continual professional development, management and admin processes, corporate communications, analytical skills, problem solving abilities, project management, legislative considerations, leadership and the organisations ability to influence other stakeholders and partners in the sphere in which it operates.

In considering the second of the three areas as quoted by Lynch, effective strategic management must give acknowledgement to external factors and trends. The need to effectively engage and recognise public opinion and feeling is essential in developing strategic plans. Modern policing history has shown that a critical aspect of strategic leadership is to certify the examination of internal and external environments, a broad range of data sources, and perceptively understanding and anticipating how values, expectations and opinions evolve in a cross section of society throughout the various milestones in the development of the strategic plan.

At times, agencies may need to recognise that they are at a crossroads and face epochal shifts in environment and expectations that may call for refocusing their entire mission, moving in new directions, and revamping priorities substantially.
(Barzelay & Campbell, 2003)

Policing much like other public sector organisations has undergone significant and what this paper would describe as unprecedented change in recent years. The emergence of devolved management structures and increasing reliance on stakeholders to deliver the multiplicity of policing priorities and performance measures. Therefore, if this paper for the purpose of relevance, considers just one aspect of the strategy namely the vulnerability agenda, there is a critical reliance on a cross section of statutory and to a lesser extent, third sector organisations in order to deliver the forces strategic objectives. It is perhaps understandable that Mintzberg and Waters (1985) note public sector academics have a long running scepticism regarding the effectiveness of strategic plans on performance. It is therefore imperative that the planning process takes account of stakeholder needs and recognises the influence that specific stakeholders have on the planning, implementation, and operational delivery of the strategy. 

‘Pestle’ analysis is a business model utilised by policing and multiple organisations to gain a macro picture of their operational environment. Political, Economic, Social, Technological, Legal and Environmental factors are analysed to assess the factors that will impact upon the development of a strategy. This simple framework allows the organisation to understand the wider business environment and to anticipate future opportunities and threats. This paper notes however, there are disadvantages of using this model whereby organisations capture insufficient data and oversimplify the process or conversely suffer ‘paralysis by analysis’ where they are overwhelmed by the volume of data captured. It is therefore a prerequisite to have a clear, terms of reference and scope of the research. This should cover present and future possible scenarios, correlate with those stakeholders strategic plans and outside factors that will impact upon the organisation and be reviewed at regular intervals.

The best organisations are not those with perfect strategies, but those with strategies that are good enough and that have the ability to execute their strategy.
(Kaplan & Norton, 1996)

In considering Lynch’s final aspect of Strategy development namely, ‘The organisations ability to add value to its service delivery’ this paper addresses the key internal challenges to these notable elements. These are the financial issues that can confine or assist the organisations ability to deliver the key elements of its strategy and secondly the leadership in executive positions and in key roles throughout the organisation to deliver change.  Brown et al. (2003) highlight the complex nature of public sector management and thereby present a fitting perspective in which to examine the procedures, dynamics and hurdles to overcome when implementing organisational change programmes.

The momentum for change in public sector can ebb and flow with a wide range of factors impacting upon the intended and perceived outcomes. 
Change and momentum needs to be managed with care, not only with regard to a particular change intervention, but also with regard to simultaneous issues and competing priorities. Taking this dynamic view of change both acceleration and deceleration are equally important.
(Barker & McKeown, 2018)

This paper acknowledges there are many corporate models for the management of change and the differing approaches dependent upon a wide range of factors including the style of leadership adopted by the organisations executive. Kotters eight steps for change, a model based on business and personal research has been widely exploited by organisations over the past quarter of a century. Kotter (1995) quotes a number of pitfalls that were unearthed in his research and specifically emphasises the failure of organisations and change team managers to create a culture of urgency, failure to form a guiding coalition, ineffective communication of the vision, failure to remove operational obstacles, lack of planning and failure to identify short term wins, the premature declaration of success, and the inability to embed the change into the organisations culture. It is acknowledged that this incremental approach seamlessly aligned to the type of strategic change required is fundamental to a change in culture be that adaptation, reconstruction, revolution or evolution.

The public sector and policing specifically is in direct contrast to private sector business whereby forces are scrutinised in respect to delivering a value for money, financially efficient service to the public. The expectation for private sector executives and leaders to produce profit and increase productivity should be no different from public sector leaders and executives who should be free to utilise their skills, experience and imagination to deliver reform and bring about transparent financial gains and performance improvements. Mansbridge (1990) reminds us that the word ‘public servant’ is there as a reminder that, in modern society the conciliator of public value was not simply those individuals safeguarding and recognising their own material wellbeing, but it was about those recognising the welfare of others and the wider community. Their duties to each and every member of society and the overall conditions of the democratic state in which we live.

In defining the factors that will have the greatest impact on the ability to deliver the strategy this paper recognises the requirement to accurately forecast and understand the financial outlook for the organisation. Given the unpredictable nature of policing, the various personalities and political factors that influence central government budgetary decisions and unprecedented events such as austerity and the current coronavirus pandemic such financial forecasting is perhaps more akin to a game of roulette. Despite this unpredictable environment, Brodkin (2008) describes that public service professionals rely heavily on the data from the application of financial performance information due to the accounting analytics that are used in certain ways in order to maintain or improve standards of service delivery. However, sources of capital, capital expenditure, grant funding, collaborations, governance and public expectation must all be factored into effective budget management. 

The Mission statement of the organisation can be deeply motivational when they are clearly communicated to every individual within the organisation with purpose, clarity and intent. The mission is there to clearly articulate what business the organisation is in, and what we are there to do. 
Mission statements are instruments of organization communication. They have the ability to shape the attitudes and behaviour of individuals in the organization. They also have the ability to shape the perceptions of the public. Changes in organizational activity and responsibility are often accompanied by changes in the written mission of the organization. At times these changes are brought about by conflict or crisis.
(Gregory, 2007)


This paper poses the question, does South Wales Police have a (USP) unique selling proposition, clearly they do, and whilst not in the commercial sales marketplace, as the only public body in this geographical area charged with upholding the law and maintaining the safety of the public they are unique. Clarity about the organisations goal is essential and needs to captured in a concise mission statement that will express its purpose.

The vision of the organisation is there to define what are the organisations future aspirations, their strategic direction and what they want to achieve as an output in the long term. Darbi (2012) notes that mission, vision and value statements are internationally accepted as being an integral part of organisations of all types and sizes.

As with a mission statement a concise unequivocal statement should be considered that is not reliant on specific milestones, financial developments, or resource decisions. Whilst every police force will adopt it own approach to the creation and publishing of its values and this statement will provide an insight into the values of the organisation. This paper has reviewed the vision statements of a cross section of United Kingdom police forces, with a number paying more than a passing reference to ethics whilst the vast majority having a clear focus on:
· Law enforcement
· Crime prevention
· Community reassurance
· Protecting the public
· Criminal Justice
It comes as little surprise the above are all fundamental aspects the National Police Chiefs Council Policing Vision 2025. (National Police Chiefs Council, 2016) An observation from this unsophisticated exploration of forces existing vision statements reveals there is little in terms of variety or innovation, whist this could be seen as a negative, conversely what the public should receive is a corporate, consistent approach across the length and breadth of the nation. 

To take us back to the introduction of this report the police service as we know it was established by Sir Robert Peel in 1829 whereby, he laid down his nine principles. These principles were explicit in their direction and still to this day form the core of British policing so this report questions should there be any significant deviation from these principles in any forces vision mission or values.


Conclusion & Recommendations
This paper set out to explore the theories and management methodologies for the development and setting of a strategic plan within the modern police service. What has been documented in this broad exploration into organisational strategies is the striking similarity in the mission and vision statements of the majority of the 43 police forces in the United Kingdom and perhaps more reassuringly little variation in the values and types of values identified as being essential to the bearing of, and service delivered by each organisation.

The clarity that can be provided to the workforce of an organisation with a well-researched, concise well-presented and compassionately delivered strategy cannot be underestimated.  Outlined above is the need for organisational executive and leaders to set clear parameters and a terms of reference for those tasked with analytical research, planning and development phase of the strategic plan. 

The use of various and innovative forms of communication to deliver the messages contained within a strategy empowers the organisation to effectively articulate its values and professional standards. The method and message contained within the communication is a crucial aspect of outlining the service provided by South Wales Police to both internal staff, external stakeholders, and the wider community.

Many people see the process of strategic planning as a complex and time-consuming exercise. The intent of course, is to develop a strategic plan document which represents an organization's vision for the future. But sometimes this plan fails to become a "living" document. After being composed with great effort, it may have little impact on the daily operational decision-making process. So, it is important when engaging in a strategic planning exercise to consider how to align the organization's strategic vision with the front line operations of the organization, so that the vision guides decision making at all levels of the organization.
(Plant, 2007)

Workforce planning and budget setting requires knowledge of the governance paths that should be integrated within the organisations budget and recruitment cycles. The overarching purpose of these and the above elements are to seamlessly link the people to the creation and implementation the strategy and its processes.

This paper has presented evidence-based recommendations with refence to numerous academic theories and methods to guide and influence the organisation in the successful development and implementation of a strategic plan. It remains a fundamental requirement that any organisation analyses the internal and external environment and structures plans around that carefully assembled data.  
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