Dylan Rhys Harris		Strategic Management
P146341
University of Wales Trinity Saint David
Strategic Management


Dylan Harris (P146341)
3/1/2018









Recently the public service has been subjected to harsh cut backs due to the implementation of austerity as a means to reduce spending and increase money that is available to the government. However these cut backs may be too severe and as such is causing the effectiveness of the public service to diminish. For example the police service, who have had large cut backs in their budget had had to greatly reduce their force numbers in order to comply with the demands made of them. In the years 2010 to 2017 a total of 21,500 police officers were removed from the force which has caused the amount of active officers that are able to patrol the streets to decrease to an alarming number, (Travis, 2017). It can be argued that now more than ever the need to make greater use of strategic management is vital. 
All public organisations use strategic management in an attempt to achieve their goals and desired outcomes that are satisfactory in the eyes of the stakeholders. There are a few key words that are associated with strategic management that should be focused upon. These being strategy, management and strategic planning. Strategy is a word that can be applied to many different sectors such as its use in the military and the business world although it still has the same definition which is to create a method or plan that will attempt to bring about a desired outcome in the future. When used in the corporate context Johnson et al (2005) defined strategy as “likely to be concerned with the long term direction of an organisation”, Johnson et al, (2005). There are three subcategories of strategy that are used within the business sector the first being corporate strategy. These three levels can be compared to the police service for example the police crime commissioner would be more focused on the overall aims of the force and set out their guidelines, whereas the chief constable would be focused on more specific tasks and not be concerned with the organisation as a whole. And lastly the constables would be most focused on the day to day strategies of the force and carry out the daily tasks. Corporate strategy is the first level of strategy that needs to be considered by an organisation. This level of strategy is used to outline the basics of what the company is going to do and what they are going to do it. An example of a corporate level strategy was when Tesla made the decision to move from car manufacturing to battery production for homes, Johnson et al, (2017). The complexity of a corporate strategy will increase along with the size of the company as the larger company has for example a larger and more diverse market and has a large number of products to sell as opposed to a small company that only sells one product to a single market. Corporate strategies are not only used in organisations but within town and cities for example Swansea recently released their corporate strategy for 2017 to 2022 where they set out their overall goal for the coming years such as to tackle the dangers of climate change, reduce the amount of carbon and greenhouse gasses that are emitted, reduce the risk of flooding and other serious events that cause a large impact, (Swansea Council, 2017). 
The next level of strategy that is used is the business strategy which is not on the same larger scale as corporate strategy but is more specific in what it outlines and is set to the strategic business units. The strategy for this level will include choices about factors such as the facility locations and new technologies. An example of a decision that would be made on this level of strategy would be whether or not to sell products at a local shop or to sell them online. A strategic business unit also called a SBU is a term used to describe a business firm that is a part of the larger organisation. Where the single organisation will have the overall corporate strategy apply to it the SBU’s will each have their own business strategy to focus on, Schermerhorn, (2010). The third level of strategy is the functional strategy which is described as the day by day strategy that allows the organisation to operate and carry out its daily plans. Even though these are daily strategies it is still important to ensure that they are aligned with and working towards the same goals that are set out in the corporate strategy. With the functional strategy the various departments such as marketing, manufacturing, finance and research and development need to be focused, Mukherjee, (2005). During this level it is important to think about how the different types of departments are going to work together to achieve the same goal. Each of the departments will have their own set responsibilities and goals and it is important that they all achieve these goal as the success of the organisation as a whole can sometimes rest upon whether or not the functional strategy goal are reached daily, free management E books, (2018).
Henry Mintzberg is one of the most well-known authors and teachers of strategic management and has been strongly tied within the world of management since he published his first book; the nature of managerial work in 1973. Within Mintzberg’s book; Mintzberg on management: inside our strange world of organisations he wrote that there were ten type of management roles; the roles being the figurehead, leader, liaison, monitor, disseminator, spokesperson, entrepreneur, disturbance handler, resource allocator and the negotiator. These roles were then separated into three categories; interpersonal, informal and decisional. The interpersonal category involves basic relationships with others and those within this category tend to get along with everyone. There three roles within this category are the figurehead, leader and liaison, these roles will provide information and ideas to the other roles in the other two categories. The three roles within the informational role will usually be more informed than their subordinates and is seen as the nerve centre of the organisation. These roles are the monitor, disseminator and the spokesperson. Those within this category will process information and provide feedback to the other roles. The third category is the decisional one and includes the entrepreneur, disturbance handler, resource allocator and the negotiator. These roles are the ones that make use of the information, Mintzberg, (1989).
Within organisations there is a hierarchy of power, which can be seen in the form of a pyramid with the leaders at the top, followed by the managers and at the bottom the administrators. The leaders will be largely focuses on carrying out the right things, to clarify the vision, purpose and the direction. Whereas the managers will be focused not the doing the right thing but with doing things in the right way and keeping efficiency high. The administrators will take on the brunt of the work and carry out the policies that have been set by either managers or the leaders. They have no real influence on the company as a whole but they are concerned with implementation, Doherty & Horne (2002; p206). There have been many significant individuals who have developed their own theories and contributed to the betterment of strategic management one such person was Byars who was quoted in his book “A leader is an individual who is able to influence the attitudes and opinions of others. Unfortunately, too many senior managers are merely able to influence employee actions and decisions”. In this quote Byars points out that managers should be able to positively influence their workers by creating relationships with them and not simply ordering them to carry out certain actions. Byars defined strategic management as “Strategic management involves making those decisions that define the organisation’s mission and objectives, determine the organisations most effective utilisation of resources, and seek to assure the effectiveness of the organisation”, Byars (1992). One of the most influential people in strategic management is Igor Ansoff who is also known as the father of strategic management. Within his book; strategic management, there were three notable features; a far reaching and more global European view as opposed to the method the Americans use, a hypothesis- verification approach and a multi- disciplinary approach. Ansoff put his focus on the aim to bridge the gap between the theory and practice by asking these five questions:
1. What are the patterns of organisational behaviour in a turbulent environment?
2. What determines the differences in the behaviour
3. What factors contribute to success and failure?
4. What determines the choice of a particular mode of behaviour?
5. What is the transition process by which organisations move from one mode to another?, Ansoff (1979).
  Within the book Ansoff claimed that any organisation would find success if the elements of environment, response, culture and capability were all matched with each other. Ansoff later goes on to say that the involvement of non-profit organisations within the public sector is rapidly increasing with their engagement with entrepreneurial and environment- opening work which was usually carried out by the business firm, Ansoff (1979).
All organisations have a certain method as to how they conduct their business, whatever that business may be, as well as their own targets and desires, some are solely focused on the profit that the organisation produces whereas others are purely running for the sake of providing their profit to charity and there are also those that have a more cantered mind set and strive for both profit and for charity. These types of organisations can be seen on the business model spectrum which has the organisations that are solely working for a charitable cause and have no desire to turn a profit and rely on donations and philanthropy to provide their income on the left which are known as the traditional charities. The centre of the spectrum are where the social enterprises are placed who have access to both charitable and commercial sources of funding due to them being both charitable and commercial in their structure. These organisations are self-sustaining as they will make use of charitable donations and their profits to keep themselves going, Sosense, (2013). An example of a social enterprise is Townhill’s Phoenix centre which is a self sustaining organisation that also provides philanthropic work to the community, (Phoenix on the hill, 2018). The right side of the spectrum is where the traditional businesses are placed. The traditional businesses, unlike the traditional charities, are solely profit driven and appreciate the financial value rather than the social value of their work. Some may carry out philanthropic work or create a corporate social responsibility report however it is more than likely the reasoning behind this is linked with profit such as gaining publicity or appealing to the public with good deeds. An example of a traditional business is A4E; Action 4 Employment, which was underwent investigation in 2015 due to several staff members being accused and charged of fraud. A4E is an organisation that aid individuals get a job by giving them the necessary skills to do so, however certain individuals created false files accompanied with forged signatures to claim that they had aided more people find jobs than they had in order to reach their targets and to acquire government bonuses. With these methods they were able to wrongly claim £300,000, BBC, (2015). Also an example of a traditional charity is the Plas Madoc communities first charity which was set up to help those who live in the more deprived areas in Wales. However this company was also subjugated to fraud claims when the former co-ordinator; Mariam Beard was imprisoned due to nine fraud charges in which she stole £51,000 from the charity by various means such as claiming that her son owned and was renting a caravan to the charity and as such gave a payment of £18,300 with pretext of maintaining the caravan and renting it, BBC, (2011). Johnson et al (2006) make clear within their book; exploring corporate strategy, that the aspect of strategic management is entirely different in its nature than other forms of management such as operational management which focuses on the aspects of operational control such as the production of goods, the customer service and the management of the team. What strategic management looks at however is on a much larger scale than that of operational management as it deals with the “complexity arising out of ambiguous and non-routine situations with organisation-wide rather than the operation-specific implications”, Johnson et al (2006;p15). 
There are many different theories of management that can be adopted and each of them has their own belief as to what is the most effective means to manage. These theories can be linked to political leader and leaders of nations as whatever theory they choose to employ will greatly affect the way in which they control the country and the people such as one theory would allow the populace to have a choice in decisions that concern them where as other theories will disregard the populace and allow the individual in charge to make the decisions themselves. These theories also put forward the argument on what type of person would make the best leader such as a person who is considered good and cares for the people in their charge or a person who may be considered bad and simply seeks a positive outcome whilst disregarding the methods used to achieve it. One such influential theories who agreed with this type of managing was Niccolo Machiavelli who believed that it did not matter if the ruling individual was a bad person as long as the end goal is achieved it is not important how the individual went about achieving that goal. This style of managing in modern society is usually regarded as an unofficial taboo by most as it is seen as being morally incorrect and is more often seen being used by corrupt governments who use the ethos of the end justifies the means, Robinson (2005). However this strategy has been known to work effectively such as when Harold Geneen became the CEO of ITT and through his autocratic management style he managed to increase the company’s sales from $765m to $28bn and increase the price of the shares from $1 up to $4.20. This clearly shows that the Machiavelli approach can be effective but may still be regarded as being too immoral and perhaps not as effective as other management styles, Nanda (2006). Geneen was quoted saying that “you read a book from beginning to end. You run a business the opposite way. You start with the end, and then you do everything you must to reach it.”, Ridgers (2012). This quote from Geneen is strikingly similar to the end justifies the means belief of Machiavelli. 
Another influential theorist is Henri Fayol who believed that the use of a ‘command and control’ tactic is best suited for the role of a manager. He believed that an organisation must have a definite hierarchy of power with the leader of the organisation at the top and the regular employees as the bottom. This is a good method to distinguish who has what responsibility and so where the accountability is placed also Fayol is considered to be the father of administrative due to his development of administrative principles which are applicable to managerial work. He believed that management should include five categories; planning, commanding, co-ordinating, controlling and organising. Fayol also developed and put forth the 14 principles of management, such as understanding that authority will come with the appropriate responsibility, to provide equal and fair treatment to all employees and to and the understanding that employees require a certain amount of time to work to a level of high efficiency and so should not be moved around early in their career, Tripathi & Reddy (2005). The use of command and control within the public services may be outdated due to the increasing use of employee participation although there are certain organisations that require and make use of the command and control system such as the emergency services and the military. This is because during a time of an emergency quick decisions will need to be made and so a clear hierarchy will be required with an understanding of who is in control so they are able to make decisions as soon as possible, Robinson (2005).
One other notable individual in the world of management is F W Taylor who developed and made use of scientific management. Taylor believed that the most effective method to manage an organisation and its employees was to have all the responsibility placed upon the manager, with the employees having no choice in the decisions and only doing what they were told by the manager. This method may not be as appropriate in modern society as it may seem to be oppressive; however, Taylor believed that this method was liberating the employees from an even more oppressive system as the previous one did not allow the employees to develop their skills. However even though Taylor believed in a ‘do as your told’ type of managing he still employed some use of employee participation such as a voluntary training programme in which the employees were able to express how they prefer to conduct their work, Wood & Wood (2002). Within Taylor’s book, the principles of scientific management, (2016), described a worker who would be subjugated to his method of managing as doing exactly as they are told when they are told without any back talk. Taylor set out to convince a worker to follow his commands as per his method of managing dictates without him being discouraged and even happy to do so which would result in a more efficient output from the employee. This was done by simply increasing the amount of wages the individual received for his work, Taylor, (2016).
To conclude there are many different methods of managing that have been developed by theorists for centuries, however some of these theories may not be as relevant in modern society such as Machiavelli’s theory of the end justifying the means which may have been relevant when he developed the theory and has even been proved to be useful today also. However it is seen as morally wrong and many managerial theories in modern times rely heavily on employee participation which is something that does not agree with the outdated Machiavelli theory.
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