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Strategic Management within Mid and West Wales Fire Service
Strategic management and austerity in Mid and West Wales Fire Service
ABSTRACT
The implementation of strategic management can help public organisations budget efficiently and in a time of austerity this is vital; but should the service have to do this and is it necessary?
Harvey Jones (P139080)
Strategic Management



Strategic management has been implemented by both the private sector and public services in the UK in similar ways. In some cases, this there have been partnerships between public and private organisations but they are fundamentally different (Dewulf, ‎Blanken, ‎et al. 2011). Private organisations think only of the pursuit of profit and how to generate as much money as possible while operating within regulations (Gray 2004). Public organisations do not consider profit as a motive, instead they are focused on the results of their service as well as the safety and wellbeing of the public (Gray 2004). The fire service has a long history in Britain dating back to a primitive version under the Romans but is now seen as a basic corner stone to any democracy (Ewen 2009). The fire service started in the 17th century as an insurance service that would protect homes from larger fires as well as attempt to rescue people from their own home fires if they could afford it (Ewen 2009). It eventually became part of the public services after the Second World War (Ewen 2009).

Because of the rising deficit in the UK the conservative lead government is attempting to tackle this problem by introducing austerity measures and reduce the national spending (Murphy and ‎Greenhalgh 2017). Murphy and ‎Greenhalgh (2017), continues by pointing out there are new challenges ahead such as brexit and the public services will see more cuts and reductions. The public sector has already seen redundancies in all services and are now having to collaborate more than ever before and take on new duties; for example the fire service now responding to ambulance calls (Farazmand 2017). 

Operating with reduced budgets can present many challenges to public services because they must distribute resources to many different parts of the organisation (Cote 2003). For example, staff, vehicles as well as uniform and other consumables (Cote 2003). Strategic management can allow leaders in the service to operate under this pressure by providing techniques to increase the effectiveness of collaboration, planning and budgeting (Wallace 2006). Strategic management can also allow managers to strengthen moral, public connections and much more (Carter, ‎Rausch, et al. ‎2006), but can the fire service effectively do this with reduced resources available? 

Objectives 

1. To critically analyse austerity in the fire service and how strategic management can help improve budgeting within the service.

2. To in investigate the effects strategic method on public relations. 

3. To ask if strategic management really can help organisations and services understand how to better operate and become more effective.

Scope 

This report will focus on the strategic management in Mid and West Wales Fire Service and use other fire services around the world to give examples and compare. This report is limited to one fire service because of time and resources. 

Literature Review 

When leaders in the fire service use strategic management they must understand the relevant theories for it to be implemented effectively. Hofstede, ‎Hofstede, et al. (2010), are some of many leading theorists in the field of strategic management and created the cultural dimensions of strategic management. Within Hofstede and ‎Hofstede’s cultural dimensions of strategic management power distance is defined as the difference between people working at the top and bottom of an organisation (Hofstede, ‎Hofstede, et al. 2010). If power distance is high in an organisation then there will be higher inequalities of privileges, information sharing and wages (Hofstede, ‎Hofstede, et al. 2010). 

Another strategic management theory under the name of management by results, or management by objectives, is used by leaders within a public body or organisation to set goals and objectives for the organisation as a whole as well as individuals working within it (Drucker 2009). Drucker (2009) continued to express the belief that in order for management by objectives to truly achieve results then individuals must be invested and take part in setting their own goals, this way they are more likely to be successful in achieving them. 

Using this system of management allows managers to strategically reduce the distance between people working together, both leaders and subordinates (Odiorne 1979). 
Management by results is a very successful technique that has been adapted for use in public organisations across the world (Morrisey 1976). Fayol’s (2016) created the principles of management in the late 18th and early 19th century and they largely contributed to the modern formation of strategic management (Rabin and Miller 2000). Included in the principles was forecasting oncoming challenges and tasks the service will need to complete or overcome. 

Fayol (2016) principles continue with planning a strategy of action to be taken, organising what is necessary, equipment and personnel, to complete the task and considering the financial implications (Fayol 2016). Fayol describes that the best implementation of management by objectives works best when labour and other tasks are divided properly, placing responsibilities on individuals and linking all smaller tasks into the overall goal of the organisation (Moorcroft 2000). 

Learning organisations are work environments focused on constantly improving from observing the results of previous actions and statistical patterns; as well as the people within the organisation constantly improving through experience and progressing though up the ranks if they are successful within the organisation (Senge 2010). The scientific management model was created by Frederick Taylor in the late 19th century and has come to be known by Taylorism (Nelson 1992). Taylorism valued supervision as a technique to maximise productivity and production and recognised that the supervisors needed to have certain privileges such as the sharing of information to maintain their motivation (Nelson 1992). Taylor thought this incredibly important as the supervisors will in turn motivate the front line staff and an unmotivated supervisor or leader is useless (Nelson 1992).

Another influential name in strategic management is Max Webber (Merz 2011). Merz (2011) continues to explain that Webber believed that bureaucracy within society is detrimental because it acts as a cage and prevents organisations and the people in them from operating efficiently. Webber believed that because of the way that bureaucracy operated in connection to organisations it managed to completely destroy the connection between the organisation as a whole and the individual within it (Haralambos and Holborn, 2000). Webber also blamed bureaucracy for the eradication of tradition, human emotion and principles in favour of narrow rationality (Merz 2011) and that modern-day capitalism only cared for creating results that look good on paper rather than anything substantial (Ross 2017). 

In order to work and operate in a way that is strategic, organisations collate records of information on everything they do (Dooren, ‎Bouckaert, et al. 2015). This differs depending the type of service and includes the time it takes emergency services to respond to an incident or how many patients are seen per week in a hospital (Gray 2004). Collecting information allows managers and leaders in an organisation to look backward and compare results as well as the methods used to achieve those results (Thompson and ‎Martin 2005). Through doing this they can strategically plan ahead using the best methods tested through practical application and try to predict to some extent future challenges or events that the service may have to tackle (Thompson and ‎Martin 2005). 

In some cases, this might allow managers to know when to expect busier times of more activity when more cover or staff might be required to help deal with a rise of demand (Bhandari 2013). Some question whether public organisations should meet these rises in demand and suggest they should act in a way that is best in line with the public interest; in times of large and growing national debt then the primary focus should be reducing costs, to try and help the country’s economy recover (Favero C., ‎Missale A., et al. 2000). If this is the case, then should public bodies act in a similar fashion to private companies (Ferlie and ‎Ongaro 2015)? This is can be seen in the increasing amount of contacted private companies running public organisations (Ferlie and ‎Ongaro 2015). 

Public service organisations release documentation and statistical data to the public to better inform them on the operations of the service. The management of Mid and West Wales Fire Service releases a fire year a strategic plan, this is to work in a way that is more transparent towards the public (Greener, ‎Simmons, et al. 2009). The document enshrines what the service wants to achieve in relation to sustainability, collaborations with other services as well as the environment and other priorities of the service to strengthen the message of the service through sharing it with the public (Organisation for Economic Co-operation and Development 2011). Finance costs and expenditure reports are also released to increase public accountability within Mid and West Wales (Prowle 2016).

Mid and West Wales Fire Service boasts that it has managed to keep the public safe and make their area the second cheapest in England and Wales to run a fire service per square meter (Davies 2015). According to Mid and West Wales Fire Service they respond to any fire or rescue incidents at the cost of 13p a day for each individual tax payer (Evens and Davies 2017). Considering that Mid and West Wales Fire Service cover the largest area in England this is arguably excellent value for money (Evens and Davies 2017).   

Some have questioned on whether public organisations should be so focused on saving money as a priority and argue that there are always negative consequences that follow austerity measures that are brushed aside in the pursuit of financial motives (Hastings and Bailey 2015). As the entire purpose of the fire service is to respond to emergency situations and prevent accidents with early intervention by supplying information and equipment to the public; it could be asked if it is appropriate to consider how to cut provisions to only what is necessary and instead should be focused on simply improving the service itself (Hastings and Bailey 2015).

[bookmark: _Hlk512552696]Austerity measures can help to reduce spending and in the overall help to tackle the growing deficit in the UK economy but there are also lives affected job losses and depleted services (O'Hara 2015). Because of cuts to budgets to public organisations services must seriously re-think the way they operate and deliver to the public (O'Hara 2015). Some of the stations in Mid and West Wales are run entirely by retained firefighters; retained fire fighters are payed a small retainer fee and then called from their home where there waiting on ‘stand by’ and only paid for their time at the scene of a fire or rescue, this is a radical reduction in the cost of staffing stations (Gray 2004).

However, the very nature has been brought into question due to the role of the fire fighter, dealing with deaths and risking their lives, and whether it is equitable to pay people so little when they are potentially exposing themselves to trauma from witnessing major incidents (Blaich 2008). Wrack (2013) continues by asking whether these cuts on fire services, leaving some stations totally unmanned by full time staff, is safe considering the fact that retained fire fighters receive less training during their induction. Others criticise austerity measures and complain that often officials receiving high salaries have no pay cuts while the rest of the service is reduced, and the front-line staff bare the weight of the loss (Felstead, Gallie, et al. ‎2015). Singer, ‎Das, et al. (2012), described disproportionate wages as one of the primary reasons for the power distance existing within any organisation.  

The Mid and West Wales Fire Service endeavour to strengthen their reputation and image within the public domain and releasing strategic plans can help do this (Bernays 2013). For the public to truly absorb information released in strategic plans they must be engaging (Greenland, Bainbridge, et al. 2012), Mid and West Wales Fire Service have defiantly attempted to do this by creating plans with pictures and lots of colour. Strategic plans that share information within the organisation can also decrease the power distance between individuals working in the service (Robbins, ‎Judge, ‎et al. 2013). The public distribution of this information also unites everyone within and outside of the organisation under one goal or mission and explains how they plan to achieve it (Steiner 2010). Knowledge contained in these strategic plans can allow staff in different roles and at both the high and low end of the chain of the command to acquire valuable knowledge helpful in their work and to feel more empowered as an employee (Dean 2015).


Discussion

Managers in the 21st century must be aware of the previous actions of their predecessors to avoid making the same mistakes (Hall and Bensoussan 2007). In order to do this they must have access and be familiar with all previous document and data within the organisation and this must be considered whenever planning future actions (Hall and Bensoussan 2007). Information sharing is key to any successful organisation and in the 21st century there are so many ways to do this, including shared secure information databases that can be accessed anywhere by managers (Marr and ‎Creelman 2011). This has revolutionised the way managers strategies and has changed the systems of management forever (Marr and ‎Creelman 2011).

However, Doherty T., ‎Horne T., et al. (2014), points towards a society running on systems that over predict and an increasing culture to pigeon hole strategic plans. We live in a world where anything can happen and always preparing for ‘ordinary’ circumstances can lead to being unprepared when things that are out of the ordinary occur (Doherty T., ‎Horne T., et al. 2014). Re-occurring patterns and trends can bread complacency and the belief that things will always stay the same (Paul 1999). On the other hand analysing patterns and trends of activity doesn’t just allow managers and leaders to understand best how to save money and cut necessary costs in the organisation, it can also tell them when more resources or attention is required (Hoverstadt and Loh 2017).

Successful organisations use public relations to strengthen their image and reputation in the public eye (Besharov, ‎Baehler, ‎et al. 2017). This could mean that the fire service release an information pack that the public can have for free at their local community centre, sports centre or online (Besharov, ‎Baehler, ‎et al. 2017). The packs usually are in a leaflet format containing pictures, text and contact details (Besharov, ‎Baehler, ‎et al. 2017). These can help familiarise companies and organisations with the public (Moore 1995). 

If public relations is properly delivered it can be extremely effective and create a lasting effect with the public (Moore 1995). Releasing information packs with goals and objectives of the organisation can help to empower people working in the organisation and the public while also being transparent (Milner 2002). Making public information realises concise means that the information within them can be easy digested and making knowledge easily accessible increases empowerment (Milner 2002). If knowledge and information is shared within an organisation, then all staff feel as if they are working together towards one goal (Milner 2002). Empowerment through knowledge can lead to a rise in motivation for staff and allows them to feel less like they are simply taking orders and completing tasks (Hitt, ‎‎Hoskisson, et al. 2012).

Releasing information into the public is an essential role of the management team in any organisation and helps to defeat barriers and strengthen relations with the public, as well as boosting moral for workers (Christian 2016). As well as this it helps to improve transparency and trust in an organisation (Tria and ‎Valotti 2012). Although it must be noted that there is a lot of preparation before releasing anything into the public because it can be extremely detrimental to make promises that are not delivered (Radnor, Bateman, et al. 2015). It is also worth considering moral in relation to status within the organisation (Lavigna 2013). Lavigna (2013), continues by pointing out that those on higher salaries might have more incentive, while part time or temporary with less incentives might find it harder to engage with the goals and objectives of the service or organisation. 

This can be related to Mid and West Wales Fire Services use of retained firefighters. Strategic management has helped fantastically in new ways of budgeting and planning around the integration of new roles and less resources, but should this be the focus of the public services, or does that sound too much like a profit driven private company (Dewulf, ‎Blanken, ‎et al. 2011)? If the future of public service is to try and save as much money as possible then should they start at the top end of the salaries before they consider reducing the number of front line staff any lower (Whitfield 2001). 

While there is a recognition for management within public service, such as the fire service, it is worth asking whether the number of managers could be reduced (Chaston 2012). Chaston I. (2012), continues to ask whether it should be front line staff that are the first to be cut in an attempt to reduce cost rather than other senior members on higher salaries. It is difficult to define what is in the public interest whether saving money to help economy or spending enoughto provide a ‘safe level of care’ despite the economy’s needs (Dooren, ‎Bouckaert, et al. 2015). Some have accused the reduction of firefighters specifically and pointed to incidents after the cuts where there had been deaths because of house fires, claiming that if several fire stations closer to the incident had not been closed they would have been able to prevent the deaths (Seifert and ‎Sibley 2005).

Forecasting is a theory coming from strategic management and allows managers to look ahead and plan around activities (Fayol 2016). This can include staffing, resources such as vehicles, equipment such as personal protective equipment and finances (Fayol 2016). This allows managers to adapt to new systems and changes to the way their service operates and accurately plan around their allocated budget (Fayol 2016). Private organisations use this system to estimate profit and loss, meanwhile in public organisations while the budget is considered forecasting goes beyond monitory interests (Fayol 2016). Having said this public services are increasingly being encouraged to seek the best value for money when making financial plans (Marr and ‎Creelman 2011).

Public services will plan five years ahead and this allows them to identify challenges ahead and introduce changes progressively (Doherty and ‎Horne 2002); in the fire service this could be organising relevant training for fire fighters to take on the new role of becoming first responders to medical incidents. Within the five year plan managers will try and observe the patterns of data collected from previous years and make strategic decisions based on it (Haynes 2015).

Conclusion 

[bookmark: _GoBack]In conclusion Strategic management is an incredible tool that allows managers to predict how much they will spend year on year through the ability to look at previous operations over previous years. As well as this strategic management allows leaders in an organisation to enshrine goals and objectives that can be easily understood by staff and the public. This reaches out to the public and allows them to feel connected with the fire service and other public organisations. Organisations can also understand how to become better as a whole through the reflection that looking at previous operational years brings about within managers. The implementation of strategic management in Mid and West Wales Fire Service has been very successful; managing to reduce the cost of the service to four pounds per capita and releasing this information in an attractive information manual. However, the consequences of further reducing resources for the service are unknown. 
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