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Strategic management regarding public sector will be a key focus point. Identifying limitations and difficulties that limit public sector organizations reaching their desired aims and objectives. Other key areas will include management, strategy and strategic planning. Critical evaluation will be drawn from key ideologies from a range of thinkers such as Moorcroft, F.W Taylor and Henri Fayol to see if their theories can be successfully applied to the modern public sector and help to loosen the strain of the organizations.  A conclusion will bring the findings together summarizing the outcome of the essay as to whether the ideologies of these theorists will have a successful impact upon the modern public sector.









Management is used in every organisation such as public-sector, private and voluntary sector organisations. Having a management structure in place allows the business to set out a hierarchy system that defines roles and responsibilities. Theories from Henri Fayol, F.W Taylor and Moorcroft challenging ideologies towards managers and leadership style will be used throughout. Through use of these theories, focus will be drawn upon by adopting these theories and determining whether it could ease the strain on public sector organisations.
As well as management, it is important to have a strategy in place highlighting specific goals and targets. This helps management to identify key ways of achieving organisational goals by creating an efficient strategy to achieve the goals in the most effective way possible. 
Grant (2003) identifies strategy as the long-term plan for using resources to gain a competitive edge. By having a strategy, it allows management to devise an action plan for the organisation. This can be referred to as strategic management. According to Byars (1992 p; 5)
’Strategic management involves making those decisions that define the organisation’s mission and objectives, determining the organization’s most effective utilisation of resources.’
Setting up and utilising strategies are extremely important. However, strategic planning must be used to set up a realistic and achievable goal for the organisation. For this reason, strategic planning must be taken in to account. Stead and Stead (2014) sees strategic planning as supplying lengthy data regarding internal and external situations to managers who can distribute resources more efficiently.
As stated above extensive data is used to set more achievable targets taking in to consideration both external and internal data. This is fundamental when determining goals for organisations and public sector as many externalities could unexpectedly change circumstances. 
Finlay (2000) describes stakeholders as people who the businesses actions have a direct effect on. As public-sector organisations receive funding through public taxation this means the public are stakeholders so limitations and difficulties faced by these services could affect the delivery of the service to the public. Difficulties such as a reducing budget, reduced workforce, and an emphasis on value for money and a major reduction in resources all of which can have a dramatic effect on the public sector hitting their expected outcomes from their stakeholders.  The theories of these thinkers will be used to determine if they were to be applied to today’s public sector whether it could ease some of the strain on the public organisations. 
Strategy is a key element in the success of every business and must be utilised for the organisation to go forward. As private organisations operate solely for profit, their profit/ budget can fluctuate throughout the year. This means that when profit is being made the organisations have a larger amount to spend on resources. However, as public-sector organisations have a forecasted budget at the start of the year they must manage that money by delegating it so aspects of most importance receive the funding they require to ensure the delivery of the service. By adopting an effective strategy, the organisation can set out achievable and realistic goals. This is especially important for public sector organisations as they protect the public and due to limited funding, each penny spent must be accounted for. Strategic planning is fundamental in creating an effective strategy that is realistic and achievable to take the organisation forward. Stated by Reading (1993 p; 250) 
‘An effective strategy has to contain both position goals, where the company wants to be, and execution gaols, the resources the company wants to develop and have available to operate with.’
Strategic planning is key to the efficiency of the organisation. If a plan is not created then there is less chance of providing a better service as a plan in used to identify the direction the organisation wishes to go. South Wales Police (2018) are a public organisation and they declare their budget for the year as £262.789.079. This shows the annual budget for 2017/18. It is extremely important that strategic planning be adopted to highlight areas of improvement to meet strategic goals. Just like in any other business, the top-ranking officials will work closely to create a strategy that meets the needs of the stakeholders. Johnson et al developed a three-level strategy of strategic planning. This starts with corporate strategy which stated by Johnson et. al (2005 p. 6) 
‘The overall scope of an organisation and how value will be added to the different parts of the organisation.’
Secondly, business strategy refers to competing successfully and providing best value.  Lastly is the operational strategy, which also pointed out by Johnson et. al (2005) how each aspect of the business carries out the business and corporate strategies regarding resources and individuals. By adopting Johnson’s three level model for strategy, it sets a clear tactic for the organisation to use when looking to achieve a goal. By identifying the levels, it helps each aspect of the business deliver an effective service. Grant (2003) who identifies 
‘A tactic is a scheme for a specific action.’
	This suggests that no matter how good the strategic plan put in place is if the resources are not available then the plan is not going to work. This could suggest that if this model was utilised by public sector organisations it would set a clear strategy for that organisation to follow with clear steps for the employees to follow identifying what needs to be done and how to do it. However, as public-sector budgets are constantly dropping it may be difficult to provide the people and resources to carry out the duties. With this model, it could bring difficulties such as setting goals that are unachievable for the people on the ground by not having enough resources or people to carry out jobs that will contribute to the overall goal. This could have a negative impact on the stakeholders as the jobs being too demanding and unachievable resulting in a dissatisfactory service for the public as well as depleting employee morale. By not having enough money allocated it puts a strain on the organisation, as the employees will have to work exceptionally hard to put the strategy in to place due to the limited amount of staff. If this was the case then if could pose more difficulties such as jeopardising the delivery of the service to the public creating unacceptable standards. This model resembles how public-sector organisations operate and if used correctly it can overcome limitations and difficulties by setting a long-term plan highlighting area of improvement and then investing time and resources in to those key areas to turn weaknesses in to strengths creating a better overall service for the stakeholders. Overall this model is a good way to implement a strategy for public sector organisation and helps to provide an efficient service.
	Johnson’s 3 levels can be associated with the triangle of power, which involves a hierarchy system that places leaders at the top, managers in the middle and administrators at the bottom. When it comes to making strategic decisions the people at the top of the triangle are the leaders who make the strategic decisions for the administrators to carry out. All public-sector organisations and businesses operate through a hierarchy system which places high level people at the top, usually the people with the most power and lower level people at the bottom hence the triangle of power. This is where strategic management comes in.  
Lynch (2012) highlights strategic management as the recognition of the goal of the organisation and the way to reach that goal. Strategic decisions will usually be made by managers/leaders. However, it has long been disputed as to what constitutes an effective and successful leader and what style should be implemented. However, the work of Luthan’s draws a line between effective and successful leadership, which can be seen by Robinson (2005) successful managers, invest their time in networking whereas effective managers, spend less time networking and invest more in communication. 
	This suggests that to be effective you must communicate with your team or to be successful you must use your influences and networking.  This suggests that successful managers are more likely to be promoted through connections whereas effective mangers those who inspire and motivate people are less likely too. However, Goodwin and Sommervold (2012) outline that communication is key to the durability and progression. This suggests that if communication is utilised then regardless of networking, a successful level of management will be reached and employees respond better to communication. This correlates with Vroom’s expectancy theory. Koontz and Weihrich (2006) describe an individual’s motivation is driven by the worth of the outcome determined by their effort. This can be applied to public sector organisations as it goes hand in hand with mission driven government. From this better efficiency and more effective results are produced. This means people are more motivated by the mission rather than the rules. When applied to public sector organisations this strategy is essential as financial bonuses are not encouraged so motivation must come from a passion for helping the public. The down side to this strategy is that if a person is not passionate in the job they do there could be a chance of being a weak link in the team and not meeting satisfactory standards for the public. However, as the rewarding nature of public sector organisations Vroom’s expectancy theory can be applied to the organisations and used to motivate employees to put maximum effort in to achieve a rewarding outcome which could be striving to carry out their duties to their maximum potential this would meet the needs of the stakeholders and deliver a satisfactory service. This suggest that applying Vroom’s expectancy theory as a way of motivating employees could reduce difficulties faced when meeting the needs of the public.  
Luthan’s work could correlate with work carried out by Niccolo Machiavelli entitled ‘The Prince’ in which it suggests that the ends must justify the means-this results in the disregard for ethics and doing anything to achieve the ends. This encourages doing anything if the end goal is achieved. The term for this type of behaviour is known as ‘Machiavellian’, which suggests immoral and deviant behaviour in government structures. There are numerous cases identifying this sort of behaviour in both private and public organisations.  Deviant and corrupt behaviour could occur in a private sector organisation. However, this type of behaviour would not be tolerated in the public sector, as honesty and integrity are the foundations for which public sectors operate on. This argues that ethics should be the minimum attribute for a public-sector leader. However, Kellerman (2004) argues;
‘Leadership is not a moral concept and that leaders are not necessarily good people; they are like everyone else, ‘trustworthy and deceitful, cowardly and brave, greedy and generous’.
Having an ethical person in charge of public sector organisations would be the most effective strategy in meeting the needs of the stakeholder as the primary aim of ethical people is to do the right thing. Although, multiple cases in the past have shown that corruption in public sector organisations are not uncommon. An example would include the Stephen Lawrence case. This case involves Stephen Lawrence a black teenager from South East London. It was found that the crime was racially motivated and issues of race hindered the police investigation. An enquiry proved institutional racism during the initial investigation. This was an example of corruption in the public sector and it can be linked to Machiavelli’s work, which displays deviant and corrupt behaviour within an institution. 
Machiavelli’s style of management is termed as completely autocratic. Meaning that one single person has total control over the decision-making and management process and sets strict direction for lower level managers.  When this style is adopted, it results in the middle managers not being able to make their own informed decisions. However, if given the freedom to make their own decisions to the people on the ground rather than follow set directions it could restrict the evolution of the organisation. However, Performance and innovation (2018) highlight managers who are overwhelmed with directions struggle to function effectively. This identifies that by following set directions hinders the progression of the organisation in meeting its goals. However, if middle managers such as inspectors in the police and watch managers in the fire service where allowed to make their own informed decisions it could suggest that they are more aware of what will work as they see the work first hand on the ground. This implies that Machiavellian behaviour would be ineffective in modern day public sector as more employee participation is as a more effective way to deliver a service as it keeps morale high therefor boosting the efficiency of the service. This is down to low morale would result in the employees not being fully committed to their job resulting in not providing the highest quality service. 
Machiavellian correlates to the work of Henri Fayol who introduced his command and control model identifying 14 principles of management and puts emphasis on a hierarchy system in organisations.  Command and control promotes autocratic leadership style placing authority at the top of the hierarchy. Fayol’s basis of his theory highlights the importance of a manager figure and the functions of a manger as stated by Robinson (2005 p; 32)
‘Fayol taught that the functions of management are fivefold; planning, organising, commanding, coordinating and controlling.’
It is evident that Fayol believed managers should be tough and autocratic towards employees with some of the principles including; unity of command; the scalar chain-which includes a line of authority or hierarchy and unity of direction; which places an importance of one plan, one leader. 
It could be argued that Fayol’s era was just after the industrial revolution when workers had terrible conditions with little care for health and safety. However, Moorcroft (2000) took Fayol’s principles and altered them in to 10 ‘new principles’ in which it takes focus away from an autocratic style of one leader and puts more focus on teamwork, development and initiative. Moorcroft (2000) drew up new principles that highlight the importance of a good relationship between managers and workers. Some principles from Moorcroft (2000) include relationships are key, investment in coaching and advancement is fundamental. Moorcroft identified how the times have changed when comparing to Fayol’s original principles an emphasis on employee participation is highlighted more which colligates back to mission driven governments as previously stated. 
This can correlate with modern public sector as many opportunities are presented to new and existing employees that look to develop employees and encourage participation with ideas and insights. This differs from Fayol as it takes away the autocratic style and the strict hierarchy. Even though the hierarchy remains, it encourages people to show initiative and develop themselves rather than do what they are told and not think for themselves.
Fayol’s theory could conjoin with F.W Taylor’s work in which Taylor looked at absolute control and planning. Robinson (2005) identifies he encouraged the most effective way of completing a job should be described specifically. This can be related to Fayol’s work in a sense that they both highlight the importance of a hierarchy structure. However, Robinson (2005 p; 32) described Taylor as 
‘The enemy of the working man.’
	This is due to his belief workers should be chosen carefully and constantly monitored as he believed in ‘soldiering’ which promotes the belief that the instinct for workers is to take it easy, therefore he believed workers should be constantly monitored. It would be near impossible for a public-sector organisation to monitor each one of the employees. However, with advances in modern technology many police forces throughout the country have equipped they’re on the beat officers with body camera must monitor activities of the officer. This would help to hold people accountable for their actions in the event of something going wrong. As the officers have a camera attached to them, it may motivate them to think twice about the consequences of their actions. This could help in overcoming limitations posed by the public not having total trust in the police believing they abuse their power. Therefore, this incentive could prevent police allegedly abusing their power as their actions will be recorded to justify if something goes wrong. This can be linked back towards the work of Machiavelli, by using body cams it can prevent deviant behaviour in the force as it can hold people accountable if that sort of behaviour is adopted. This shows strategic management by the leaders as it helps monitor behaviour whilst attempting to overcome limitations and ensure an effective and fair service. 
However, this may affect the police behaviour as they may feel under pressure when dealing with situations as they feel their actions are constantly being criticised disallowing them to carry out their duties. This incentive also shows how the work of Taylor is still being used today in business as well as public sector such as call centre workers operating through a script. Employees are carefully selected and trained so this is evident Taylor’s work can be related to public sector organisations nowadays as the job is to serve the public and as they are the stakeholders only the best trained and specific people can represent the public sector. 
Referring to the work of Fayol and Taylor they both highlight hierarchy structures as a significant area in the success of an organisation. Nowadays, even though hierarchy structures are utilised employee participation is encouraged. Employees from lower level ranks are encouraged to use their insight off front line and engage in ideas that help deliver an effective service that corresponds with the strategic aim of the business. This differs from the work of Fayol and Taylor as they suggest a strict system whereas these days hierarchy structures are still in place although they are transparent in many companies. Hierarchy systems are key in public sector organisations due to the high-risk environment as stated by Robinson (2005 p; 32) 
‘A degree of hierarchy, and clear lines of command and accountability, to function effectively. Any organisation that has to respond to a crisis…needs to know who is in charge and who does what.’
In public sector organisations, lower level ranks can offer insights and ideas to create a better service. However, when called upon in times of crisis a strict hierarchy structure is adopted to identify a clear leader who can instruct clearly and effectively allowing everyone to know who to look to. Also holding managers accountable for the actions of their teams therefor ensuring accountability and the effective service delivery to the public. This is evident that fayol and Taylor’s hierarchy approach is still effective in the modern public sector. 
To conclude, it is evident that certain theories such as Vroom’s expectancy theory and Johnson’s model are still applied in modern day public sector organisations and are successful in reducing the strain on public organisations by identifying areas for improving and attacking that area to provide a more effective service for the stakeholders. However, it was also found that certain theories put forward by Fayol and Taylor would increase the difficulties in delivering effective services to the public. The time of the strict hierarchy structure Fayol have been pushed aside for employee participation. Although hierarchy structures are used in every organisation nowadays an over emphasis on one single leader would prove to be another obstacle when it comes to delivering a service as this would encourage confrontation and tension whereas teamwork is a key aspect nowadays. A key aspect found was that the transparency of a hierarchy structure is higher than ever with a focus on employee participation and the development of employees. Moorcroft’s adaption of Fayol’s principles highlights a key change over time in which the importance has been taken away from the leader and shifted to teamwork. It was also found that behaviour such as Machiavellian would not be beneficial for the stakeholders as ethical approaches are better designed for public sector organisations and would produce more difficulties for the public organisations if adopted. 
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