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The main objective of this paper is to provide an overview of strategic management in public sector organisations. To understand the complexities of strategic management in the context of public sector organisations, and provide an examination of relevant key strategic management theories. The critical evaluation of the application of the theoretical models in relation to individual challenges and limitations they impose on public sector organisations to achieve their strategic aims and objectives for stakeholders will also be considered. Studying the application of strategic management approaches with a focus on achieving sustainable and efficient performance will also be examined in the real-world context of modern public service delivery.
They have been considerable advances in Strategic management development in public organizations over recent decades due to the changes within the public sector as they move towards a more business – like approach under New Public Management changes (Ferlie, 2003).
Since the 1970s, the development of strategic management concepts and ideas have evolved from the private sector into the public sector. The adoption of business like management styles and practices has seen the implementation of a range of management techniques which include, strategic planning, objective setting, and financial budgeting. 
Many would query the effectiveness of a corporate approach within public organisations. Perry and Rainy (1988) challenged that political, ethical and organisational differences made some business-related concepts too inappropriate for public administration environments. 
Igor Ansoff, is often referred to as the father of strategic management and his theories are based on the importance of the environment and anticipating changes to its variables. His study of corporate strategy focused on strategy construction and decision making. Ansoff identified categories of organisational decisions relating to policy, programme and design and this classification is known as the 3S Model (Strategy, Structure and Systems). This model is applicable to public organisations today where analysis of service users, organisational systems and resources and closely linked to efficient and effective management of operating budgets. Ansoff believed that at the core of all successful public organisations is a focus on the performance and capability of the managers and their ability to consistently deliver competencies and performance indicators that will have the greatest impact on driving strategy. 
The evolution of strategic management has continued to emerge, particularly following the global financial crisis in 2007-2009. The modernisation of public governance and the pressure to reform public services has been politically driven to meet the challenges that austerity measures place on public spending. Over the last 15 years public organisations have seen governments develop a range of public policies that have been designed to improve performance and efficiency across public organisations and services to ensure that they meet the expected outcomes for all stakeholders. In order to reform public organisations, there has been a greater emphasis being placed on public sector leadership within the UK across health, local government, education and public services through the investment in leadership training programmes. It is recognised that the development of effective leaders within the public sector is a key requirement to delivering strategic successes within public organisations. 
Strategic development and management is a challenging process and in an everchanging and dynamic world, leaders and managers need to be able to be creative to bring about the right conditions for improved performance and effective strategic change. Public organisations need to work in diverse ways, engaging in partnership working to develop sustainable and successful practices for stakeholders. Effective partnership working across emergency public services in Wales with the introduction of joint resource management projects e.g. control room services has encouraged strategic partnership working across services which has improved response times for service users across the emergency services in addition to an improvement in the utilisation of staff and resources. This approach has a positive impact on relieving the financial pressures that public organisations face under current austerity measures.
One such challenge is the application of strategic management theories like Porters Strategic Positioning Strategy (Porter, 1996) and the Resource Based View Strategy (Peteraf 2003). This can be attributed to the restraints that public-sector mandates places on strategy development. Business strategy management is often linked to market position and profit and in the public sector the focus is on providing value for stakeholders through efficiency of service delivery. Porter’s work (1996) is linked closely with the positioning school (Mintzberg 2002) which analyses strategy as processes and activities that are sustainable and position the organisation at a competitive advantage. Operational efficiency within an organisation should be a key element used to drive strategy development. Public sector organisations need to ensure that strategic decisions are targets at delivering outcomes for customers and stakeholders. Engagement strategies to consult and involve stakeholders is an essential element in strategy development within public organisations. This can be achieved in a variety of including, telephone surveys, online questionnaires and the setting up of public panels or forums which encourage face to face interaction with stakeholders. The constructive involvement of stakeholders in the decision-making process can assist in the development of relevant and meaningful strategies that have a positive impact on outcomes for stakeholders, which is the aim of all public organisations.
Porter (1996) states that operational effectiveness in performing activities is a significant factor in the strategic position theory as it encourages public organisations to undertake their roles and responsibilities in a more creative way to meet the needs of stakeholders. Porter’s strategic positioning is effective under New Public Management environments where performance based and market like conditions are applied  
The resource based strategy places a greater emphasis on developing and utilising the organisations resources (Powell and Bradford 2000). The Resource-based strategy is defined as “strategy creation built around the further exploitation of existing core competencies and strategic capabilities” (Thompson and Martin, 2005).
A key to the success of public organizations is their ability to identify and build capacity, particularly their distinctive competencies, in order to produce the greatest value for key stakeholders. Public organizations exist with the sole purpose to serve the public and satisfy stakeholders. In a period of changeable budgetary resources, accountability, and increased public uncertainty regarding public organizations makes stakeholder satisfaction a challenging task.  The key to achieving this success public organizations must be dynamic and place greater on their organisational capacity to achieve their strategic goals. Early strategy management theorists like Ansoff (1996) recognised the importance of identifying and using resources effectively to deliver strategies. The resource based view of strategic management recognised the growing importance of resources within public organisations and is an effective theory that can be applied to the public sector. Local authorities have a wealth of assets and resources at their disposal and they need to be transparent in their appraisal of how they utilise and manage their resources to maximise the benefits for all stakeholders. They have a duty to provide best value and value for money for their communities.
Public sector organizations are faced with increasing pressure to adapt and improve performance. However, they are often constrained by legislature and policies placed on the from government bodies and boards appointed by public officials. These influences can place constraints on autonomy and creative leadership and can result in the authority of leadership being limited by political imposition and external scrutiny as part of accountability systems.
The importance of effective strategic management is a key component in delivering successful outcomes for stakeholders in all public-sector organization. There is a greater expectation being placed on public sector managers to deliver and implement strategic plans in an efficient and effective services which are measured against performance outcomes to provide value for money for all stakeholders. The prominence of concepts, theory and practice of strategic management play a significant role in public governance. 
The use of the word strategy is widely used in a range of managerial environments despite the absence of a clear definition. It is evident that the understanding of the word strategy varies depending on the context, and the individuals within an organisation. In general terms, strategy can be defined as a plan of action for improvement. 
Strategic planning is sometimes referred to as ‘long-term planning' or 'corporate planning' which considers whole organisational planning over longer time periods. Strategic management and planning is characterised by a number of key features;
· it provides direction within an organisation and considers all its actions and activities
· it reflects on the impact of all stakeholders 
· it considers sustainability in obtaining competitive advantage 
· it embeds the organisation, its resources, and capabilities to its environment
Public organisations that strategically plan are successful in delivering outcomes for stakeholders.   However, there are several advantages and disadvantages associated with strategic planning. Advantages include, the encouragement of organisations to develop long term plans, to provide direction, develop efficient and effective use of resources and monitoring performance to ensure that goals and outcomes for stakeholder are achieved. Some disadvantages associated with strategic management and planning are the financial and time pressures it places on organisations. Strategic plans in the public organisations can become very bureaucratic and this can place constraints in a rapidly changing public sector environment.
The traditional approach used in strategic management can be considered as three processes. Firstly, a strategic analysis of the organization is undertaken followed by the setting of objectives and targets that are finally implemented through an action plan. 
Johnson et al (2006) describes organisational strategy as a long-term vision that guides the direction of an organization and they have developed a model of strategic planning that consists of the same three elements;
1) Analysis of strategic position
2) Strategic options and choice
3) Implementation – organising, enabling and managing change.  
However, they recognise that all three elements are interdependent and that strategic planning can begin at any point in the planning sequence.
Johnson et al (2006) recognises that within public organisations there are three main levels of strategic planning. 
1) Corporate Level Strategy – focuses on the public organisation as a whole and its ability to deliver its vision, aims and objectives to ensure it providing value and meets the expectations of its stakeholders. An example of this would be the Strategic Plans developed by local authorities across the UK.
2) Business Level Strategy – focuses on the ability to provide best value and value for money for stakeholders whilst delivering public services. An example of this within the Public sector would be the procurement of and proficient use of resources within a strategic business unit.
3) Operational Strategy – focuses on the constituent parts of an organisation and their ability to deliver the corporate and business strategies through the effective use of resources, processes and people.
It is important to note that in order for strategies to work effectively across public organisations there must be consistency across all strategic levels. This is particularly important in the public service delivery sector where stakeholder expectations are high. A joined-up approach across organisations is essential as decisions at one level can impact on other strategic levels within the organization. 
Johnson and Scholes (2006) use the term 'strategic lenses' and suggests that organisational strategy should be viewed from a variety of strategic perspectives (Strategy Design, Strategy Experience and Strategy Ideas) to ensure that problems and issues are not overlooked and have a positive rather than negative impact on organisational success. 
The work of Henry Mintzberg has been instrumental in the development of a working definition for strategy (Mintzberg et al., 1998) “The means by which an individual or an organization accomplishes its objectives”. Mintzberg suggests the use of five key elements, known as the “5 P’s of strategy” as outlined below;
Plan – A purposeful action which is planned and applied with the intention to achieve an outcome. Plans can be developed using either a formal or informal approach.   In public organisations, formal plans are developed to translate ideas into documented forms. These can lead to long term, time driven and static plans being developed. These often do not evolve and stifle creative strategic management. Departmental planning within public organisations provides greater opportunities for short term planning cycles to meet a particular purpose.
Ploy – An intended action or manoeuvre to overcome an opponent using either deception, threats or discrediting tactics. 
Pattern – An unintended outcome which is realised as a result of behaviours identified from strategy actions undertaken. Often patterns of behaviour emerge from strategies and can influence future strategic decisions and planning.
Position – A means of ensuring that an organisation is effectively located in an environment that allows for the delivery of services or products to meet the needs of its customers or stakeholders.
Perspectives – An insight into the personality and ethos of an organisation. The importance here is the development of a shared perspective amongst the members within an organization and their collective understanding and mindset. The organisations shared vision should be central to future strategic developments.

 An alternative approach to strategic management is provide by Mintzberg (1992) who suggested that many strategies adopted by organisations are not consciously planned. The ‘Emergent Strategy’ is based on the idea that it is the staff within an organisation that impact more on strategic planning rather than the strategic ideas of managers. This thinking corresponds with the idea that emergent strategies are closely relate to the needs of the environment in which they emerge. It is often the ideas from front line staff which assist the development of strategic ideas for managers as they have close relationships with service users within organisations. Mintzberg (1992) suggests “Strategies are not things that are written down periodically, although people do try to write them down. Strategies are things that exist in people’s head; strategic visions cannot easily be written down. So, I think managers create the strategy; planners formalise it.”. The formalisation of this planning process is an important feature in public organisations. It provides an opportunity for emergent strategies to be tested. This allows those ideas that are not effective to be eliminated, whilst the more successful strategies can be embedded and planned into the strategic plans within the organization where their performance can be inspected and managed. 
The influence of the political environment on strategic management within public sector organisations is significant. Strategic management often involves the process of making tough decisions. Prioritising activities to meet targets can have a negative effect on stakeholders. Many of these decisions are politically driven and it is important that opposition from ruling groups at both a local and national government level does not deter public organisations from moving away from their strategic decision and plans. Despite the ambitions of politicians to take on board the interests of all stakeholders, it is almost impossible to please everyone. For this reason, strategic management within public organisations need to maintain focused on their strategic aims and vision for the organisation.   
As communities and society evolve, it is important to consider the impact of change on strategic management. Public sector organisations are facing a multitude of external pressures being placed on them. Austerity measures have place huge budgetary constraints on the public sector across all services. Despite this there is a growing emphasis on accountability and an expectation from stakeholders for satisfactory outcomes across all public services. In periods of change it is important that public organisations can adapt and pursue innovative ideas to deliver strategic plans. A failure to adapt to change can cause disruption within public organisations leading to instability and lack of strategic focus on meeting their long-term goals.
An example of the impact of strategic management in the public sector can be explore through the development of Local Authority Corporate Plans. These plans provide a strategic framework for the delivery of council’s priorities and are closely linked to Welsh Governments policies and contribute to their agenda of creating a prosperous, resilient, equal, cohesive and globally responsible Wales. 
Swansea Council (2017) have developed a 5-year corporate plan which outlines their strategic vision for service delivery which is underpinned by their key values (People focus, Working Together and Innovation) and principles (Sustainability, Prevention and Partnership). The delivery of the strategic vision is built on a foundation of performance improvement which includes both corporate and departmental service plans.
The characteristics of strategic planning and strategic management are very unique. Both play a vital role in public sector organisations. Strategic management plays an ever more significant role in shaping the performance of public organisations, whilst strategic planning plays a more restricted role. It is an evolving phenomenon and leaders of public organisations need to engage with managers, staff and service users to drive strategic ideas and change.  Individual public organisations also find themselves having to negotiate strategic changes alongside other organisations. This is particularly evident in public service delivery sectors where partnership working is encouraged and strategic ideas are being influenced through cooperation and alliances with other public organisations. 
[bookmark: _GoBack]New perspectives and management theories have led to public organisations evolving into more business-like environments. This however has created many negative consequences, such as the obsession within internal efficiency which require immediate measurable results, at the expense of more long-term objectives. Johnsson (2009) argues that from a management stand point, the introduction of public sector organisation strategies can be regarded as a positive step forward in the evolution of public administration. Applying business style management strategies with a profit based orientation in public organisations will continue to remain a challenge for leaders of public organisations as their main focus will always be the drive to deliver positive outcomes for stakeholders. 
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