



‘Strategic management can be described as the identification of the purpose of the organisation and the plans and actions to achieve that purpose’ (Lynch, 2012 p.7).  

According to Flynn (2012, p.4) ‘” management is what managers do”, both compared to what “workers” do and to what professionals do’. The concept of those in a managerial position using a variety of skills separate to those required to those who they manage, and which develops along a separate path is becoming antiquated in the public sector.

The financial crisis in 2008 left the public services under a lot of pressure as they faced a significant change in budgets cuts. It caused an immense drop in aggregate demand as well an immense fiscal deficit for governments (Flynn, 2012). Stephenson (2018) the director of the Women’s Budget Group, argued how the public services crisis has hit women the hardest. She states how it is a ‘political choice’ that a fifth of the country’s population live in poverty and that the government need to acknowledge and take action for their mistakes and help women in particular. Professor Philip Alston, the United Nations’ special rapporteur on extreme poverty and human rights, also argued in his analysis of the impact of UK austerity policies, that ‘British compassion for those who are suffering has been replaced by a punitive, mean-spirited and often callous approach’ (Stephenson, 2018, p.1). Meaning that the government are not taking as much of a sympathetic attitude as they once were. Philip Alston stated that ‘since the onset of austerity, cuts to local government funding have transferred service costs to users who are “least able to pay” (Brady, 2018, p.1). The impact of the 2010 austerity cuts have had a substantial effect on local authorities and public services, in particular the NHS and Police (Butler et al, 2019). Due to eight years of little budget increases to the NHS in England, they are left seriously overstretched, dangerously understaffed and £4bn in debt. The Police Force have had long standing concerns with regards to the cutbacks as they feel this has had an impact on their ability to carry out their duties sufficiently due to less staff and the rise of violent crime. 

In 2010 the coalition government had to make difficult decisions regarding cuts in public services after many years of the previous labour governments overspending (Flynn, 2012). It was not as simple as spreading the cuts equally across the board. By 2011, substantial cuts had to be made at both a local and national level and strategic decisions had to be made. 

According to Sajid Javid, the Chancellor of the Exchequer, a line is being drawn under austerity and expectations are a decade of renewal (Inman, 2019). He states that day-to-day spending on public services will grow by around £13.8bn between 2019-21. This is above the previous spending plans by his predecessor, Philip Hammond. This is the biggest increase in the last 15 years. 

Bureaucracy has always been a part of the structure of public services and is often regarded negatively although it is an essential way of managing the provision of services (Doherty et al, 2014). 


According to Heslop (2016) when examining the evidence relating to the success of many of the Empires of the ancient world, he is of the opinion that one of their main strengths lay in the fact that their population was so diverse. As a result of the diversity in culture, religion and ethnicity the empire was always living with the threat of re- conquest by another stronger empire and the constant pressure of this threat created a bonding influence which held the fabric of the empire together. 

When comparing and contrasting the colonial empires of more recent times Heslop finds them to fall short of the greatness of the empires of the ancient world (Heslop, 2016). Rather than comprising of a range of different peoples forced into subjugation and ruled by a strong, unwavering centralised government, modern European colonies comprised of natives from the mother country who were able to establish similar political and bureaucratic structures to those of the metropolitan centre and sometimes allowed a small measure of self-governance. 

Fredrick Winslow Taylor was born in Philadelphia USA in 1856 (Mee, 2020). He was known as the father of scientific management, an American engineer and inventor. He has had an influence on nearly every country with his system of industrial management with each of them enjoying the benefits of the modern industry. 
Taylor’s scientific management theory is very different to the likes of Maslow’s motivation theory as it looks at things in an employer orientated way by rewarding the employees based on their productivity (Taylor, 2004). This method is still used today but possibly more sparingly. His theory was to give the workers specific jobs and tasks best suited to their competency and capabilities therefore making better productivity. The expectancy of a monetary bonus in their wages would make them work faster / harder benefiting both employer and employee. In 1881, he introduced the time and motion study (Mee, 2020). The role of each worker is fixed so the job would be repetitive to each individual. The component being worked on would then be passed onto the next worker for them to carry out their work task. These fixed competitive roles work together like a cog in a wheel and the greater the output and production, the greater the financial rewards. So, loyalty and length of service would go out of the window. The more productive a person is, the higher the salary and the less productive a person is, the less the salary and even worse, possibly losing their job (Taylor, 2004). 

Taylors theory is based on three components; monitor, measure and control. The worker needs to be monitored, efficiently measured and their output needs to be controlled (Hughes and Lewis, 1998). Value for money was the main theme that was behind managing performance. This was helped by the pressure to control costs and increase productivity by focusing on the 3E’s of economy, efficiently and effectiveness. He believed only efficiency and the end product matter. Creativeness, improvements and innovations are not only the concern of the employee, the employee is motivated by money alone, and they are paid by their output, called “piece rake”. This is now looked upon as outdated and not suitable for this modern day and age and is frowned upon as being exceptionally autocratic. Employees can become very bored and feel “robot like” affecting them mentally, and the high turnover of staff demoralising, some of the factories in India and China can be referred to as sweat shops and companies such as Nike criticized in the media for using them (Wokutch, 2001). Repetitive and menial tasks psychologically effect the staff by demoralizing them and giving them no self-worth. 
Taylor’s theory is therefore outdated as the reigns are in the managements power and only focus on efficiency productivity to generate output and not the employee’s wellbeing. 
In accordance to scientific management, prosperity cannot exist in the long term unless prosperity go exists for both employees in the form higher wages and the employer in lower labour costs (Taylor, 1998). 
According to Bovaird (2016) strategies are needed everywhere, everyone should work to have one, especially within every organisation as they must have a plan of action designed to achieve an overall aim. For example, an organisation without a strategic would have no set direction for the future and would be deemed incompetent. Johnson et al (2008) states how strategic decisions help to decide what the organisation does not do, in other words ‘the organisations scope’. The decisions must fit customers requirements and needs and adopts the technologies, and how well it attracts its stakeholders.  

Wilson and Gilligan (2005) have identified 7 important areas of strategic decision making, one being the range of activities covered within the boundaries of an organisation. These areas match the organisations activities to the environment in which it operates. They argue that in order to be successful the organisation must have adequate funding, personnel and capacity to cope with fluctuation or change. They state that change within the organisations parameters is influenced and managed according to managerial preferences and ideas in addition to new environmental possibilities. Decisions made are complicated and do not always follow normal routine because of a large variety of factors. Consequently, the implication of decisions made are felt throughout the organisation. If all these areas are achieved, decisions are strategic but if they are not achieved, they would either be operational or tactical.  

Furthermore, Decision-making (whether strategic or tactical) is an element of a comprehensive problem-solving process (Wilson and Gilligan, 2005). In reality, this comprises of three significant characteristics; analysis, choice and implementation. Strategic analysis focuses on understanding the strategic situation of the organisation, which necessitates that answers be found to questions like; what changes are taking place in the environment? How will these changes affect the organisation and its activities? What resources does the organisation have to deal with these changes? And, what do these groups associated with the organisation wish to achieve? 
    

According to Grant (2003, p.16) ‘strategy is the overall plan for deploying resources to establish a favorable position’. For example, within Mid and West Wales Fire and Rescue Service high volume pumps (HVP) are strategically placed within their area, so should there be flooding, the resources and equipment are best placed to deal with the situation. Currently held in Port-Talbot and New Town fire station in Dyfed Powys (Mid and West Wales Fire and Rescue Service, 2018). 


As stated by Johnson and Scholes (2001) benchmarking most likely has as many definitions as there are organisations involved in it. It is used as a way of evaluating your performance against other organisations working in the same field. 
Although there may not be formal competition from other organisations, a ‘benchmark’ figure is set and an internal contract drawn up where-by they can check the costs of providing that service in comparison to what might have been offered by another supplier (Flynn, 2012). Therefore, it is always someone at the top of the branch who makes the decisions. 


Strategy effects on three levels of an organisation (Chartered Management Institute, 2013). These three levels by Johnson et al are; first corporate strategy, which looks at the overall scope of the organisation, adding wide value and the person of chain in their work area has the power e.g. in charge of the office they work in. Second comes business strategy, which involves competing successfully, providing best value, meeting the needs of stakeholders and effective and efficient standard of work. Thirdly, operational strategy which involves how different areas of the organisation work together and deliver, resources, processes and people and these are the front-line workers. 


When comparing public sector management with that in the private sector, one can see similarities, but public sector management has more variety in its content (Johnson and Scholes, 2001). They are both similar in that they need to change resources into things that are beneficial, but the public sector involves the consideration of more elements than the private sector. Whilst each manager in the public sector has to deal with a variable mix of elements, they all have to deal with public factors to a varying extent. 
In comparison, managers in the public sector use a wider range of resources than those in the private sector. Resources in the private sector are governed by economics, monies gleaned from income or from investments whereas in the public sector, money is not just a resource but is governed by public opinion to a certain degree. In the public sector, managers use the legislation, in addition to public funding to oversee the completion of their tasks (Johnson and Scholes, 2001). 

According to Johnson and Scholes (2001) good management is all about ensuring the minimum amounts of damage in a situation using the most economical and effective mix of money, power and persuasion. There are three key characteristics for ideal-typical public management, these are authorising environment, operational capabilities and value.  Each element has its own individual points to be followed, e.g. resources such as money and legal authority, as no public organisation would benefit without either. Internal capabilities such as knowing their strengths and weaknesses and external capabilities where they have the opportunities to work with others, but also ensure they are aware and able to manage threats such as public services budget crisis. 

Specific actions are crucial (Grant, 2003) therefore one example of the strategic management model approach is Thompson and Strickland’s (2001) five tasks of strategic management (Dandria, 2011). The 5 tasks are; develop strategic vision, set objectives, create a strategy to achieve objectives, implement and execute and evaluate, monitor and amend. By following these steps, the organisation can achieve the goals and collect data to know if things are working and going to plan. 


A new professional body was developed and came into force on the 1st of April 2017, the National Fire Chiefs Council (NFCC) (National Fire Chiefs Council, 2020). This professional body allows improvements to be made within the fire service and deliver change from the bottom of the chain to the top. The production of a set of strategic and audacious commitments has enabled the fire and rescue service to adjust and implement the needs of their communities. The NFCC hopes to offer a set of strong 
crisp strategic commitments forming the basis of the Council’s engagement with their stakeholders. This will enhance the goals for the Central Programme Office (CPO) and Coordination Committee work plans. The Strategy supports any changes and enhancements across the UK fire and rescue services which is of a benefit not only to the employees but also to the communities with which they work in by delivering new efficient and effective services. Unfailing and well thought out community risk assessments guarantee that the fire and rescue services can make the best impression to minimize and reduce risk and vulnerability in their communities.

The Fire and Rescue Service throughout the whole of the UK has had to adapt to a substantial period of change (National Fire Chiefs Council, 2020).  This has faced them with many trials within the sector. The importance of alliance amongst the blue light services is essential for the motivators for change, either within their own service or across the multiple services.  The National Fire Chiefs Council strategy is affiliated to the risks and issues facing the UK Fire and Rescue Services but is determined to deliver not only a professional service, but one which provides added value and a pledge to a unified collaboration. It is not only important to work in unity with other blue light services but to also work alongside other partners to deliver the NFCC strategy. 

The National Fire Chief’s Council is the governing authority in charge of the U.K Fire and Rescue Services (NFCC, 2020). Their strategic commitments involve being accountable for developing the best possible service with regard to the provision of a service responsible for the protection of people and their communities. The council will work alongside the fire and rescue service to ensure that community risk assessments are in agreement with a national definition of risk. They enable the U.K fire and rescue services to identify the most effective strategies in their arsenal and plan the most effective way to tackle the most vulnerable areas of risk in their communities. They will ensure to encourage and assist the fire and rescue services to introduce and develop new ways of implementing digital and information technology, encouraging the sharing of data throughout the service and with partners to ensure maximum effectiveness and efficiency. 
The finance department work alongside partners in developing multi - year budgets, including agreed collective funding to enable the service to plan for future sustainable change and reform. 
The principles of the NFCC is to ensure the council provides an effective and coordinated leadership throughout the U.K. Fire and Rescue Service opinions are listened to and their views are taken into consideration. Decisions and accountability for actions taken at a local level are without compromise. Politicians, their roles and responsibilities will be respected.



Public service managers have a different relationship with their users than that of a factory and its customers. Managers need to be aware of this and adjust accordingly. Public services are in a constant state of flux because of the environment in which they operate. They have to acclimatise to political, technological, and economical forces and managers must adapt their management style to correspond with these changes. The aforementioned forces have also meant organisational and ownership changes for professionals and managers alike (Doherty et al, 2014). Public services are increasingly required to develop innovative ways of delivering public services. these changes include creating shared services across large geographical areas, encouraging social enterprises to bid for the delivery of key services and encouraging local communities to take more active part in designing and delivering public services.  


Doherty et al (2014) It is thought that in the next 20 years top management will no longer have the monopoly on strategic thinking and managing change but that these tasks will be delegated to managers at all levels. These managers will need the skills to predict future outcomes, be creative about new developments and be able to reflect upon their actions and their ramifications. They will need to consider carefully the consequences of any actions and use critical thinking when deciding upon any options for change.


In conclusion, strategic management is key within any organisation especially the public service sector. The 2008 financial crash left the public services under a lot of pressure as they faced a significant change in budgets cuts. It caused an immense drop in aggregate demand as well an immense fiscal deficit for governments. Due to the decline in economic performance during the last decade the amount of money available to spend depends on what is available from taxation. 
Budgeting is imperative and the decisions are made at central government and Treasury, this then in turn will work its way down to the lower level. Due to this, it is then down to the lower level to make immense decisions such as which services should be cut.
Essential factor of strategic management change management as organisations never stand still and are constantly evolving, e.g. the Fire Service used to just be for fighting fires but today they rescue, floods, home fire safety etc. 
The key goal in any public service is about understanding the organisation and achieving their strategies. 




References 


Bovaird T (2016) ‘Strategic Management in Public Sector Organisations’ in Bovaird, T. and Loeffler, E. (eds) (2016) Public Management and Governance (3rd edition). Abingdon: Routledge



Brady, D., (2018) UN inspection highlights ‘gutted’ local government. Available at: https://www.publicfinance.co.uk/news/2018/11/un-inspection-highlights-gutted-local-government1 
(Accessed: 13 February 2020)



Butler, P., Campbell, D. and Siddique, H., (2019) Not just schools: five public service areas struggling with cuts, The Guardian. Available at:  
https://www.theguardian.com/society/2019/mar/08/not-just-schools-five-public-service-areas-struggling-with-cuts 
(Accessed: 13 February 2020)



Chartered Management Institute (2013) Strategic Management and Leadership. Available at: https://www.managers.org.uk/~/media/Angela-Media-Library/pdfs/Pathways%20workbooks/Level%207/Sample%207001V1.pdf 
(Accessed: 2 March 2020)



Dandira, M., (2011) Involvement of implementers: missing element in strategy formulation. Business strategy series. 12(1), pp. 30-34



Doherty, T.L., Horne, T. and Wootton, S., (2014) Managing public services-implementing changes: a thoughtful approach to the practice of management. Routledge.



Flynn, N. (2012) Public Sector Management. London: SAGE Publications Ltd. 



Grant RM (2003) Contemporary Strategy Analysis. Oxford: Blackwell


Heslop, D (2016) ‘Political System,’ an article for the Encyclopaedia available at: https://www.britannica.com/topic/political-system     
(Accessed: 2 March 2020



Hughes, G. and Lewis, G. eds., (1998) Unsettling Welfare: the reconstruction of social policy (Vol. 4). Psychology Press.
Inman, P. (2019) Has the age of austerity really come to an end? The Guardian. Available at: https://www.theguardian.com/business/2019/sep/05/has-the-age-of-austerity-really-come-to-an-end-sajid-javid 
(Accessed: 14 February 2020)



Johnson, G., Scholes, K., (2001) Exploring Public Sector Strategy. Essex: Pearson Education Ltd. 


Johnson G, Scholes K and Whittington R (2008), Exploring corporate strategy: text and cases (8th edition). Harlow: FT Prentice Hall



Lynch RL (2012) Strategic Management (6th edition). London: Pearson Education



Mee, J (2020) ‘Frederick W. Taylor’, an article for the Encyclopaedia available at: https://www.britannica.com/biography/Frederick-W-Taylor 
(Accessed: 2 March 2020)



Mid and West Wales Fire and Rescue Service (2018) Launch of new flooding and water rescue equipment. Available at: http://www.mawwfire.gov.uk/english/newsroom/news/Pages/Launch-of-new-flooding-and-water-rescue-equipment-.aspx 
(Accessed: 13 February 2020)




Stephenson, M., (2018) The crisis in public services has hit women hardest. Available at: https://www.publicfinance.co.uk/opinion/2018/11/crisis-public-services-has-hit-women-hardest 
(Accessed: 13 February 2020)



Taylor, F.W., (2004) Scientific management. Routledge. 


Taylor, F.W., (1998) The principles of scientific management. 1911.



Wilson, R.M. and Gilligan, C., (2005) Strategic Marketing Management: Planning. Implementation and Control. (3) Oxford: Elsevier Butterworth-Heinemann.
Wokutch, R.E., (2001) Nike and its critics: Beginning a dialogue. Organization & Environment, 14(2), pp.207-237.



Mason, R.O., Dickel, K.E. and Snyder, N., (1986) Strategic management: A methodological approach. Addison-Wesley. 



National Fire Chiefs Council (2020) National Fire Chiefs Council Strategy 2017-2020. Available at: https://www.nationalfirechiefs.org.uk/write/MediaUploads/NFCC%20general%20documents/NFCC_Strategy_October_2017_Proof_1.pdf 
(Accessed: 10 February 2020)



image1.png




image2.png




