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Understanding Strategic Management theories and the impact upon public organisations. 
















Introducing strategic management 

The paper will be set into three key areas. The introduction, the main body and a brief conclusion at the end. The introduction will be set out to define and critically analyse strategic management. The use of different sources from journals, papers, books and websites, will look at different aspects from diverse people by supplying as much information to answer the question of how is strategic management set in public sector organisations. The second part of the text will be the main body. This will be the main analysation of strategic management put together in the public sector, whilst looking and comparing arguments of two sides of the story. Finally, the conclusion will sum up everything discussed in the text and to find an overall answer of how strategic management is exercised. 


The establishment of strategies is the making of a plan. The implementation of those strategies and plans are the key management and decision making in any kind of organisation. According to Morden. T (2016) the strategic decision making takes place in some form or other in all organisations. The formulations of strategic management or plans is a major responsibility for tycoons, or in a public-sector relation, and managers in public and private companies. Morden (2016) also discusses that business planning and the form of a strategy is a major responsibility for managers and administrators. An example of this would be the public sector and no profit organisations such as hospitals, government agencies police and security bureaus, schools and higher education. Discussion of Public organisations will be spoken about further on in the text. [Morden. T, 2016: 13]. 

Morden. T (2016) also discusses a brief definition provided by Kenneth Andrews, ‘strategy is the pattern of decisions in a company that determines and reveals its objectives, purposes or goals.’ [Morden. T, 2016: 14]. It intends to make its shareholders, employees, customers and the community make a strategic decision and help contribute to a pattern that is most effective for the longest periods of time. 

Bradley. J (2018) analysis the main reason why Strategic management was first introduced. He mentions that, often businesses owners want to make a big decision but do not know where to begin. The most important concept of strategic management in all business, as stated previously, is evaluating important business plans and objectives in order to make the company as effective and efficient as possible. The three main points of topic concentrated on business planning is listed by Bradley (2018) these include, corporate governance, core competencies and setting goals. Firstly, corporate governance. An operative company is frequently one that has started plans and services within its structure that safeguard effective communication, upright management and effective guidance. Without these characteristics of corporate governance, it is hard to manage strategically due to the lack of goal setting and decision making. Setting up a control and reporting mechanism is good for a company since it allows the organisation make changes when they are essential in order to monitor its advancement. 

Bradley (2018) continues to state that, Strategic management is extremely important even on smaller scale. However, strategic management is difficult to achieve without clear set of goals for the business' action. Knowing what competencies are good and bad from the position of understanding strengths in the market, but this also helps to identify areas for development and set goals and aims based on those faults. [Bradley. J. 2018]. 

Wicks. D (2018) discusses the key concepts of strategic management, and organisational goals. As goal setting was previously mentioned, other key concepts of strategic management are listed by Wicks (2018) such as, analysis strategy formation, where it concentrates on the analysis of strengths and weaknesses. Other than an internal analysis of a company, organisations will also look at the external analysis. These will look at emerging technology and new competition. By using these two analyses, companies can look at achieving goals and targets which will turn in to strengths and weaknesses. Another concept is strategy formation. This is where being involves helps developing actions where the organisation can meet its targets. Wicks. D (2018) states as well as looking at achieving goals, the strategic formulation of an organization pursues to find ways of exploiting success and upholding a competitive benefit. Others include, strategy monitoring and strategy implementation. 
Management theory. 

One key theorist that was considered the father figure of all strategic management is Igor Ansoff. According to Dininni J (2017) Ansoff came up with a number different management concepts, putting them together with previous strategic management concepts. Dininni (2017) states that ‘through his work, strategic planning became an established management activity.’ [Dininni. J, 2017]. Amongst these Ansoff put together his theories within five different elements. Dininni (2017) continues to discuss that according to Ansoff’s theory, in order for effectiveness of a company, and organisations strategy needs to meet the needs of turbulence to present its environment. Understanding Ansoff’s five levels will give the business a more profitable and positive outcome. These five include, being repetitive and having a slow and predictable change, expanding by having a gradual growth. Changing by having an incremental growth, recurrent which both expectable and alteration occur together. Finally, being surprising – unpredictable change which both creates and grows from new services. By having a clear understanding of the management theory and Ansoff’s theory, this can prove a foundation for developing an effective strategic management plan for an organisation. Especially in the public sector. 

Strategic Management and the Public Sector.

In terms of gathering the research to why strategic management is introduced with in the public sector, Joyce. P (2015) discusses this by mentioning that there are four main approaches to conduct research on management in the PS. The first one involves carrying out research a based-on theory developed mainly based on evidence from private sector organisations and from business enterprises. The second one involves a new perspective which has been given a new name of strategy of practice. This is the analysis more into strategic management, which is consisted of large studies carried out to analyse the relationships between variables. [Joyce. P, 2015]. The third one includes conducting research similar to what was mentioned in the second approach, whilst the fourth concentrates on following up themes and issues. 
Joyce (2015) continues to mention that the research of the public sector has been based on several key theories of the private sector Joyce (2015) states that there have been several studies within the public sector that have been one way or another ‘inspired’ by the key theories on the private sector. A brief example of these are provided by Igor Ansoff, strategic planning, customer relationship management, employee engagement schemes, benchmarking, balanced scorecards, core competencies, outscoring and mission and vision statements. 

To point out the last management tool in the previous paragraph, having an effective mission and vision statement is a key aspect of good management in any organisation. MacDonald. L (2018) defines a mission statement.  ‘Well-written vision and mission statements ensure that each element of the strategic management process is aligned to the company's long-term goals.’ [MacDonald. L, 2018].  In the quotation MacDonald (2018) defines it as a way a company to set long-term objectives and ambitions clearly and briefly. A vision statement is envisioned to inspire and motivate an organisation to set a clear picture to see where the company is proceeding. 

Strategic Management processes. MacDonald (2018) discusses, in terms of strategic management, leaders can paint a picture with the strategic objectives and place it in an operational matter where it can be applied, checked and assessed. The outcome of this will determine if the mission statement, objective is really working. Managers will overlook this and see what else needs requiring. 

An example of a powerful mission statement is provided by Devon and Cornwall Police (2016) ‘We detect and prevent harm; protect the vulnerable and reduce crime’ [Devon and Cornwall Police, 2016].  the way this service does this is by using strategic management skills and put them in to place. Managers will ensure that the organisation works as a team to safeguard the community and the neighbourhood.  Managers must ensure that the Police are sustainable and resilient to provide great quality service. It is also vital for managers to comply with the national code of ethics and force standards of behaviour. As a leader, it is effective to have a vision for an organisation, Devon and Cornwall Police (2016) state their vison as ‘One team - innovating to be the best’ [Devon and Cornwall Police, 2016]. This means that the organisation must deliver the best police service to meet need of the community in the area. The chief constable of this sector must ensure that the officers are ethically approachable and available always to the community. Having a good vision also requires good values to an organisation. DAC Police (2016) discuss their behaviour support everything they do as a service, in which they provide, fairness and respect, integrity, courage and finally professionalism. Good leaders must ensure that these values meet the needs for the community for it to be a respectable and ethical service. 

Introducing strategic management in to the intelligence model of the police. According to College of Policing (2017) This applies many teaching skills for instance, learning and listening skills. These include working in group discussions by applying theories and practical essentials. The overall aim of this is to ensure that the organisation gain full knowledge and seek by applying these skills to reduce as much crime as possible, reduce harm and seek the best value for money.

About twenty years ago managers had been dealing with political issues with in the public sector. According to Blackhurst. C (1994) managers had been coming under increased political pressure. Over a thousand managers had been surveyed with results showing that almost all of them were to be expected to leave within the next five years. Half of the population of management stated that their ability to resist political pressure had been significantly reduced. The blame had been put on the devolution of the public-sector functions such as, housing schemes, schools and hospitals. One of effects of management leaving organisations is the fact that the organisations are feeling unprotected and vulnerable.    The question that often occurs is, does strategic management help to reduce the pressure the public sector faces under difficult situations. Ferlie et al (2015) discusses that public health care organisations that have experienced a stable and predictable amount of environmental pressure, have stated that they are able to manage strategic change more effectively. However, Ferlie et al (2015) argues that, companies and organisations that were experiencing growth had no creativity to make problematic and difficult verdicts. Whilst organisations that were facing a financial crisis could collapse and lose the ability to make strategic decisions. 

Applying theories
In terms of success a manager sees success in the organisation if the organisational has the potential of an advancement. Mihalicz. D (2013) discusses, Fred Luthans theory of successful v effective managers. A successful manager is one that climbs the ladder quicker in an organisation. However, an effective manager is one who can manager his/her term under difficult pressures. The overall purpose of this is to obtain the main strategy of the organisation. Although, there are some significant differences to maintain targets between the two, Mihalicz (2013) continues to indicate that although it does make purpose that powerful managers can be successful. A successful outcome does not always reflect on the effectiveness of a manager. 

Henri Fayol was another theorist who saw companies with effectiveness, but in a way of having structured command and control. Fayol was famously known for the classical school of management. According to Robinson. D (2005) of Management Development discusses that Fayol taught the functions in five categories which are, planning, organising, commanding, coordinating and controlling. Fayol also defines the fourteen principles of his management theory, a handful of these includes, having a division of work – concentration and repetition lead to great swiftness and accuracy of work. having authority and responsibility, this require good judgement at senior levels. Discipline, being firm in the most upright respect. Having a unity of command, where the employees take orders from the higher authority. Treating employees equally and fair. Having great stability in the organisation – employers need to ensure that colleagues are working in the same environment together to deliver better targets. Finally having good initiative, it is important to allow employees to think through their problems and come up with a resolution. 

Robinson (2005) discusses that many companies today tend to use the same style of command and control likewise to Fayol’s theory. Companies ensure that a form of hierarchy is used to obtain the most effective outcome. one that is used in public sector organisations. A structured hierarchy system is vital in organisations to indicate effective management. 

Hierarchy in PS organisations. 

According to Feigenbaum. E (2018) government funded organisations, have a clearly defined hierarchy structure. One type of hierarchical structure public sectors tends to use are the vertical structure. Vertical hierarchy structures, are professionally known as people at the top whom are typically managers, with an increasing number of people in the middle and then at lower level positions. The people at the higher-level positions tend to make the key decision whilst middle and lower level positions are the people who carry them out. Government funded organisations, often lead to these management structures as it gives the organisation more job possibilities and authority.  In this type of structure, every person has a personal job role to play. 

An example of this is provided by the Police. In an emergency, the police force a common command structure is nationally recognised and accepted by the service. The command structure provides great framework from delivering strategic, tactical management in an operational response. This allows the service to facilitate the flow on informational and to ensure that the correct conclusions are made and communicated efficiently. According to College of Policing (2013) The command structure should be clearly expressed to the people whom are working in the operation. Where it is appropriate, different strategies of displaying information should be used, for example flow charts and diagrams, so the service can have a clear understanding. If there was to be any change in the process, it should be discussed and then documented. Other than a rank in the police force, the command structure is based on a role management. Officers whom are more senior in the service tend to nominate to undertake responsibility in any emergency. The people whom are in charge are the ones accountable for any information and instruction given to the officers. 

This type of structure with the police is has a very strong similarity with Henri Fayol’s theory of command and control.  The span of command is discussed by the College of Policing (2013) the term ‘span of command’ commonly relates to the hierarchical command and control structure inside each police force. In all operational incidents, services must be aware of who is in charge and which commander they report to. As the national command structure relies on gold, silver and bronze, each commander needs to know which structure they have duty over. Once a responsibility has been notified, managers or commanders need to know and understand the tasks they might be up against, to ensure that they do not overlap with other commander’s duties. A span of command relating to all PS organisations must be communicated and understood before the prearranged event. This allows each commander to establish an effective communication network with all services in any situation.  [College of Policing, 2013]. 

Whilst the span of control refers to many communications that one person can maintain. Managers can only receive a certain amount of information, it is vital that information is managed effectively to reduce the number of overload and confusion. This will ensure that commanders are able to make key decisions at the tier of their command. [College of Policing, 2013]. 



Conclusion 

Overall, the effect of strategic management has had a positive impact on public sector organisations. It gives a good command and control structure based on Henri Fayol’s theory. In result to a good command and control structure, organisations can communicate clearly and understand each other’s roles in an emergency. A good public service will always reflect on the way management is based, and the way the service performs. As the establishment of a strategy is key in planning, the use of that put together with good management is vital in a PS organisation for this to be implemented and brought together in an emergency. Finally, by having a hierarchical structure it allows a number of the public-sector organisation to hold a key responsibility in leading. 
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