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Strategic Management: Theories and Outcomes 
Display your understanding of strategic management in the context of public organisations, and critically evaluate the challenge of achieving satisfactory outcomes for stakeholders.

In order to explore a range of management concepts that relate to the police service in the UK, this essay will show where relevant, how strategic management theory applies to its delivery and development. Examples will be drawn from current literature and police development plans and policy. 
In order to do this, establishing what is meant by strategy, and strategic management and planning is essential to begin critically evaluating the difficulties the 21st century force is faced with. How these challenges may be overcome to achieve satisfactory, if not positive outcomes for the public and the police service is a critical part of the process of force development. In a post austerity era the political and economic changes are fast-moving and impacting on the force’s terms of delivery. Needless to say these impacts affect the ability for the force to plan for the long term future amid a society where the nature of crime in the UK is changing (Bell, 2015). Clever and effective planning is essential, in order to assess and risk-assess for the impacts. Adapting to the social and economic changes is equally important for a modern service whilst seeking out the advantages and opportunities available to exploit. These are essential in order to be a pro-active public service in the face of a reactive society (Aepli, Ribaux & Summerfield, 2011, p.74-77). 

Establishing what is meant by the terms strategy, strategic management and planning is challenging and problematic. There are as many definitions as there are theorists, and since the late 1800’s when ‘strategy’ became a term of working concept in industrial society, definitions thereafter have reflected the diverse range of business, product, market and individual strategist’s perspective. Even defining strategy has become a game of strategy to out-wit the competitor theorist for the best definition.  
According to Grant (2018, pp. 14-16) a strategy is the means by which organisations and individuals achieve their goals. It originates from the Greek meaning ‘generalship’, so there is little wonder that the term has military antecedents and has become part of a warfare style process that uses terms such as ‘tactics’ (Bovaird & Loeffler, 2016, p.57). 
From an overall plan for deploying resources in order to establish a favourable position to win one battle in war or business; strategy does so by achieving an advantage over an opponent. Sustaining the position of strength gained by winning the edge over adversaries then becomes an objective in itself. So building in to the development of the definition is a sense of future and sustainability, where the strategy becomes concerned with the long term direction of an organisation (Bovaird & Loeffler, 2016, p.10). 
From this position the definition extends to seeing the organisation blend with its ‘business environment’. Johnson, Scholes and Whittington (2005, p. 6-8) see that strategy can also be the search for strategic fit with the business environment and for creating opportunities as a means of getting that competitive edge.  Taking the definition wider still; the strategy itself, whilst affected by external environmental forces and its internal strategic capability; evolves in accordance with the values and expectations of those who have power in and around the organisation who affect the organisation’s evolution (Johnson, Scholes and Whittington 2005, p.6-8). These are important concepts to understand when applying the theories of strategic management to practical public service organisations like the police force, where public opinion and community targets for improvement are the drivers of the very social change that the ‘strategy’ needs to help direct and evolve (South Wales Police & Crime Plan 2019-2023, 2018). 
However, considering Latham’s (2017) definition, where a strategy can be seen as a framework for making decisions about how to ‘play the game’, whether the game is business or a public service. Her definition implies how a game can be won but also identifies the games that are not being played. Chamberlain’s (2010) theory of strategy takes a fluid approach to the definition of strategy, where he states that it is a ‘basic direction and a broad path’ (Chamberlain, 2010, p.5). Chamberlain’s (2010) relatively recent view of strategy, contrasts the two key theoretical approaches to strategic management - the ‘classical’ after Ansoff and the ‘processual’ after Mintzberg (1985) who developed the ‘Emergent’ school of thought on this (Chamberlain, 2010, p.5). Ansoff, according to Chamberlain (2010) and Whittington (2014) promotes a linear model of decision making; where there is a perception of a need for change which allows a plan of action to be formed, then evaluated and a new plan of action to be implemented. Mintzberg, however, perceived the concept as a dynamic real-world continuum, where conscious deliberate strategies, after Ansoff, are at one end and emergent strategies the other. He suggests that strategies are not chosen, but programmed by the routine of the organisation, which are powerful and often yet oddly, prevent managers making the best decisions. This method developed into his ‘complexity-theory’, where organisations as complex adaptive systems develop on strategies that ‘emerge’ informally at any level in an organisation. This contrasts a deliberate strategy, which is often consciously set by senior managers and leaders (Mintzberg & Waters, 1985). 
Chamberlain’s position (2010, p.5) however, uses Mintzberg’s earlier work to shore up his own theory of strategy which, whilst ‘broad’ has four factors, of which one is Mintztberg’s. It could be argued that this approach is based on Whittington’s (2001, pp. 2-6), who critically evaluated the four generic approaches of strategic management and further corroborated fellow scholars on strategic decision making (Whittington, 2005; Barney & Hesterly, 2012 p.22). These generic approaches are the Classical (after Ansoff), Processual (after Mintzberg), the Evolutionary and Systemic. The Classical and Processual approaches are detailed above, but the Evolutionary approach considers what the ‘market’ or service needs, not necessarily what resources are and the capabilities required to meet those service needs. The Systemic approach, however has been criticized for not having a clear definition, and may more often than not lack strategic management. In this type of service, managers make decisions that are very much guided by social and political norms and the local culture. It is possible that such methods are evident in the functions of organisations that are local or community groups who are derived from local government agencies and initiatives. For a police service led by a central strategy, a systemic strategy methodology might be contradictory to that force’s overall aim and direction (Aepli, Ribaux & Summerfield, 2011, p. 133-135). 
However, Chamberlain (2005) appears to develop a more quantifiable line on Whittington’s generic approaches by suggesting that the strategy must be defined; then the forces that shape it must be quantified; followed by an identification of the processes that form it (which is based on Mintzberg’s position); and lastly that the mechanism of how it is actioned should be known. It could be argued that by deconstructing the very processes that are crafted from the organisation’s inherent practice by over defining, quantifying, identifying and actioning slant the emergent theory of strategy towards the linear classical approach (Pollit in Bovaird & Loeffler, 2016 p.252). Nevertheless, for current purposes Chamberlain’s theory could give further clarity as to how these intended and emergent strategies form,  and therefore improve the information and  the awareness of leaders and manager (Johnson, Scholes and Whittington, 2005, p.6-8). For example, decision making in a public service such as the police, is far from a linear or rational process, but is based on decisions which occur daily throughout the organisation, which even include how each individual officer shuffles their ‘To Do’ list every morning (Latham, 2017). But what is important is to know the organisation’s overall direction, and what the parameters of operation are. Latham (2017) further suggests that organisations confuse strategy with plans, and that strategic planning is itself an oxymoron, where the action of planning answers the questions of how to put the game-playing into practice on a daily basis (Latham, 2017).
This next section will focus on developing on this last point of putting the game-playing into action.  Planning and managing a strategy effectively may be an oxymoron, and it may be difficult in any organisation to define categorically which strategic approach and methodology it will take. What appears in a public service such as the police may be a requirement to take from all four of the approaches to plan and manage its practice in delivering the service. This is where Johnson, Scholes and Whittington (2005, p. 6-8)  indicate their three levels for managing strategy in organisations. The first of these is based on the corporate strategy which is the overall aim of that organisation. In UK police forces they are to protect life and property, preserve order, prevent the commission of offences and bring offenders to justice (CoP, 2020). The second level involves the strategies that ensure that the ‘business of policing’ is effective and giving good value, namely the business level; and lastly that operationally the service is deployed effectively through its people, processes and resources. All the levels need to communicate the organisation’s aim effectively and relate clearly to each other through a Strategic Business Unit (SBU). In the UK College of Policing (CoP) an annual strategic plan builds on the Five-year strategy created in 2014 which aims to meet the increasing demands on 21st century police. Regular reviews allow the college to be more responsive to these demands and have the resources to do so (CoP, 2020). 
More locally, every force’s Police and Crime Commissioner (PCC) is required by the Police Reform and Social Responsibility Act 2011 to produce a strategy for policing and crime reduction in that force area. A multi-disciplinary team approach is often used to devise this across all the local authorities’ fire and rescue services, and health. Priorities will be set and key performance indicators (KPIs) will be identified to deliver on that force’s Mission, Vision, Values and Priorities (MVVP) (Bryant & Bryant, 2019, p.37).
Ansoff’s approach to strategic management can be used here to explain how the obscure and conceptual aims, values and mission of the police service to protect life, preserve order and prevent crime can be operationalised effectively. He suggests that operational activities require a multi-disciplinary approach to understand the behaviour of a ‘complex organisation in turbulent environment’; and the changing nature of the demands on the police is certainly turbulent. He also suggests that the fundamental driver of every organisation is to constantly question the strategic theory against the operational practice. In modern forces the KPIs such as crime reduction data enable each officer, section, division and force to evaluate the organisational and operational behaviour in order to set new targets in annual plans and operate more effectively and efficiently (Ansoff, 2016, p.152; Ferlie, 2015 p.141). He further suggests that an organisation will be successful ‘if environment, response, culture and capability match each other’ (Ansoff, 2016, p.3).
Since the inception of more formalised strategic approaches to organisations in the 20th century, organisations such as public sector police forces have adopted a more business efficient attitude. The police are now very much engaged in entrepreneurial models to widen their reach in achieving their aims, and proving their efficiency in the use of their resources. It could be argued that it is the world of business that is driving the pressure to streamline the police force’s strategies, or the strategic management models, methods, approaches, and the tactics of proving efficiency from within the forces that is changing its culture (Ferlie, 2015 p.166). Johnson, Scholes and Whittington’s ‘Three Levels’ model of strategic management has already been discussed and applied to the stratification of the police force. 
From outside any organisation it is often the operational level that is most observable and criticised. But the scope of strategic management is much bigger than the management of the operational level. It could be argued that it is alright for police authorities to involve themselves in operational management, as a means of executing the terms of accountability. For example according to Brian (2010, in Caless, 2011, pp.173-4), he suggest that forces are accountable for ‘efficiency and effectiveness’ and that there is increasing involvement of police authorities in the day-to-day activity operations of the police. This could be attributed to Johnson, Scholes and Whittington (2006; p.15-19) suggestion that managers of one level may find difficulty in working with the behavioural culture attributed to another level. Naturally it might be assumed that managers of operational strategy would find it more difficult to understand business and corporate strategy; but in the case of Caless’ (2011) fieldwork example, he indicated that PCCs were challenged not to interfere with operational strategy. Strategic managers must have the capacity to ‘see the whole’ of an organisation, not just parts of it. 
Each level within the structure that enables a strategy in the police force to be tangible has its advantages and disadvantages. These can be in terms of the relationship between the officers that manage their strategy remits at the different levels. Being able to centralize, decentralize, delegate authority and control, and manage intelligence that comes in and out is vital not just for day-to-day operations but in planned situations (Aepli, Ribaux & Summerfield, 2011, pp.143-151). One example is the Nottinghill Carnival in London for the Metropolitan Police; where in 2019 it was a well-managed and a praiseworthy operation (BBC, 2019). In contrast, a situation to learn from was the Manchester Arena bombing  where centralisation of information and managing intelligence was found lacking (Kerslake, 2018). In an example such as this, pin-pointing the disadvantages in the information systems are complex at best. In Seba and Rowley’s research (2010), this disadvantage was found at strategic policy level, where their data showed that forces faced major issues in encouraging knowledge sharing. This was due to the culture and size of the force, and their different ideas on the value of knowledge management (Seba & Rowley, 2010). Whittington (2014) suggests in his review of Information Systems (IS) strategy and strategy-as-practice, that there are many ‘under-examined impacts in taken-for-granted IS’, and also of the strategists themselves in pressured situations, as exampled by the Manchester bombing (Whittington, 2014).  
 In terms of strategic managers perceiving the whole, not parts of an organisation, like Ansoff, Mintzberg was also a powerful voice on the managers of strategy.  Mintzberg suggested that managers perform a variety of roles. This was based on a survey of their performance where he analysed their function and found it fragmented, because of ‘interruptions, brevity and variety’ and then concluded that they perform a range of ten roles, grouped into three areas:  interpersonal, informational and decisional. The Interpersonal roles cover the relationships that a manager has to have with others:  as a figurehead, leader and liaison person within and external to the organisation. The informational roles comprise: monitor, disseminator and spokesperson role (Mintzberg, 1990). However, Mintzberg regards the most crucial part of managerial activity as making decisions, which, as he sees it involves roles that are based on the types of decision to be made, namely: entrepreneurial, handling unforeseen issues, allocating resources, and negotiating. Fundamentally, managers are prioritising information through acquiring information and using it in their decisional roles to deal with unstructured problems (Pugh & Hickson, 2007). This evidence supports Mintzberg’s emergent strategy approach well, where experienced managers will be dealing with a wide range of complex issues that flow right through the levels according to Johnson, Scholes and Whittington (2005, p.226). They also suggest that for improved effectiveness they should simplify the complexity that they face. 
Charry (2012) however, holds a position on leadership theories, and looks at the differences between administrators, who essentially implement policies, but hold no power or influence. Managers, who may be managers of strategy within the levels, are focussed on efficiency, cost-effectiveness and doing things the right way. They design operational and informational systems, and seek changes when there is evidence to suggest that things are not working. Leaders however, are mostly concerned with holding the overview, the aims of the organisation and have a clear understanding of the whole structure and mostly ‘doing the right things’. They clarify vision, purpose and direction, and are creative and receptive to change and risk asses that change for impacts to all the other levels (Charry, 2002). 
To conclude by referring to the challenge of achieving satisfactory outcomes for stakeholders, Lynch (2018, p.6-11) describes strategic management as identifying the purpose of the organisation and the plans and actions that achieve them. Generally, models are used in this identification process, and they like the theories and theorists of strategy in organisations are as wide-ranging. 
Porter put forward a process whereby forces impacting on an organisation can help identify whether an organisation is meeting its aims and providing value and satisfactory outcomes for its stakeholders. In the example of a UK police force, forces such as rivalry and the bargaining powers of buyers and competitors may fit better within a business model than that of a public service delivery organisation. Donnelly et al (2006) measured the quality of the service and concluded that applying a method such as ‘Porters 5 Forces’ to a public service was fraught with difficulty, especially where the ‘customers’ were vulnerable people. However, the police services analysed knew what the customer expectations of satisfaction were, and also how to meet them, so possibly it is the measurement tool that does not fit the purpose (Donnelly et al, 2006). Furthermore, Rosenberg-Hansen & Ferlie (2016) call for more research into the use of strategic management models  in contemporary public services organisations, but more so the limitations of these frameworks. 
At business and operational levels possibly Thompson& Strickland’s (2001; p.7) 5 Tasks of Strategic Management model of vision to objective setting; strategic implementation and evaluation process is more valuable. If value-chain analysis tools like PESTEL and Environment, Values, Resources (EVR) model are used on police service delivery; significant adaptation will be needed to make their contribution worthwhile (Aepli, Ribaux & Summerfield, 2011, pp. 74-77; Williams & Lewis, 2008). However, while strategic managers strive to integrate strategic planning with other management systems (IAPC, 2020);  analysis tools such as a strengths, weaknesses, opportunities and threats (SWOT) reviews may better suit the assessment of aims and objectives in a Welsh public service (Aepli, Ribaux & Summerfield, 2011, p. 74 ). This methodology would complement the Social Services and Well-being and the Well-being of Future Generations Acts whose aims challenge organisational change through strategic management to develop and deliver sustainable public services that safeguard communities and improve well-being (South Wales Police & Crime Plan 2019-2023, 2018). 
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