

[image: ]


Peter Barnes
1706647
Strategic Management for Public organisations
Mike Durke
Submission date – 02/03/20






The BBC (2018) and Schraer (2018) explain that under the coalition and conservative governments since 2010 the United Kingdoms Police Force funding has had its allocated funding cut by more than twenty percent as well as its personnel being reduced by more than twenty thousand staff plunging the force into austerity and forcing them to take drastic measures of budget cuts and forced redundancies. Austerity is defined by Bondarenko (2015:1) as ‘a set of economic policies, usually consisting of tax increases, spending cuts, or a combination of the two, used by governments to reduce budget deficits.’ The planning measures to be taken in order to reduce austerity and the way in which they are overseen are referred to by Henry (2018) as strategic planning and strategic management. This report will explore the meanings of each and the theories that incorporate strategic management. In addition, the report will evaluate the effectiveness and shortcomings of the theories from the perspectives of the United Kingdom’s Police Force and the public’s reaction to them. The report will further identify, whether there is any evidence of these theories working or failing on a practical level within the police force.
Strategies and Motivation
In order to fully comprehend the nature and theories of strategic management Stead and Stead (2014) argue that the principal components of both strategy and management must first be explored and understood. Lynch (2015:748) defines strategies as ‘the principles that show how an organizations major objectives or goals are to be achieved over a defined time period. Usually confined to the general logic for achieving the objectives.’. From a policing perspective, this may apply to the goals of reduced crime rates of specific crimes, or in certain areas, or the financial aspects of the police force and how they will fund the forces departments with their allocation of funding from the government. According to Lipman (2016), the most common way for these results to be achieved is through management by objectives. This focuses on the creation of objectives with the acronym of SMART. These objectives must be specific for all to focus on, be able to be measurable, achievable with the resources available, realistic in what can be achieved and time aware. However, Lipman (2016) also argues that whilst this is the most common approach it is not the only approach and may not be the most effective approach.
Lipman’s (2016) argument is founded upon Drucker’s theory of management by objectives. The theory suggests that if all levels of management throughout an organisation are aware of their objectives then there is little allowance for any worker to lose focus on their task. This model allows any internal worker or external surveyor such as the government to instantly get a clear understanding of what the organisation is trying to achieve. However, the risk of this strategy is the potential for the organisation to become too focused upon an individual task and lose creativity and innovation that has the potential to improve their service. Klein (2000) argues that in order for workers to not lose focus they must be united in their motivations to work for betterment toward a common goal. Similarly, according to Bailey and Gayle (2003), Max Weber’s theories look upon the focus of individuals and the motivations that they might have. This is important to the modern public services as it is imperative to ensure that workers have a high morale in order to increase the efficiency and effectiveness of their work. Gerth and Wright Mills (1946). In addition, Gerth and Wright Mills (1946:280) quote Max Weber as arguing that ‘Not idea but material and ideal interests, directly govern men’s conduct. Yet very frequently the ‘world images’ that have been created by ‘ideas’ have, like switchmen, determined the tracks along which action has been pushed by the dynamic of interest’. Weber’s macro analysis perspective suggests that men are not necessarily incentivised by religion but more a common ideal or philosophy that drives us to work for betterment. This motivation may be a shared internal desire to achieve a sense of accomplishment or an external desire to reduce crime and provide protection to others through their work This concept appears to be a commonly accepted philosophy within strategic management as Stroh et al (2002) attribute the birth of this though to Mooney that by common association and purpose workers feel a sense of fulfilment and achievement when jointly working to complete a task. Lai (2017) points out that not all workers are internally motivated. Instead, suggesting that whilst cliché the idea of ‘carrot and stick’ management can be highly effective with those that are motivated by external resources more than a sense of achievement.
Organisational Management 
Management is argued by Allen (2018) to be the task of overseeing, it focuses on controlling certain aspects such as financial or personnel or making decisions when required. With these terms defined, Stead and Stead (2014) explain that strategic management is the continuous process of managers to choose the appropriate changes in strategy in order to better achieve the goals and objectives previously set. With these terms defined the extent of difference in strategic management can be understood due to the varying ways in which people manage and the strategy that is chosen. Despite this variety, Haberberg and Rieple (2008) point out that many theories of strategic management tend to overlap. This is caused by the theories having different strategies but the same management style or different management styles but the same strategy. Luthans (1988) argues that there are two principal types of managers and they are successful and effective managers. A successful manager is considered by Luthans to be a person that has quickly risen to their position through their own skills and merits and highly competent at telling others what needs to be done. However, an effective manager is regarded as one that can manage their own work in addition to others and lead a group by example as well as motivating them to improve the team and organisation as a whole. Waring (1991) argues that the most effective managers rely on the foundation of scientific management or Taylorism to improve their organisations. The principles of Taylorism are to break down each aspect of the organisation and identify individual strengths and weaknesses of each worker so that they may be assigned tasks that they are most effective and efficient at completing. By allocating workers tasks that they are best at the efficiency of the work force is improved and the morale and motivation of each worker are kept high. This style of effective management is likened to good leadership by Shim et al (2015) and is evident in policing with the best examples seen in murder investigations. The investigation is split into separate sections between departments such as forensics and then each department further split to maximise the efficiency of the investigation. Whilst the force does have a hierarchical system the highest ranked person is not necessarily the person in charge. They are held the most accountable but those with the most strengths relevant will lead the investigation. 
One of the greatest challenges of management is the constant change involved within the process. Both the changes within the environment that they are managing and the changes within society that must be observed. McLarney and Rhyno (1990) argue that feminism has been one of the greatest changes to management that has always been a male dominated field in a patriarchal society. They argue that women had been kept out of management positions based on the belief that they were too emotional to make any decisions and could not be objective enough to lead an organisation. This belief has been grossly criticised by theorists to the extent that many have argued women would and do make better managers than men because of their emotions. They have argued that objectivity destroys organisations as they become too focused upon numbers and finance rather than the wellbeing and health of their staff. Gibson et al (2013). A clear example of the decisiveness of a female leader within the police can be seen in Cressida Dick’s leadership in the shooting of an innocent man. Dodd (2017) point out that whilst the person shot was innocent the information being received by Cressida apparently corroborated with other information and led to the decision to shoot the suspected terrorist based objectively upon the evidence and information being received. Whilst with hindsight the gravity of the misjudgement is clear Dodd points out that the Independent Police Complaints Commission attributed no blame to her personally in her decision. Townsend (2019) reports that since becoming the most senior officer in Britain she still reflects upon that day as a continual point to learn from and improve on mistakes and is regarded by many colleagues as one of the best chiefs the United Kingdoms Police Force has ever seen.
Strategic Management
A key theory of strategic management is that of the Machiavellian theory. Lynch (2015) argues that this theory is founded upon the idea that the if the end result is desirable then the means to reach it are justified no matter the consequences as long as the actions are all being performed for the greater good or benefit of the majority. The benefit of this management theory is that it ensures effective results and ensures the completion of tasks. However, the biggest flaw in this theory is the lack of morality within it and the risk of exploitation and corruption by those involved. The clearest example of this can be seen from the Scarman Report (1981) and its identification of the misuse of stop and search powers being used by the police. The use of the stop and search powers were attempted to be justified by the police to reduce crime but were being abused and over used. Further abuse of these powers can be seen to have been misused in the Macpherson report (1999) which tarred the police force with institutionalised racism as the force exploited their powers searching an unproportionate amount of black people whilst justifying their actions by saying that it was reducing crime rates. Shiner (2015) argues that whilst their claims may have had an element of truth behind them a Machiavellian approach to the current rise in knife crime can not be used without risk of history being repeated and further tension being caused between the police and public.
A further example of the Machiavellian strategy is the use of budget cuts to reduce the pressure of austerity. Kentish (2018) reports that Theresa May declared austerity to be over and that their actions to end the austerity have been entirely justified by the claim that austerity is over. Contrastingly, Gallagher (2017) reports that there has been a rising problem in child sexual exploitation and a lack of staff and funding to investigate the issue. Further claims have been made by the Lincolnshire’s Chief constable that with the current decline in funding the force would have no option to abandon investigations on high profile cases as murders due to the lack of staffing, for similar reasons low level crimes would also be ignored. Evans (2014) Further evidence of apparent delusional justification can be seen in Tetlow’s (2017) report that the government were ignoring basic warning signs as they continued to slash the funding to the public services without regard for the impact of the cuts whilst claiming that it would have no effect upon the service or quality of service provided. The BBC (2015) state that Theresa may claims that the police federation is ‘crying wolf’ over the cuts and causing panic amongst services despite crime rates falling and the country supposedly being safer. Despite these claims, Spoors (2018) shows the gravity of financial depression as Northamptonshire County Council faced further cuts to their emergency services unless they could sell of the headquarters to fund the service. These examples clearly show that whilst Machiavellian theory can be applied appropriately for small organisations of tasks when applied to a larger scale it appears to breakdown and be exploited with denial of any wrong doing throughout the process.
Strategic Planning
Pitt and Koufopoulos (2012) argue that whilst strategic management is imperative to any organisation, strategic planning is even more so. The concept of strategic planning is to recognise the shortcomings of the management styles or strategies being used so that they can be adapted before creating conflict with the objectives that have been set. The process of this planning is argued by Deed (2018) to have six key steps to its cyclical process.  The steps consist of an identification of what is trying to be achieved, an analysis of the department or organisations strengths and weaknesses relevant to the task. The third, fourth and fifth levels focus on setting goals and objectives at organisational, departmental and individual levels to meet what is trying to be achieved. The final step is the allocation of resources, both personnel and financial. This process is constant as needs and circumstances change. Smith and Boyns (2005) argue that the of Fayol’s five principles of management which include: planning, organizing, commanding, coordinating and controlling that the planning stage is the hardest as it requires predictions of what might come and preparing for multiple possibilities with the chance of none of the plans working. Fayol’s work explores the concept of learning from experience and identifying patterns and trends within society in order to prepare for future events. Aspects of this have previously be seen in the warning and decision not to use a Machiavellian approach to the use of stop and search powers as previous attempts led to either riots or a drastic lack of support in the system from society. Argued by Robbins and Judge (2015) reflections is the most important skill for any organisation’s success. This is due to its usefulness at an individual, team, and organisational level for the improvement of practices, efficiency and effectiveness. Robbins and Judge claim that the practice of reflected best self is the best to improve upon current standards. Similar to Taylorism it is based upon the focus of strengths and their continued use and the identification of weaknesses to improve them. Furthermore, Marquet (2012) states that effective management or leadership becomes most effective when using the ladder of leadership. This ladder develops individuals by encouraging independence in a safe environment and allows for innovation and creativity from all levels.
Groff and Vigne (2002) show a clear example of all of these practices being used in a best-case scenario by the police can be seen in their current use of predictive crime mapping. The concept is to take the scientific management of the Taylorism approach to analyse data of previously committed crimes, the way in which they were committed, the time they were committed and the location of where they were committed to predict where similar crimes may occur. The practice incorporates Weber’s common motivation of all officers to reduce crime and keep people safe as well as Drucker’s objective strategy to focus resources on obtaining different data. In addition to this, crime mapping is a clear example of strategic planning to reduce future crimes by estimating where they might take places as well as obvious evidence that the Police have listened to arguments not to reuse a Machiavellian style approach to reducing crime. This approach also allows for higher levels within the force and the government to take a Taylorism approach to monitor and evaluate the effectiveness of the mapping by measuring crime rates and crimes prevented by the mapping.
From the above, it can be seen that strategic management is imperative to any and all organisations. It keeps the organisations focused on their tasks and ensures a high standard of quality throughout the work put in and produced as a result. It can also be a strong measure to prevent mistake and mishaps that may hinder the organisations and the quality of service that they provide. However, it is clear that strategic planning is even more important to an organisation’s survival as each strategy and management has its own shortcomings. By continuous reflection and adaption, the planning minimises the risks of getting caught in drawbacks and further ensures the quality of service produced by the organisation and the morale and effectiveness of those within.
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