William Tomos Lloyd
P145248





Strategic management: theories and outcomes
Name: Wiliiam Tomos Lloyd
Student number: P145248
Module: Strategic Management for Public Organisations
Lecturer: Mike Durke
Submission date: 2nd March 2018
Number of words: 2,995
BA Law and Public Services
Organisations may be referred to as collections of individuals that assemble for a particular set of purposes. ‘Strategy is consequently the path taken by one of these collections of individuals to become an effective performer’ (Haberberg & Rieple, 2008 p.6). Strategy is of significance as every organisation needs a high potential producer and an effective performer, to implement the desired strategy for that establishment. 
The origins of strategic management can be traced back to the term strategy, which has existed and been used in the United Kingdom for centuries; however its purpose in management has only been adopted in recent years. Strategy derived from the origins of the Greek word ‘strategia’, where it referred to manoeuvring military forces into position ahead of enemy engagement giving a sense of general ship (Stoner & Freeman, 1989). This type of strategy is still as of today being used in a management of leadership such as the military. 
Whittington (2001, p.13) demonstrates an early application of strategy, when ‘Socrates consoled Nichomachides, a Greek soldier who had lost an election to the position of general to a mare businessman’. Whittington (2001) from this believes the link between being a general, and a manager of an organisation is equivalent due to both concepts involving strategic planning. The perception of the term was the inclusion of planning and decision making. Where both components would ultimately create the basis of strategic planning, which signifies the starting point of the concept of strategy. 
Recognition of strategy however has only been adopted in the modern day subsequent to environmental change following the World Wars. It is seen today as ‘a statement or an understanding of what the organization or a part of it wants to become, where it wants to go and how it gets there’ (Armstrong & Stephens, 2005 p.67).Strategy has thus progressed into a field of attaining a superior performance in strategic management, where the implementation of the goals and initiatives adopted by the organisation, get implemented by involving concepts of strategic planning and strategic thinking. Strategic management has been regarded as the identification of the strategies, so that managers can achieve improved performance for their organisation. 
Different theories and methods have been developed to understand the reasons underlying organisations success. Therefore this assignment will demonstrate strategic management within the public sector, and the theories that have been adopted to achieve strategic management, whilst critically analysing the challenge in order to achieve satisfactory outcomes for its stakeholders. 
It begs the question how has strategies only recently been embraced within the UK while they provide a noteworthy rolefor an organisation to be a successful.They provide a long term plan for the future by creating a vision and direction for the whole organisation.However for strategies to work, organisations need a clear direction in order to plan ahead to reach the required direction they are striving towards. 
Schermerhorn (1996) demonstrates strategies must be aligned to accomplish their desired results. Indication of this may be seen in the public sector with the likes of the prison service, where following years of mixed results a new Chief Executive was recruited who redirected the organisation with a focus strategy. He believed a change in the organizational structure was required to generate the best resources and talent available. From this morale would be boosted due to stronger leadership and performance results would be increased (Audit Scotland, 2012). 
In contrast Thompson & Martin (2010) believe strategy is more about actions and not about plans. Osborne & Gaebler (1992) agree, as they argue that a mission driven government is far superior in everyday than a rule driven government.  Stout (2014) suggests an action is the procedure of undertaking something to achieve an aim, relating to the basis of management. Management however is frequently perceived as getting things done through people. In spite of this management has an important role in society and is best described as the process of ‘planning, organizing, leading and controlling the use of resources to accomplish performance goals’ (Schermerhorn, 1996 p.3). 
Planning for this reason has played a significant role in strategic management andhas ultimately reshaped the public sector since its implementation. Strategic management has ever since become a standard tool in order to outline public organisations. Amason (2011, p.7)  defines strategic management as ‘a framework for analyzing the environment, for integrating the firm’s activities, for learning and adapting to change, and for creating value both in the present and into the future’.  The challenge today however is not about defining strategic management but the growing complexity of social change with the demands of citizens constantly changing.  
Moore as a result takes a new approach to tackle strategic management, and deems the best method is by the exercise of the strategic triangle. The key stages of the strategic triangle consist of political management, operations management and cooperation management (Bryson et al, 2015). Public value is at the centre of Moore’s theory, with the strategic triangle demonstratingthat public value is produced best when strategy has management at the highest level implementing the action effectively. Moore’s theory reveals that two components must work in partnership in order to produce value or improved performance, such as the case in policing.This is evident with the Home Office (2008, p.7) who reveal that successful performance management is done by the use of three key stages, ‘people and relationships, structures and processes and data and analysis’.Skidmore (2006) suggests that due to the implementation of this management theory, levels of crime in the United Kingdom have progressively been dropping. Accordingly stakeholders are thus more satisfied with the level of policingdue to crime rates deteriorating. As a result trust in policing has increased and citizens feel safer within their community. 
In spite of this, the Office for National Statistics (2014) argues that the perception of the police has dropped by 1% since its 74% rating in 2012/13. Strategic management may be a focal point in these statistics, as Fayol argues Moore’s theory by covering management in a much broader way. Fayol believes the process of management is done best through 14 principles,yet admits that management is predominantly through 4 noteworthy processes: planning, organizing, motivating and controlling (Armstrong & Stephens, 2005). Fayol’s theory differs from Moore by involving more of a command and control philosophy. He believed in a hierarchy structure as employees needed to be mindful where accountability lays. Present day displays Fayol’s theory in practice, with the military, where organisations are managed by a top down hierarchical structure (BBC 2015). The management of the military system as in Fayol, command their troops to do what is required of them otherwise face discipline. Some may suggest that Fayol’s theory is still an important management technique today, as it allows objectives to be achieved by means of a high degree of discipline. In addition it is useful when quick decisions are needed in real life scenarios such as the case of Raoul Moat, when a police commander in charge of the case decided on his own merit to approve the use of an unauthorised taser (Bunyan, 2011). This is arecognisable example of a command and control management approach taken to achieve a legitimate aim.  
Kelly (2012) puts forward that a commanding and controlling hierarchical structure can also be seen in the health care organisation. She believes that the hierarchical structure causes problems for concern in nursing due to the communication errors that pass through the system. Moen (2003, p.377) admits that nursing management needs to move away from the conventional command and control approach and use their ‘knowledge, experience and skills to create visionary strategies, flexible guidelines and improve staff nurses performance’.Moen proposes that the use of a command and control structure may not suit all organisations due to complications that arise with the method. 
Nevertheless, similarities of Fayol’s theory can be recognised in Taylor, who found that workers saw their managers as enemies due to a huge power struggle within the organisation. This is further evident in Collings et al (2017, p.431) who goes on and clarifies that tension occurs in the public sector as employees feel their ‘values of equality, equity and fairness’ are not treated equally. Taylor’s management theory is made up of one way to do everything by the means of command and control. In spite of this, cases such as Hillsborough show dysfunctions of a hierarchy structure within an organisation, as they fail to establish where their command and control lie. Employees as a result feel de-motivated and undervalued. 
With the command and control structure failing, Moorcroft believed that a set of new principles were needed to guide manager’s everyday actions. He thus aimed to update Fayol’s principles of strategic management, with 10 ‘new’ principles (Stoner & Freeman 1989). Moorcroft moves towards the thinking of managing information through people rather than the approach of a hierarchy system. He believes observation and communication is at the core of aligning objectives and targets. 
Hill & Jones (2001) in addition go against Fayol and think to achieve strategic management the first component that is required, is defining the mission and major goals.Sarah Marsh a chief executive of Birmingham Children’s Hospital stands as a clear example, due to her strategy of a mission, vision and values approach, where the engagement of staff and their patients was crucial. Sarah believed her close-knit bond between her staff was the answer behind achieving good results in the face of adversity. Sarah’s mission, vison and values approach may also be seen with Swansea Council and their corporate plan on delivering a ‘safer, greener, smarter, faire, healthier, richer Swansea’ (City and County of Swansea, 2016 p.7). Swansea Council’s £1.3 billion deal suggests that their strategy is not aimed for the people of today, but aimed to deliver for the people of the future whilst working in collaboration with other organisations. 
Thompson & Strickland show evident of Marsh and Swansea Council from a theoretical point with their 5 tasks of strategic management. Thompson & Strickland suggest that a management process which develops a strategic vision whilst setting objectives is an organisation intending to strengthen its industry. Thompson & Strickland also suggest that a strategy must be created to achieve its objectives, however to do this, the use of other organisations is essential (Cole, 2004).
The thoughts of Hill & Jones seem agree and suggest public services are moving away from the directive way of management, following generational changes and more in the direction towards unity within the organisation. This is made obvious in Improvement and Development Agency (2008, p.4), who declares that public organisations are working in a local strategic partnership with the third sector to develop a strategy for the local community. This can be seen in Rushcliffe Borough Council who work with the most excluded people within the community to deliver a ‘multi agency service enabling access to a range of preventative services through a single contact’. In addition to Rushcliffe Borough Council, private contracts are becoming a regular within public sector organisations, due to the working together thought process that is evident in instances such as Sarah Marsh and Swansea Council. 
Byars (1992) also indicates the thinking of collaboration, howeversuggests that strategic management can be broken down into two noteworthy parts: strategy formulation and strategy implementation. He believes a two phase approach may distinct the responsibilities, with strategy formulation concerned on making decisions in regards to achieving the mission and objectives of the organisation. Whereas the strategy implementation is more focussed on, ‘aligning the organizational structure, systems, and processes with the chosen strategy’ (Byars, 1992 p.5).  Byars theory of management embraces the concept of strategic planning which according to Finlay (2000, p.16) is ‘the systematic process through which strategic thinking is formalised and plans devised to support strategy’. Planning allows organisations to be proactive rather than reactive, as it acts as a tool for shaping the strategy of an organisation by setting aside what it does, and why it does it. It operates as a futuristic way of thinking for the goals and objectives it plans to meet in the future. Lynch, (2015) agrees with the element of strategic planning as his thoughts are that every strategic decision made within strategic management involves 3 elements consisting of; context, content and process. Pettinger (1994) concurs on the basis of strategic planning however believes 3 different components are required: performance targets, achievable deadlines and contingencies. 
Strategic planning can be seen across the entire public sector; none more so than within the bomb disposal team. This organisation set out a strategic plan that includes proactive steps, as they believe it will help alleviate problems before they happen. Evidence of this is seen in Patterson & Fay (2018, p.314), who state they ‘confer with security counterparts to learn the bomb incident experiences of other organisations’. Present day demonstrates thisin the case of the Royal Navy bomb disposal team, who detonated a bomb they had found in the River Thames (Royal Navy, 2018). The bomb disposal team validate an apparent instance in how strategic planning must be utilized to achieve its goals and objectives. SWOT analysis is a clear model that links the idea of strategic planning and theoretical thinking, as it plans it’s organisation by identifying its internal strengths and weaknesses, as well as its opportunities and threats. Nonetheless, strategic planning poses an issue in regards to how much consideration it gives its stakeholders when planning. 
Other classical views such as Mintzberg therefore challenge this and believe that some organisations implement their strategies before they set out their mission and objectives. Mintzberg shows his dissatisfaction towards strategic planning and points out that ‘strategy is more than what a company intends or plans to do; it is also what it actually does’ (Hill & Jones, 1995 p.5). The message from Mintzberg is that management need to notice and recognise that there is more towards management than just planning, as it puts too much emphasis on the planning aspect, and loses touch of the commitment element within the organisation.He believes that most strategies evolve from individuals solving solutions to their problems. To do this, Mintzberg illustrates that there are 5 Ps of strategy with each P having a different approach on the execution of strategy. According to Johnson et al (2008) Mintzberg believed in a plan, ploy, pattern, position and perspective method, where if understood, a successful strategy can be developed.  
Mintzberg’s theory can also be applied and put into context, such as the Government with their bounded rationality model, and their idea of individuals processing a thought rather than a product of thought. Clear suggestion of this is with party leaders who need to have the same visualization and views regarding a political vision. To do this they must use Mintzberg’s 5 P theory in order to keep up with the changing demands of the community. Cowburn (2017) shows this, where more than 200,000 new homes were built in England to meet the demands of the community and its stakeholders. 
With all that, the theory still causes concern in regards to individuals who intend on making rational choices. Mintzberg’s theory is set out in a way that people must make rational choices in complex situations. Richards (2016) makes this recognisablein the case of Tony Blair, where as a result of Labour being out of power for 18 years, Blair’s leadership was devoted on building an underlying bond with the government and his electors. From this he made an irrational decision to go to war with Iraq, due to the complex situation he was put in. This consequently had major impacts on its stakeholders. 
Machiavelli in the same sense as Mintzberg goes away from strategic planning, however considers that whatever their strategy is, the end justifies the means. Machiavelli believes it doesn’t matter how you get there, as long as the end result is reached, a good outcome will excuse any wrongs that were committed to achieve it (Alkhafaji 2003).This thinking process can even be seen in the National Health Service, with chemotherapy and radiation therapy. These treatments damage the patient’s body by killing healthy cells in order to get to the cancerous cells.  With the therapy keeping the individual alive, it demonstrates Machiavelli’s theoretical thinking of the end justifies the means. 
The novelty of this assignment demonstrates that strategic management is an endless cycle that continues to evolve. Strategic management can be seen as a linking process within an organisation between management and its customers, whilst providing an overall direction towards an enterprise. Amason’s definition highlights this and reveals that strategic management is a formulation and implementation of initiatives taken by a management within an organisation.  
This assignment has however shown the complexity of strategic management, due to the number of theories that surround the subject, whilst also displaying the benefits of theorists who have an altered way of thinking. The assignment focuses largely on the theory of Fayol and his perception on the command and control principle within the hierarchy structure. His simple model of interaction of management and personnel, has divided opinion on whether it is the right way of thinking in the public sector, as opinions from Moorcroft and Hill & Jones along with cases such as Hillsborough make obvious that this theory is not best suited for every public sector.   
Despite this it has demonstrated that the idea of strategic management has been brought in by public organisations across the UK to enhance performance standards, and draws attention to the need to combine diverse logics and approaches in strategic management within the public sector.  Strategic planning has provided a key element in this assignment, with areas such as mission, values and strategies revealing they are right at the heart of the functioning of strategic management.
Strategic management has showed that it holds the key to change the future, whilst also recognising the fact it is concerned about the interest of its stakeholders.  Organisations for that reason must be on board due to the lasting affect it has on its stakeholders. 
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