




Strategic Management 
There has never been a stronger need for improved strategic management in public services in today’s society. As it is feared that public service will suffer a cut of 40 percent to their budget by 2020, they will need to plan strategically on how they can still deliver great service but with fewer resources (Travis, 2017). It would seem that the strain of budget cuts are already being felt by police forces as repeated budget cuts have seen officer number declining by an estimated 20,000 since 2010 and with fears that more budget cuts will see a decline of 3,000 officers by 2020/21 (Dodd. 2017). As officer numbers are declining and recorded crime levels on the rise it is important that the police implement an effective strategy in order to deliver great service to the public with limited resources.  It can be quite obvious how important a strategy can be in a for profit organization, however it is important to note that it is just as important in the public sector and more importantly public services (Andrews et al, 2017). Paul (1999) would suggest that large public service organisations can no longer operate with some form of strategic management as their organisations are too large and complex to cope without one.
[bookmark: _GoBack]The term strategic management and strategy can be very complex as there is not a single definition for either term. Lynch (2012) states that strategic management can be defined as identifying the purpose of the organisation and the plans that are devised to achieve that purpose. However, he does acknowledge that this is not the only definition for strategic management. At the business level strategic management is focused with the competition for customers and sustaining a competitive advantage over of their competitors. In every organization Porter (1996) suggests that competitive strategy is about differentiation, so an organisation will choose different activities to deliver a unique mix of values. In contrast Markides (1999) would argue that the essence of strategy is for an organisation to choose one strategy that it can claim as its own. In modern society strategic management is associated with company’s initiatives which general managers’ deals with on behalf of owners. They would therefore consider the utilisation if resources that will then in turn enhance the firms’ environment and performance.  In companies today, strategic management may be viewed as the linking process between management of its internal resources and its relationship with customers, suppliers and competitors. This definition could be applied to public service as a strategic manager in the public sector would have to plan a way to utilised the services resources but also enhance the image and reputation of the service. While services such as the police and ambulance service do not have any competition, they must still build a relationship with their customers, known as the public, to build trust and again enhance their reputation. In today’s society budget allocation can have a major impact of strategy implementation, as Lynch would state “no money- no strategy” (Lynch, 2015. P.601). He recognises that there is no simple way to overcome the issue relating to budgets, but strategic planning is strongly preferred before the budget is allocated.  
When looking at strategic management it is important to look at not only how strategy is implemented by management by how management is and what style is adapted in the organisation and used when implementing that strategy. According to Thomas (1993) management is a controversial concept as major area of management such as leadership, motivation and teamwork are all subjects of disagreement between academics and each can be considered in different perspectives. Management is often considered to be the term surrounding the management of things, but a manager will be responsible for much more that the resources and the environment of the work place (Linstead et al, 2009). It is also important to look at the personalities of the top management team can have a direct effect on many elements on the organisation such as strategy, organisation culture and the performance of the organisation (Colbert et al, 2014).
According to Doherty and Horne (2002) public services are traditionally managed through a bureaucratic approach. The idea of bureaucracy originates from the work of Weber where he believed that bureaucracies are potentially the most effective way of managing public services. In 1980 Hayes demonstrated that most local government operated in a bureaucratic way as there was a strong emphasis on duties, qualifications and procedures. However, Merton (1940) believes that strict procedures and rules that are present in bureaucracies fail to address the needs of the individual. In order to addresses these concerns Burns and Stalker (1961) identified two main types of organisations and these are the mechanistic organisation and organic organisation. The characteristics of a mechanistic organisation is that of an organisation who adopts a bureaucratic approach. These include and upward flow of information but a downward flow of decisions and a hierarchical system of control and communication. An organic organisation is thought to be able to adapt themselves more rapidly to the changing situation and may perform better than mechanistic organisations in these situations. This may not be ideal to class certain public services in these classes as it may be wished that they are a combination of the two. Bennis (1969) recognises that most organisations are not able to choose what structure they wish to adapt as all organisations in the public sector are faced with and ever changing and unstable environment. He believes that the organic organisational structure will seek to replace bureaucracy as organisations will have to respond to the problem they are presented with and adapt to that issue and not something which is already planned.      
Another theory of management is Machiavelli the end justifies the means theory. Machiavelli stresses that it is important to it is important for leaders to portray an honorable public image but be prepared to act ruthless and deceive others in order to ascertain power. Teven et al (2006) would suggest that in organisations Machiavellianism would be represented through a manager who possesses wide range of strategies in ordered to gain approval of reward controlling members of the organisations. They point out that Machiavellian managers are aware an element of manipulation and deceit is required to progress in a competitive organisation and environment, but they also like to point out that the best Machiavellian managers do not even appear to be Machiavellian leaders to others in a similar mind set. Smith and Webster’s recent study into Machiavellianism in the workplace shows that it still exists and is relevant in today’s organisations. While in public service organisations it may provide beneficial to possess some Machiavellian traits, it may not motivate the workforce to change the way they work which may be required with a change in society. Bozeman and Staussman (1990) have developed a list of characterisations of an effective strategic public manager which include that they must have a sense of clear personal values they must also be able to recognise to necessity for negotiation and compromise. Strategic public managers must also be people orientated in order to motivate individuals and identify how each person can contribute to the organisations. An important trait is that managers must be patient as decisions processing in the public sector can be slower than those made in the private sector. This may be due to the public services have numerous managers to approve the decision and then it will require the government’s approval. While public services may not operate in a market place with competitors, they do operate in a government authority system which can be considered complex with relationships that consists of bargaining and voting (Joyce, 1999).  
Henry (2008) believes that strategic management is the process of bringing about the planned strategy which will allow the organisation to distribute its resources to correctly meet the needs of the external environment. He points out that strategic management is all about analysing the situation of the organisation and then formulating and implementing a strategy. This process is co-dependent and failure to consider all processes will decrease the chance of success. The strategic analysis process is important as the organisation will analyse its internal environment and then evaluate how it could benefit its external environment. Mintzberg (1994) would suggest strategic formulation is a creative and subconscious act which allows managers to incorporate their experiences to formulate a strategy. Ohmae (1984) would agree that strategic formulation is mainly creative, and this is the main element in forming great strategies. He would also stress that a vital part of forming a strategy is to ask questions in a way that finds a solution to the company's current issues and Markides (1999) would also agree with this point by stating that strategic design is most effective when it continuously asks questions.
Ohmae (1982) would suggest an organisation may only require a strategy when they face direct competition. There is no need for a strategy if there is no threat from a competitor. Quinn (1980) would go further to suggest that setting out a strategy once a purpose has been identified may be a waste of time and the future is uncertain and can change at any point. However, this point has been criticised by Lynch (2012) for being very narrow minded as an organisation will need a strategy regardless if there is competition or threat as they will need to plan to maintain their reputation and dominance in the marketplace. This mind set will be applied in public sector as there is no direct competition for the police service, however they will consider benchmarking their service. Benchmarking is used when one service may compare their performance to another in order to identify areas of improvement. Lynch (2015) recognises that some commentators may criticise benchmarking as it only aim to bring the organisation to the standard of the other organisation that may not be in the same industry as them. He however, disregards this and states that benchmarking is about improving the standard of resources and while they may not achieve more that the organisation being compared they may have made huge improvements in their industry.  
Commentators such as Mintzberg would agree with Ohmae and Quinn as he suggests that the environment of the company is always uncertain, and it would be impossible to plan and implement a long-term strategy.  Quinn (1980) would describe strategic management as a way of discovering market opportunities, experimenting and developing a competitive advantage over time, and would therefore associate strategic management with entrepreneurs. While public services do not have a direct competitor, they will compare their performance against certain standards in order to display if they are meeting the needs of the public. It can be difficult to measure if a service is meeting a certain standard as the media is so focused on the failing of that service it is never praised when standards are met. It would seem that the NHS is the most publicised service in regard to its failings but with the budget slowly reducing and more consumers using the service a strategy is needed to make uses of resources and how to spend the budget wisely. 
Henry (2008) discusses the issue that there are two schools of thought when it comes to strategic management and how strategies are formed. The two major schools of thought which appear to have contrasting views is the design school and the learning school. The design school is mostly associated with studies conducted by Andrews and Ansoff. Andrews believes that an organisations strengths and weaknesses is required to match the needs of the competitive environment, which is made up of opportunities and threats. So an external analysis will be used to identify the needs of the competitive environment and an internal analysis will be used to identify an organisations strengths and weaknesses. These analyses will then lead to numerous strategies, all of which will be evaluated to determine the most appropriate one. Ansoff's study of product matrix was aimed at aiding organisations in understanding the relationship between existing products and new products. He believed that if an organisation is aware of the relationship then they are able to assess its planned strategy more clearly and therefore the level of risk is minimal. 
However, Mintzberg (1990) would argue that the rational approach to formulating a strategy fails to consider how this occurs in reality. Mintzberg and Walters (1985) therefore, suggested that there are three approaches when making a strategy, which are intended, realised and emergent strategies. An intended strategy is one that the organisation has chosen to pursue, therefore every detail would have been analysed carefully. A realised strategy is the strategy that the organisation actually carries out. For certain reasons the intended strategy may be inappropriate to use, and it would then be considered as an unutilised strategy. In some cases, managers would use their experience in developing their own strategy and this is known as an emergent strategy. When an emerging strategy is successfully implemented it is known as a realised strategy. They argue that strategy is formulated based on experiences rather that the managers intention. Mintzberg recognises that strategy is a complex process and strategies can often be formulated without conscious intention and is more likely to be formed through managers learning from their past experiences, though he does note that most strategies do possess a deliberate and emerging feature. 
Many researchers who prefer the prescriptive strategy, such as Ansoff, have raised their concerns over Mintzberg's design school and emergent strategy theory. Ansoff believes that the design school theory is outdated as it has failed to adapt with the times and this would make it methodologically unsound. Lynch (2015) then studied Asoffs criticisms and applied them from an organisations perspective. He believes that it is unrealistic to expect board members of an organisation to let operating companies to do as they wish, as board members may be managers who have a vision of where they see the organisation progressing and they should therefore be pushing the group to achieve this vision. There is also a concern that management control will be difficult as managers are having to react to the strategy which is emerging, and it is considered that management control would be simpler as the actions that are undertaken would be planned in advance. 
This theory came to light after observations that humans do not act rational and logical which is assumed by those who favour the prescriptive strategy. It is argued that strategy emerges to adapt human needs and benefiting from new and unknown innovations, which will allow the strategy to continuously develop over time. It is thought that this approach had its beginning in Mayo's experiments in 1930 but it is considered to have significantly progresses in the 1960 in the research of Herbert and Simon. Their research which was conducted around the same time looked into how companies and managers develop strategies, which demonstrated that strategies, like humans, are not always rational and logical. They suggest that managers can only handle a limited number of options at a single time, and this is more commonly known as the bounded rationality. It is believed that organisations consist of people who form power blocks and decision rely on a compromise or political bargaining between managers and these people. There is a strong emphasis on a company's culture and politics as managers can rely on this setting to influence their decision-making process. 
Mintzberg is the main researcher in strategic management who disapproves of the prescriptive approach. He suggests that the approach is purely based on assumptions and not how an organisation actually operates. He also believes that this process is based on the idea that the future can be predicted, which will lead to managers making rational choices. However, if a competitor was to do something unexpected the process would then be invalid. Supporters of the prescriptive approach suggest that only the chief executives have the knowledge to choose between strategies, but Mintzberg's would be quick to point out that this idea is naive as the leaders in an organisation may consult other members when making a decision. When applying this to a public service perspective it can be difficult to plan a strategy when many decisions are beyond the ‘managers’ control. A strategic manager in the public sector will be required to deal with politics but cannot be seen as straying from their assigned role. Alford and Greve (2017) believes that strategy in the public sector is shifting from trying to fit within corporate planning models and to a more dispersed activity that allows several organisations to participate. They would also suggest that the next step of progression for public managers is not to focus on strategy and finding the right performance but to focus on forming public value propositions and engaging with stakeholders to do so as stakeholders and the public forms a huge part in aiding the organisation to realise the goals of their strategy.   
With budgets being cut in the public services, it will not produce an effective service unless the business culture and attitude is to change. Managers may face financial, structural and cultural challenges that they have never faced before and because of this it will require organisations working together. Machiavelli states that “there is nothing more difficult to handle, more doubtful of success and more dangerous to carry through that initiating change in the state’s constitution” (Machiavelli cited in Jackson, 2016. P.10). While change in a service may be unpredictable it is necessary to change with the way society is changing. If society developing with technology, why would a service continue in an old fashion way when it doesn’t meet the needs of the public. It can be shown through the actions of Swansea City Council that change is imminent and required to meet a developing society’s needs. When developing a strategic plan, they have identified their vision to create a safer, greener, smarter, fairer, healthier, richer Swansea. They have then set out their goals in the way they wish to achieve this vision by becoming people focused and working with different services and agencies to developed innovated ideas for the change (City and County of Swansea. 2016). 
To conclude there has never been a greater need for strategic management in the public sector with challenges in both society and financial sectors. According to Moore (1995) government agencies now need to identify appropriate goals that are sustainable in order to deliver an effective service that is of public value. It is obvious that pure Machiavellian leaders are not what this sector need as staff may become demotivated and this will lead to further failures. What the service requires in managers who are able to be patient and creative in the way they can make use of their limited resources. While Machiavelli may be correct in stating that change can be difficult it is not dangerous if that is what society requires. There are numerous methods of strategic management that can be implemented by the organisation however, public service may use both prescriptive and emergent approach to strategic management as they may plan for the upcoming year in regards to budget but a new strategy may emerge when faced with an unplanned change of government or major incident.  
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