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Strategic Management for Public Organisations

Strategic management is a continuously developing structure that is discussed by many academics as being integral in ensuring the forward planning management processes are identified to meet the needs and demands of the stakeholders within an organisation (Dess et al 2016). Many organisations use a hierarchical structure to enable a clear delegation of tasks to its workers to allow for those at the top of the structure to over look the daily operations of an establishment, focussing primarily on being efficient in the service they provide. The Public Services are an example of a cluster of organisations who enforce the strategic management processes in the service they provide, reiterating the hierarchical structure adopted by many other organisations. While the Public Services effectively derive their management structures from government policies, the way in which they deliver their services to the public depends on the general objectives of that service (Andrews et al 2012), and the strategic management aspects enable effective decisions to be made on how they can provide efficient services to those in the country. 
The direction of an organisation is generally formed around a key objective and whether public or private sector, requires a set of plans or smaller objectives to enable the bigger picture to be identified to ensure the success of the organisation under the direction of a management structure. Freedman (2013) discusses how within an organisation the management structure ensures effective communication, clear delegation and an element of discipline to ensure the team aim to achieve the overall objectives of the establishment, and without such structure the success of an organisation may be questionable. 
Culp (2012) deliberates the concept of strategic management to have emerged in the 1950’s and 1960’s, with many influential theorists leading the way regarding the ideologies of management, with Ansoff and Mintzberg being two of many. Strategic management itself is defined by Joyce (1999) as being a means of ‘engaging people and getting their commitment’ to drive a team of workers to one overall objective, an element that has previously existed in Maslow’s hierarchy of needs. Bouffard et al (2016) discuss Maslow’s theory as being integral in gaining the commitment and work ethics of an individual if their individual needs are addressed, they are more likely to conform to the organisation, and focus on the needs and demand of that establishment. Ertzcheid et al (2010) discuss this further by suggesting that the fulfilment of individual needs would be of benefit to the organisation, enabling them to appreciate the management structure and take orders effectively and enables them to develop a strategic mindset to focus primarily on the objectives set by the organisation. Without a strong managerial input and a strategic mind set it is difficult to say how an organisation can influence its workers to focus on the main organisational aims, it would be appropriate to first build on the individuals to ensure that they feel satisfied in carrying out what is expected of them, before results can be achieved. 
It is important to consider the elements that make up strategic management and how they enable an organisation to be tactical in the decisions they make. Grant (2016) discusses the concept of strategy to be integral in a business environment and relates closely with successes and having clear profound results. Four key elements are discussed by Grant (2016) and Dess et al (2016) as having goals that are consistent, an understanding of the competitive market, an objective acknowledgement of resources and being effective in implementing these elements,  all of which focus around the ‘long term direction’ of the organisation to provide an efficient service to the public (Angwin et al 2014 & Johnson et al 2006). 
The strategy within an organisation tends to be formed around ‘ideas, decisions and actions that enable an organisation to succeed’ (Dess et al 2016), whilst having a competitive mindset focussed around corporate plans and purposes of that establishment. The City and Council of Swansea are an example within the Public Sector of enforcing strategy in the modern context. Corporate plans have been proposed, developed and delivered, highlighting the well-being objectives that have centred around the needs and demands of the public. The objectives that have been addressed enable the Council to pinpoint many areas that are a cause for concern to the public and an agenda has been discussed on how the Council can continuously develop and manage those areas that have been identified within the City. Phillips and Dar (2011) explain how from a managerial point of view, to instil the ethics of an organisation within the workforce, there must be a strong executive input and a ‘strategic’ mindset enforced throughout the organisation to allow for the daily operations to be successful in applying the plans addressed by management. The way in which public sector organisations enforce this idea of strategy may differ slightly to that of the private sector, but ultimately each establishment has the ideology of providing an efficient, effective service to the public and how they can be competitive against other organisations who may share similar business attributes.
The arrangements around strategy are often referred to as strategic planning and enable organisations to use the resources available to them and develop a working agenda that will aid with the overall aim of the establishment. Last (2007) discusses how many public-sector organisations plan on an ad hoc basis focussing on the long-term goals, with the planning stage itself focusing on methods and procedures while having a vision of the overall aims.  Last uses an example of the health sector considering all aspects of changing demographics of the population and developing a ‘strategy’ or plan on how the resources can be acceptably spread to enable an efficient service is provided to those who require it. To enable the ‘strategic plan’ of an organisation, Crouch as cited by Nadler-Moodie (2012) discusses the alignment and allocation of resources to be an integral in the planning stage to allow for effective decisions to be made about how the overall objectives of the organisation will be met, and a ‘systematic, step by step’ procedure is developed in all successful organisations (Angwin 2014). According to Knights (2001) the planning stage allows for all angles and avenues to be examined, to enable the planners to be critical in their approach to making informed decisions that best suit the organisation, an aspect that the British Transport Police have developed by using strategic planning as a ‘building block’ on which they base their successes on and measure their performances against. The organisation may adopt a strategy and it can take two forms, these being prescriptive strategy where it is assumed that a rigid structure can change the ways in which the strategy is implemented or through emergency strategy where there is seen that the organisation has too many risks associated, so a flexible, changeable approach is adopted (Doherty & Horne 2002). Capon (2008) discusses how strategy can be implemented, providing it has been delivered around a framework focussing on, the position, the choice and the action of that establishment. More clearly, he focusses on how the organisation currently stand in the economic and social climate, where the organisation aims to be, and how they suggest they get there by also ensuring an efficient service is provided. 

An organisation no matter how big or small has a purpose or mission that they aim to achieve whether this is for a monitory value or for non-profit. The type of organisation can sometimes determine how driven its workers and management are in achieving such aims and objectives. Doherty and Horne (2002) discuss how the relationship between a public-sector organisation and a factory and their stakeholders are very different, and organisations need to be flexible in their approach to ensure the needs of its audience are met. An organisation will always be faced with internal and external challenges that present themselves in a variety of ways and to ensure the organisation is focussed on their missions, an analysis or reflection is often carried out by those in the management structure identifying what threats have developed and how they can overcome or prevent them from reoccurring. In business terms, internal threats are primarily focused around staffing issues, through sickness but external features also exist and are often more difficult to manage and measure. A SWOT analysis is often adopted by organisations highlighting the pressures that may present themselves that may divert the objectives that have been set by management. SWOT analysis is discussed by Lynch (2012) as being the ‘strengths and weaknesses presented internally’ while ‘opportunities and threats’ exist as an external feature enabling the management structure to identify how those opportunities and threats can be explored to prevent them from affecting the success of the organisation. A reflection or analysis can often indicate how ‘strategically’ the organisation has flawed in some respects, but often how it has flourished with a strong managerial input, embedding the strategic management elements to achieve the results anticipated. If an organisation were to perform badly, but the strategy itself appeared solid, the environment in which it has been measured against may be an external factor. For example, within many public services there are cut backs due to taxation, but those at a high level have determined that by cutting back on workers and ploughing the money into resources and increasing the workload of those already working, money can be saved and a more money efficient service is provided. However, if the performance of that service is poor and the strategy implementing was also poor, the management structure would need to be adaptable to change with the demands of that service in order to enable that the key aims and objectives of that service have been adhered to whilst also maintaining that service to the public. Henry (1993) discusses how the strategic management elements had previously derived from business like structures that have been adopted by the public services as the aims of the organisation are reflected in the results achieved when there is a strong managerial input. He discusses three elements that must be satisfied in order to reiterate the managerial aspect within the organisation, these being the continuous use of business like structures and approaches, more internal accountability and a means of managing performance whether this is through a SWOT analysis or public review. 
Doherty and Horne (2002) discuss how there are many issues with the public sector implementing a business-like approach such as strategy as there are multiple levels of authority, a wide-ranging workforce that can be held accountable and many issues with reporting any elements that are believed to have been a reason for failure. However, the two academics discuss how the bureaucracy within the country has been determined through the Haynes Report, where local governments have organised public sector organisations with a vertical hierarchy of communication and control. Strategically, the decisions within the public sector are made by those at the top of the hierarchy and are then enforced by those lower down with the aim of the highest levels of managers overseeing the daily operations. A clear delegation of tasks and resources enable a work force to be understandable of what is expected of them, how they can achieve the mission statement and purpose of the organisation and how ‘strategically’ they are able to stand above those organisations who share the same or similar business attributes. The development of strategy is discussed by Lynch (2012) as building on the skills of the organisation and how they can be effective in ensuring the service they provide is of a satisfactory standard to their stakeholders, whether this is within the public sector or a business. However, an organisation may face what many academics fear, strategic danger. Where the size of the organisation is too wide reaching or too minimal to cope with the demands imposed on them by stakeholders. The concerns arise where managers are unable to ‘exploit fully the advantages’ of the organisation or indeed what the organisation intended to achieve (White 2004), which can sometimes be the case in regards to the public services. With many failings in public services, it is generally the leadership of the organisation that comes under scrutiny, for failing to delegate effectively, however the strategy of the organisation should encompass any potential failings into their reviews to enable the workforce to be able to identify when a failing may occur and develop a further strategy on how they will overcome such a failure. 
Jeffs (2008) discusses failings within organisations are not an option as long as the organisation has undertaken the strategic planning elements and are driven to achieve results, they tend to perform better than other organisation who plan on a here and now basis and therefore failure is minimised. The set of plans constructed by the organisation tend to allow for the risks and threats to be highlighted and allows for further analysis to be made in order to address any threats. Cllr Rob Stewart (2018) discusses how The City and Council of Swansea are currently facing multiple issues surrounding technological challenges where-by they must keep up to date with the advancements in technology. He discusses how Swansea’s initiative to address these advances has allowed them to stand above many other councils within the UK as driving the way towards a more technologically advanced city for the benefit of its stakeholders, these being the public. Strategically, Swansea’s council has highlighted how they can perform and compete with other councils in the UK and how they can be more efficient and beneficial to those affected by change and how the needs of the public are addressed in the work that is carried out within the city. Another avenue discussed by Stewart is how joint services with the Council and the public services allows for the planning of projects to hold the people of Swansea at the heart of any decisions. Without the multi-agency cooperation, it would be difficult to enforce any regenerations within the city and therefore the ‘strategy’ involves discussion between public sector organisations to ensure that the delivery of such projects focusses on the benefit of those effected within the community. 
The development of strategic management by many theorists such as Ansoff has allowed for the competitive market to be explored and how strategy can enable success within an organisation. Nawaz and Bhatti (2018) discuss how organisations who enforce the strategic management mindset or even a strategy need to adaptable to the changing demographics and challenges that may present themselves to any organisation. While the strategy itself may be stable and enforceable, without a strong managerial input and a drive to achieve, the success of the organisation is questionable based on its direction. The planning of a strategy is crucial in ensuring that resources are allocated correctly, that ever member of staff is clear of what is expected of them and what is expected of the organisation. Poor planning can often be a reason for failure or poor performance, but by thinking tactically and strategically, management can identify any shortfalls that they may be held accountable for and address these issues to ensure they do not become a burden on the organisation. The elements around strategic management are becoming more commonly used within the public services and has provided much benefit to the services to ensure they carry out their duties to a satisfactory standard. While the policies are enforced from government, the way in which they are implemented to the public are a matter for the management within that organisation to decide and can prove both successful and unsuccessful. Therefore, it is crucial to ensure that the strategic mind set is adopted by those in a management position, to be driven by the ethics of that service and to instil the ethos of the establishment within its workers. The strategy of the service must also be secure, but also adaptable to change depending on the pressure on that service, there may be more or less need for such a strategy to be implemented. 
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