
‘Strategic management can be described as the identification of the purpose of the organisation and the plans and actions to achieve that purpose’ (Lynch, 2012 p.7).  

According to Flynn (2012, p.4) ‘” management is what managers do”, both compared to what “workers” do and to what professionals do’. The concept of those in a managerial position using a variety of skills separate to those required to those who they manage, and which develops along a separate path is becoming antiquated in the public sector.

The financial crisis in 2008 left the public services under a lot of pressure as they faced a significant change in budgets cuts. It caused an immense drop in aggregate demand as well an immense fiscal deficit for governments (Flynn, 2012). Stephenson (2018) the director of the Women’s Budget Group, argued how the public services crisis has hit women the hardest. She states how it is a ‘political choice’ that a fifth of the country’s population live in poverty and that the government need to acknowledge and take action for their mistakes and help women in particular. Professor Philip Alston, the United Nations’ special rapporteur on extreme poverty and human rights, also argued in his analysis of the impact of UK austerity policies, that ‘British compassion for those who are suffering has been replaced by a punitive, mean-spirited and often callous approach’ (Stephenson, 2018, p.1). Meaning that the government are not taking as much of a sympathetic attitude as they once were. Philip Alston stated that ‘since the onset of austerity, cuts to local government funding have transferred service costs to users who are “least able to pay” (Brady, 2018, p.1). The impact of the 2010 austerity cuts have had a substantial effect on local authorities and public services, in particular the NHS and Police (Butler et al, 2019). Due to eight years of little budget increases to the NHS in England, they are left seriously overstretched, dangerously understaffed and £4bn in debt. The Police Force have had long standing concerns with regards to the cutbacks as they feel this has had an impact on their ability to carry out their duties sufficiently due to less staff and the rise of violent crime. 

In 2010 the coalition government had to make difficult decisions regarding cuts in public services after many years of the previous labour governments overspending (Flynn, 2012). It was not as simple as spreading the cuts equally across the board. By 2011, substantial cuts had to be made at both a local and national level and strategic decisions had to be made. 

According to Sajid Javid, the Chancellor of the Exchequer, a line is being drawn under austerity and expectations are a decade of renewal (Inman, 2019). He states that day-to-day spending on public services will grow by around £13.8bn between 2019-21. This is above the previous spending plans by his predecessor, Philip Hammond. This is the biggest increase in the last 15 years. 

Bureaucracy has always been a part of the structure of public services and is often regarded negatively although it is an essential way of managing the provision of services (Doherty et al, 2014).  

According to Bovaird (2016) strategies are needed everywhere, everyone should work to have one, especially within every organisation as they must have a plan of action designed to achieve an overall aim. For example, an organisation without a strategic would have no set direction for the future and would be deemed incompetent. Johnson et al (2008) states how strategic decisions help to decide what the organisation does not do, in other words ‘the organisations scope’. The decisions must fit customers requirements and needs and adopts the technologies, and how well it attracts its stakeholders.  

Wilson and Gilligan (2005) have identified 7 important areas of strategic decision making, one being the range of activities covered within the boundaries of an organisation. These areas match the organisations activities to the environment in which it operates. They argue that in order to be successful the organisation must have adequate funding, personnel and capacity to cope with fluctuation or change. They state that change within the organisations parameters is influenced and managed according to managerial preferences and ideas in addition to new environmental possibilities. Decisions made are complicated and do not always follow normal routine because of a large variety of factors. Consequently, the implication of decisions made are felt throughout the organisation. If all these areas are achieved, decisions are strategic but if they are not achieved, they would either be operational or tactical.  

Furthermore, Decision-making (whether strategic or tactical) is an element of a comprehensive problem-solving process (Wilson and Gilligan, 2005). In reality, this comprises of three significant characteristics; analysis, choice and implementation. Strategic analysis focuses on understanding the strategic situation of the organisation, which necessitates that answers be found to questions like; what changes are taking place in the environment? How will these changes affect the organisation and its activities? What resources does the organisation have to deal with these changes? And, what do these groups associated with the organisation wish to achieve? 

According to Wilson and Gilligan (2005) strategic choice comprises of 3 characteristics; the creation of in-depth strategic options; the evaluation of these options which focuses on the use of the organisation’s strengths and / or how to succeed in finding solutions to its weaknesses; thirdly, choosing the strategy which is best able to allow the organisation to grasp new opportunities or to overcome competition. The implementation of new strategies, putting the decision into action, should have been taking feasibility and it is acceptance into account. The implementation of new strategies will require more resources, the adaptation of the organisation’s structure and the ability to develop a training pathway for personnel.     

According to Grant (2003, p.16) ‘strategy is the overall plan for deploying resources to establish a favorable position’. For example, within Mid and West Wales Fire and Rescue Service high volume pumps (HVP) are strategically placed within their area, so should there be flooding, the resources and equipment are best placed to deal with the situation. Currently held in Port-Talbot and New Town fire station in Dyfed Powys (Mid and West Wales Fire and Rescue Service, 2018). 

As stated by Johnson and Scholes (2001) benchmarking most likely has as many definitions as there are organisations involved in it. It is used as a way of evaluating your performance against other organisations working in the same field. 
Although there may not be formal competition from other organisations, a ‘benchmark’ figure is set and an internal contract drawn up where-by they can check the costs of providing that service in comparison to what might have been offered by another supplier (Flynn, 2012). Therefore, it is always someone at the top of the branch who makes the decisions. 

When comparing public sector management with that in the private sector, one can see similarities, but public sector management has more variety in its content (Johnson and Scholes, 2001). They are both similar in that they need to change resources into things that are beneficial, but the public sector involves the consideration of more elements than the private sector. Whilst each manager in the public sector has to deal with a variable mix of elements, they all have to deal with public factors to a varying extent. 
In comparison, managers in the public sector use a wider range of resources than those in the private sector. Resources in the private sector are governed by economics, monies gleaned from income or from investments whereas in the public sector, money is not just a resource but is governed by public opinion to a certain degree. In the public sector, managers use the legislation, in addition to public funding to oversee the completion of their tasks (Johnson and Scholes, 2001). 

According to Johnson and Scholes (2001) good management is all about ensuring the minimum amounts of damage in a situation using the most economical and effective mix of money, power and persuasion. There are three key characteristics for ideal-typical public management, these are authorising environment, operational capabilities and value.  Each element has its own individual points to be followed, e.g. resources such as money and legal authority, as no public organisation would benefit without either. Internal capabilities such as knowing their strengths and weaknesses and external capabilities where they have the opportunities to work with others, but also ensure they are aware and able to manage threats such as public services budget crisis. 


Specific actions are crucial (Grant, 2003) therefore one example of the strategic management model approach is Thompson and Strickland’s (2001) five tasks of strategic management (Dandria, 2011). The 5 tasks are develop strategic vision, set objectives, create a strategy to achieve objectives, implement and execute and evaluate, monitor and amend.  

A new professional body was developed and came into force on the 1st of April 2017, the National Fire Chiefs Council (NFCC) (National Fire Chiefs Council, 2020). This professional body allows improvements to be made within the fire service and deliver change from the bottom of the chain to the top. The production of a set of strategic and audacious commitments has enabled the fire and rescue service to adjust and implement the needs of their communities. The NFCC hopes to offer a set of strong 
crisp strategic commitments forming the basis of the Council’s engagement with their stakeholders. This will enhance the goals for the Central Programme Office (CPO) and Coordination Committee work plans. The Strategy supports any changes and enhancements across the UK fire and rescue services which is of a benefit not only to the employees but also to the communities with which they work in by delivering new efficient and effective services. Unfailing and well thought out community risk assessments guarantee that the fire and rescue services can make the best impression to minimize and reduce risk and vulnerability in their communities.

The Fire and Rescue Service throughout the whole of the UK has had to adapt to a substantial period of change.  This has faced them with many trials within the sector.  The importance of alliance amongst the blue light services is essential for the motivators for change, either within their own service or across the multiple services.  The National Fire Chiefs Council strategy is affiliated to the risks and issues facing the UK Fire and Rescue Services but is determined to deliver not only a professional service, but one which provides added value and a pledge to a unified collaboration. The prominence on providing partnerships and unity across the blue light services with collaborative models aiding all UK Fire and Rescue Services in delivering safety for the public and success. It is not only important to work in unity with other blue light services but to also work alongside other partners to deliver the NFCC strategy.

Strategic commitments - The National Fire Chiefs’ Council is the leading professional and technical voice of UK fire and rescue services and is committed to supporting their development to ensure the best possible outcomes for their communities. The council will work alongside the fire and rescue service to ensure that community risk assessments are align to a national definition of risk. Support the development of risk assessment methodology that allows a consistent risk-based approach to community risk management planning. Enable UK fire and rescue services to focus resources on activities where they will have the greatest impact on reducing risk and vulnerability within their communities. They will ensure to encourage and assist the fire and rescues service to maximise the added value of digital solutions, use information technology innovatively, share and use data across fire and recuse services and partners to support service delivery and make the sector more effective and efficient. Workforce reform- lead the fire and rescue sector as it continues to build a representative workforce possessing the appropriate skills, experience and leadership qualities to deliver a range of services to the community, embraces change and delivers a broad set of interventions to reduce harm and make communities safer and healthier, affording them greater opportunity and prosperity. Finance – work with partners to deliver multi-year budget settlements, collaboration and transformational funding, giving UK fire and rescue services the opportunity to plan for the future and support the delivery of sustainable transformation and reform. Governance- provide professional advice to, and work with, existing and emerging governance models. Provide expert opinion of the strengths, weaknesses, opportunities and risks of these models and how they can support the delivery of services to local communities.   
The National Fire and Chiefs’ Council principles – the nfcc is effective in providing coordinated leadership across the UK. The views of the fire and rescue services represented are appropriately considered. The nfcc Chair and others working on behalf of the nfcc ate supported, including when they are representing and providing advice on behalf of the nfcc. The priorities in the agreed annual plan are achieved. The advice and views expressed on behalf of the nfcc are authorised and supported. Decision-making and accountability at local level is not compromised. The roles and responsibilities of elected politicians are respected.  
Decision making- the NFCC agrees guidance and policies (developed via its committees), promotes best practice, provides coordinated support, provides advice for governments and other stakeholders and is the professional voice of UK fire and rescue services. The expectation is that NFCC recommendations will have been properly researched with the matter appropriately debated and considered. A range of different views will have been heard and a decision taken through an appropriate representative route. On that basis, the expectation is that decisions will be adopted and followed by fire and rescue service senior leaders and applied in their services. 
Communications within the NFCC are important for stakeholders to have and maintain a current knowledge of changes, issues and concerns.  Support to the NFCC is provided by the Chief Fire Officers’ Association (CFOA) or other third parties. Chief fire officers are expected to provide the NFCC and third parties with a reasonable level of assistance in accordance with the strategy. Because the NFCC is formally a committee of CFOA, the CFOA Trustees maintain an oversight of the operation of the NFCC from the perspective of good and effective governance. This oversight and governance will inform the performance management of the NFCC Chair. CFOA provides administrative and governance support to the NFCC, NFCC Chair, NFCC Vice Chairs and coordination committees. The CFOA Trustees will be responsible for determining how that support is provided. CFOA is responsible for the administration of funding for the NFCC. The NFCC may agree to support specific projects, research, development of guidance, secondments and other investments among other activities.  
Managers need to adapt the way they manage to suit their present context. Public service organisations have a relationship with the users of their services which is quite different from the relationship between a factory and its customers. Even when we adapt our management thinking to accommodate what is different about public services, we find that the public services are themselves changing in the face of technological, economic, political, legal and social forces. These forces have produced changing forms of ownership, changing forms of organisation and changing roles for managers and professionals.  (Doherty et al, 2014). 
Public services are increasingly required to develop innovative ways of delivering public services. these changes include creating shared services across large geographical areas, encouraging social enterprises to bid for the delivery of key services and encouraging local communities to take more active part in designing and delivering public services.  
Doherty et al (2014) believe in the next 20 years, we have assumed that strategic thinking and managing change will not be monopolized by top management. Managers at all levels will need to think reflectively about information, think predictively about imagined futures, think creatively about innovative developments, think empathetically about the consequences for others and think critically in evaluating options for change. As of this, benchmarking will no longer be relevant as the decisions will be made by managers at all levels, not only the person at the top of the branch. 
In conclusion, strategic management is key within any organisation especially the public service sector. The 2008 financial crash left the public services under a lot of pressure as they faced a significant change in budgets cuts. It caused an immense drop in aggregate demand as well an immense fiscal deficit for governments. Due to the decline in economic performance during the last decade the amount of money available to spend depends on what is available from taxation. 
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