Strategic Management Theories and Outcomes
The purpose of this essay is to analyse a variety of theories on strategic management and their outcomes, in order to critically evaluate their application in the context of the public sector. Additionally, critical evaluation will also be applied to their contribution to satisfying the demands of organisational stakeholders. This objective will be accomplished through gathering information on various management strategies established by notable theorists, along with their advantages and disadvantages. Furthermore, examples of these theories in practice within public sector organisations will be identified and evaluated on their effectiveness in satisfying stakeholders’ expectations of the services.

Strategic management is defined by Nag, Hambrick and Chen (2007) to be a conceptual enabler of multiple disciplinary and philosophical regimes to pursue their various research orientations simultaneously. These contrasting ideologies are stated to be united in consensus of the overall vision of the organisation. According to Hoglund and Svardsten (2015), strategic management in the public sector has lacked significant research due to its previous association with the private sector. This is because the concepts of competitive advantage, growth and profitability have historically been the focus of strategic management within an organisation and so would not be a target for public services. However, Hoglund and Svardsten (2015) have also identified a trend in public sector organisations implementing management strategies, in that the management of the service becomes more centralised than it had been prior, becoming more focused on operative matters and short-term measurements. This contrasts with the decentralisation of management within private organisations, strategic decision-making and a long-term holistic approach. This difference is suggested by Hoglund and Svardsten (2015) to result from the differing intentions between private and public sector organisations.

The apparent difficulty in adapting strategic management theory to the context of the public sector is further emphasised by Alford and Greve (2017). Their publication indicates that the controversial application of a previously for-profit concept to the management of public services was made difficult by its previous focus on a market environment rather than a political one. Additionally, different organisations sharing personnel and resources and the significance of network governance rather than focus on a single organisation further complicated the use of strategic management in the public sector. In consideration of these difficulties, Alford and Greve (2017) have presented clarity between the management of the service and the relevant stakeholders to be an important factor in the successful application of strategic management to the public sector. This is because transparency can clarify the decision-making processes of public services and their expected outcomes, while also reinforcing democratic involvement of external stakeholders towards the improvement of the quality of the services provided. As such, public service leaders are recommended to recognise and represent themselves as partners to stakeholders rather than managers.

In their policy paper about the development of private and public sector management, the Office for Civil Society (2018) declared a goal of improving the quality and community relations of organisations belonging to both sectors. This aim is planned to be achieved through diversifying the range of people and organisations involved in the provision of public services in order to employ useful talents from a variety of backgrounds. In order to accomplish these objectives, an online discussion platform and multiple workshops across the UK were established for the purpose of gathering public opinions on government services. Additionally, a ministerial conference was organised with one hundred public sector leaders, along with discussion forums for other stakeholders.
Having received over six hundred responses to their inquiries, the Office for Civil Society (2018) were advised on the improvement of the public sector. This feedback suggested that providing a government service meeting the standards of quality expected of the public was dependent on a long-term commitment to the engagement of the service and partnership with the public without regard for political electoral cycles. Democratic engagement and civic participation are also described to be essential to maintaining relations between the government and the public. This is because widespread inclusion of the public within the public sector can demonstrate a commitment and investment to the society receiving the service. Additionally, this can also provide transparency on the financial and decision-making processes within the management of the public services.
This style of strategic management may be compared to Aristotle’s theorised political systems, particularly a polity. According to Miller (2017), a polity was defined by Aristotle to be a legal constitution under the authority of a middle class of society between the wealthiest and the poorest. This style of management is cited to be best implemented in less than ideal city-states due to the reduced friction between social classes and the subsequent maintenance of a more stable society with less economic division between citizens.

As presented by Mcleod (2013), Maslow’s theory on a hierarchy of needs consisted of a structure of requirements that must be fulfilled in order to motivate a workforce. In ascending order, these requirements are physiological needs, safety, social needs, esteem and self-actualisation. Physiological needs refer to food, shelter and other essential needs for living. Safety encompasses stability and security from harm. Social needs address the maintaining of positive relationships with others close to the individual. Esteem is the achievement and mastery of a challenging area and the resulting recognition and respect to be received in response. Self-actualisation is achieved through the pursuit of inner talent and creativity. According to Gupta (2002), application of the hierarchy of needs in the management of a police service can prove effective in the motivation of the workforce. This is due to the stressful conditions and irregular working hours associated with the occupation of police officer. This can result in physical and mental fatigue and so reduce the quality of their individual contribution to the delivery of the organisation’s service.
Due to the personal connection between the public and the service established by police officers, discomfort and dissatisfaction with their work must be avoided in order to adequately meet the aims of the service at the standard expected of its leaders and the public. In consideration of this, Maslow’s hierarchy theory can be applicable to the improvement of police officers’ motivation. Physiological needs may be fulfilled through their salary and suitable working hours, providing them with a means to acquire their own shelter and food while also allowing them regular periods of time outside of the stressful environment of their work. Catering to security needs may require the provision of insurance schemes among other incentives in order to provide a sense of security in the event of a threat to their physical and mental health. Social needs may be met with little involvement from police leadership, as officers are likely to have positive family relations outside the service and establish friendships with colleagues. For officers’ esteem needs, a sense of personal achievement may be emphasised with the addition of supervisory recognition or the assignment of challenging tasks to demonstrate a confidence in their capabilities. Self-actualisation may prove more difficult to satisfy, as different members of staff would have different wants and expectations for what they receive for their work. Personal knowledge and understanding of staff members may be useful to employers in providing their specific requirements for accepting their position within the service and the subsequent delivery of a good quality of service.

In a study carried out by Hansen and Ferlie (2014), the application of strategic management within a public services context can be varied in its effective utility, depending on the type of organisation using it. Two strategic management theories are presented as examples of potentially viable management strategies for public services. These examples are identified as Porter’s theory of strategic positioning and a resource-based view of strategy. However, both theories are not recommended for traditional public sector settings. Instead, they would seem to be more relevant within public organisations which are more autotomized and market-like in their service delivery.
 Porter’s model is described to be focused on the selection of a clear strategy and industry position in order to most effectively exploit market imperfections for a competitive advantage. Under this motivation of profitability, Porter’s model of strategic positioning appears to be unsuitable for public sector practice, especially since government services are considered by stakeholders to be most effective in collaboration rather than competition. However, Hansen and Ferlie (2014) suggest that factors of this model may be applicable in the context of the public sector. Identifying secondary schools in Denmark as examples of this model’s effective use, this model’s relevance to the management of a public service is recommended to be based on the organisation’s autonomy, market-like conditions of the public’s demands of the service and budgeting based on performance. Autonomy refers to the firm’s capability of deciding on its own strategy, or industry depending on the organisation in question. Due to the privatised background of strategic positioning theory, perception of the expectations and demands of public stakeholders may be made comparable to that of a private sector market in order to identify areas of necessary organisational development and alteration. Finally, using performance as the basis for budget, although originally intended for securing a competitive advantage, can prove useful in conserving financial resources for potential investments in improving the organisation.

Hansen and Ferlie (2014) also make reference to the viability of a resource-based view of strategy in the context of the public services. According to Szymaniec-Mlicka (2017), this theory focuses on the internal structure of an organisation in order to identify the best resources and capabilities available to deal with emerging challenges. The strategy of resource-based perception is considered a viable management strategy for the public sector due to the turbulence of the political environment public services are required to operate within. However, the usefulness of this management method can also prove to be limited. This is because it can cause an organisation to focus on the development of a single asset, such as human or financial resources, as an individual solution to developing complications. At the recommendation of Szymeniac-Mlicka (2017), public services should develop the flexibility of this approach by considering the application of several or even every available resource. This can allow combination of all relevant and useful assets in resolving whatever issues the organisation may face.

Additional application of strategic management within the context of the public sector may be demonstrated by Ansoff’s diversification matrix. According to Alford and Greve (2017), this theory is can be used by organisational strategists in order to analyse available plans for developing the organisation further. Examples of this usage include deciding on whether to expand on presently ongoing projects, commence a new activity based on the organisation’s goals or even both. Ansoff’s matrix is described by Loredana (2017) to be based on the sale of existing products to existing markets, the development and renewal of new products for existing markets and the establishment of new products for new markets. In a public sector context, this matrix could potentially be adapted for use within a public service, as indicated by Ansoff (2016) himself. He states that due to developing problems emerging within the fields of education, healthcare, social services, transportation, use of space and ecology, non-profit organisations within the public sector are encouraged to adapt management strategies employed by private businesses for appropriate implementation for public service usage. This is believed to be due to the growth of government budgeting consuming a gradually increasing share of the gross national product. Returning to the application of Ansoff’s theory in a public sector environment proposed by Alford and Greve (2017) plans for future organisational development may be achieved through the use of the diversification matrix. This is because existing methods and services employed for specific scenarios and public groups may be assessed for current effectiveness and potential improvement. Additionally, new or already established practices may also be considered for application towards public stakeholders who were not the originally intended recipients of said practices. However, developing new means of providing a public service is not guaranteed to improve on previous protocols, nor would they be the most effective response to the needs and demands of a new stakeholder demographic.

In conclusion, the implementation of strategic management into the functioning of the public services has been limited due to its historic affiliation with the private sector. This is because many strategic management theories, such as Maslow’s hierarchy of needs, have largely been focused on the context of workforce motivation and the subsequent improvement in the quality of the product or service provided. However, this motivation of employees can be of benefit to the public sector due to the improvement it can result in the quality of service provided. In consideration of the police service as an example, fulfilling the necessary requirements and expected rewards of members of the organisation can significantly improve their willingness to place all their efforts into their contributions to the service’s overall objective. Relations between service providers and the public they serve would also benefit from employee satisfaction due to their improved commitment to the organisation’s goals, and so encourage greater trust from the public to the services.

Several studies by have been conducted on the viability of strategic management applied within the public sector. Whether from independent researchers or the government itself, a common recommendation made for the improvement of public service management seems to be greater transparency and inclusion of the public in the management processes of these organisations. This recommendation largely seems to address the possibility of friction between the public and the services provided by the government. By improving relations between the two groups, the public sector may provide its services with greater ease due to better cooperation from the public. Additionally, the public would receive a clearer understanding of the management processes of the services and have more of a say in how these organisations can best continue to serve the public.

In terms of applying previously established theories of strategic management into the context of the public sector, studies have identified additional examples of viable management strategies. These include Porter’s strategic positioning model, a resource-based perspective of strategy and Ansoff’s strategic management theory. Porter’s theory is focused on strategy selection and a comparatively market-like perception of the public receiving the service. Taking a resource-based perspective of strategy is apparently a viable method, provided that each resource relevant to the current situation is considered for development rather than a single asset for resolving present issues. Ansoff’s diversification matrix may be applicable to a public services environment by substituting the concept of new and existing products and markets with services and public needs. This way, a public sector organisation may develop new strategies on the delivery of their service, improve on current organisational practices or adapt already existing methods for application towards different areas of the service’s public jurisdiction.

[bookmark: _GoBack]To summarise, the successful integration of strategic management in the context of the public sector requires significant adaptability due to the private sector environment the concept of strategic management was primarily developed for. Many strategic management theories applicable to the public services were originally developed for the private sector, and so would have been focused on profitability as the overall goal of the organisation. Although strategic management has historically proven effective within government organisations, as indicated by the office of civil society within the government of the United Kingdom, numerous studies emphasise the importance of democratic involvement in the management of the public sector in order to ensure trust and cooperation between the services and the public. Strategic management theories such as Porter’s strategic positioning, Ansoff’s diversification matrix and the resource-based view of strategy were originally conceptualised for improving the capability of private sector firms in achieving a financial profit. As such, their relevance and application in the context of the public sector is dependent on adapting their focus of development from financial income to the service itself and the satisfaction of stakeholders without financial incentive beyond government funding. As Ansoff had previously observed, the lack of profitability within the public sector has raised significant challenges for the services comprising it. As a result, government services have responded to these difficulties by emulating the management practices of the private sector without comprising their stance of essential service to the public over profitability.
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