Strategic Management: Theories and Outcomes
Strategic Management for Public Organisation
Mike Durke
02/03/18




Callum Turner
P145425

The term ‘strategic management’ within the public services can be viewed in vastly diverse ways. Some organisations will argue that one particular theory is better suited to managing vast amounts of individuals, whilst the others would argue different theories would provide a more efficient outcome. Some however, would argue that each individual, through no thought of their own, would conform to those used by previous members of the organisation, naturally drawn to the familiarity of the approach.
This essay will focus on each definition based around the concept of strategic management, focusing on the terms: strategy, management, strategic management and finally strategic planning. Each term would be defined, applying theories and explanations to each. Once an understanding into each term as been accomplished, then their application to public service organisation will be analysed, using case studies, examples and arguments from sound sources to provide academic backing and credibility. 
Finally, the application of these theories and measures within public service organisations will be evaluated to see if an outcome beneficial to stakeholders have been achieved, and if not, what more can be done by these organisations to attain stakeholder satisfaction, analysing if the use of various other theories would provide a more suited outcome.
The definition of the term strategy, according to Nickols. F (2012) derives from instances where it was used in military. However, to apply this term to organisations and businesses the understanding of the term had to be altered and adapted. As used in the military, the term ‘strategy’ is used in correlation between the means and the end result, it accumulates all information gathered and constructs them into a set plan of action to achieve the aspired results required of that organisation. For example, if a company wanted to reach a broader audience, such as those under the ages of 16, advertisement, product and even organisational approaches must be suited for that demographic, creating a means to achieve their goal.   
In business, there are a vast range of definitions surrounding the term ‘management’. One popular definition presented can be seen the Principles of Management by Koontz. H (2010) that defines management as the completion of a distinct target through the use of personnel, acting in tangent with others in an organised manor through the use of teamwork between employees in specially selected groups. It is also stated with Koontz philosophy on management theories is comprised of three distinct levels, presented within a triangle, the three-tier model shows the functionality of managerial roles within an organisation. The theory suggests that at the top tier of the triangle, and organisation individuals such as directors, CEOs and other senior staff control the highest levels of influence within their organisations, selecting polices, creating strategies and implementing measures that are beneficial for the organisations, sending them through the tiers and hierarchy. 
The second tier, situated in the middle of the triangle, demonstrates the responsibilities of those categories as branch managers and department managers, those who are liable for their specific areas within an organisation. It is stated within Koontz theory that depending on the scale of an organisations, factors relating to this theory would be adapted and altered. For example, a smaller organisation might only have one of these senior members of staff making decisions and creating a functioning structure of employee of follow. However, those in a larger organisation might have managers working under them, helping reduce the work load, thus in turn, helping create more efficient strategies for management. Other responsibilities that are implied within the role can include the training of new and current employees, and those in lower managerial roles, organising joint operations between departments, including other organisations, the involvement and encouragement of lower level staff, and the accumulation of feedback, data and productivity of employees to those in top tier management.
The final component to Koontz. H (2010) theory is comprised of the lowest managerial responsibilities, those who are perceived as more of a supervisor, compared to those who are managers. However, these individuals are stated to operate with more of a particular interest in the direction of the organisations operation. an example of this can be seen from supervisor’s reports, assignment of certain tasks, provide support for employees, and finally, provide training to new employees.
Strategic management, as defined by Alkhafaji. A (2003) as the “process of assessing the corporation and its environment to meet the firm’s long-term objectives of adopting and adjusting to its environment through exploitation of opportunities and reduction of threats”. This definition is further explained when Alkhafaji. A (2003) explains what different environmental factors are comprised within all functioning organisations.
Alkhafaji (2003) constructed a framework, based upon the efficient and effect use of strategic management, influenced by four main components: Environmental Scanning, Strategy Formulation, Implementation and Evaluation and Control. The first factor in Alkhafaji’s (2003) strategic management framework is constructed through two different sections, the first of which is the internal environment of an organisations, this consists various forms of resources used and controlled by the organisations, these include: employees, spending, production, advertisement and history of the organisation. The other section within environmental scanning includes those factors that are external to the organisations, factors to which they have minimal influence in some instances, these environmental factors include: the type of industry specific to the organisational targets, the competitive nature of that industry, technology available, restrictions set by the country to which you conduct business through the implementation of rules and regulation, how your organisation is view by society- through either positive or negative perception, and finally, the state of the economy, how much money is available and how financially beneficial is your industry to the current economy.
Another section of his framework, Strategic Formulation, is built upon several different actions, provides insight into the most effective way to implement strategies, the first of which focuses on the understanding of different management values and theories, focusing on a variety of different aspect to the construction and formulation of target orientated strategies. Others include the overall determination of that organisations success to their desired goal, the establishment of department based objectives to maximise efficiency, planning how to implement and conform to such strategy – with in inclusion of both corporate and business approaches, and finally an overall decision into the structure of the strategy through a step-by-step process in maximise results.
Strategic Planning, as stated by Abraham. S. C (2012) has no universal definition, to understand this terminology, an understanding into the term ‘strategy’ must first be accomplished, and as stated prior in this essay, a definition for the term has already been designated. However, once this has been understood, the process of strategic planning be comprehended, Abraham (2012) defines the process as a series of phases that an organisation takes to come to an agreement on a specific target and the direction that they are proceeding towards. Furthermore, the successfulness of a strategic planning is determined by the factors to which is was created, meaning the more participants that have given their contribution into what they believe is the correct direction (using democratic leadership styles) the better the outcome for the organisation and stakeholders. Other factors include the structure of the plan – the necessity of each target and how they will be achieved - and finally the way in which the information gathered is used and implemented. Abraham (2012) continues to state that the creation of a strategic planning can be seen as an art form, highlighting that to create the most effective strategic plan the experience, persuasion, knowledge and intuition of individuals and group members involved becomes very prominent, each enacting the idea to suit their skills.
Diving further into the use of strategic planning within an organisation, it was found that Bryson. J (2018) identified a cycle that was found to be an effective, and commonly model used across many organisations to help them adapt to changing environments that were unforeseen, along with a variety of challenges brought forth to leadership groups conducting the plan. The ten-step process highlights key information and a distinctive process that must be accomplished, starting the cycle with an overall agreement through both external and internal managerial directors – which route their company should follow and its effects on stakeholders, directives placed on the organisation – what restriction, expectations and obligations the organisation must comply with. Other steps include the identification analysis, assessment, clarification, formulation, appraisal of all factors implemented within the plan. Other research conducted by Mintzberg. H (2000) provides support for theory put forward by Bryson (2018) allowing for a greater comprehension into this process of strategic planning.
A vast amount of theories has been philosophised over the years and their application to management; one such theory, as presented by Boar. B (1995) talks about the theory of Machiavellian management styles. This theory is based upon a variety of factors that make a good leader, thus leading to the creation of good management within an organisation. Boar (1995) states that within Machiavelli’s philosophy, distinct principles have an immediate effect of the creation of management. For example, in order to become an effective leader, one must first gain the support of ‘like-minded’ individuals, this provides latter with a form of authority, creating the base of management. Other influence within his theory highlights the use of clear and transparent directions for employees to follow, bringing forth expectation anticipated from them, and finally, the management figure must always be seen as a source of inspiration from those individuals involved, either from ‘leading the pack’ or providing a source of support.
Another theory that has been present around the basis of management derives from the theory of Drucker. P (1986) bases upon the aspects of objective based management, this theory focuses its dimension’s that basis principle. Furthermore, he states that a balance between the objective of employees must have a relation to the objectives set and followed by that organisation, creating a balance in management. He believes in his theory that through the implementation of challenging objectives that are achievable, in turn this will create an environment where employees feel they can thrive and be motivated to complete targets set. 
In contrast to the theory present by Drucker (1986) another one of his theories presented revolves around the ability of an organisation to create targets through achievable means. Drucker’s theory, as presented by Wade. D (2009) demonstrated the ideology being the theory of S. M. A. R. T targets, a method to which has been vastly used across the world in many different organisations, and even taught in school to help pupils understand how to construct a plan of action. The SMART theory offers a relaxed understanding into to creation of achievable goals, presented as an anagram, SMART stands for Specific, Measurable, Achievable, Realistic and Time-based, basically implying the need for your targets to be specific to your organisations goal, making sure progress can be measured to see if targets are being met, selected targets are  achievable with the resources that the organisation has at disposal, selected targets that are based upon those require by stakeholders – what’s beneficial to those involved within the organisation, and finally, making sure that all targets can be achieved in the required time, for instance not setting targets that are only achievable within a few years when the timeframe the organisations has is only a few months. 
Within the public services, a new form of management was suggesting when moving into the 21st century, it was believed that a reform into public management was needed to cope with the advancement of technology and society as a whole. The New Public Management (NPM) theory, presented by Lane. J (2000) illustrates how, rather than a completely new way of managing public service organisation, an expansion on previous theories and implementation of new philosophies would be more applicable. She states how the use of new game theories, and the addition of disciplines from current laws and economics, deemed to integrate innovative approaches to the governance of public service organisations, whilst emphasising the limits of NPM paradigm. For example, before the start of the 21st century, the government took on various roles in the decision to distribute goods and services to the UK population. However, in comparison to those seen in traditional governance in that time, the NPM saw the use of private providers in the distribution of public goods and services, instances such as the privatisation of the Royal Mail.
In an article by the BBC (2013), it addresses an understanding into the actions the government took and the reasons to why they decided to privatise such a service. The article reports figures that in the year 2013, under a controversial initiative, the Royal Mail sold shares in the company, equivalent to 62% of the organisation. This meant that the once public-sector organisation, now privatised, operates under the control of the majority shareholder. They reveal the reason for this was in order to bring in enough capital to help to organisation grow and flourish, they needed more funding, only available through privatised means. It was argued that with the growing increase of online shopping and deliveries meant an economic opening they wished to be part of, especially with the decline in the number of letters sent due to increased number of e-mail users.
Across the public service organisation there are many case studies that provide evidence to the use of management theories and the effects of their application to such organisations, highlighting if they are used effectively or ineffectively. Across the board examples can be found around the world, in a variety of countries, one such example of a theory can be found is the NHS publication of their five years forward view. According to NHS (2014) they have constructed an overview in to what they are expected to achieve by the year 2020. This publication provides evidence into how the NHS will allocate their budget to adapting circumstance that our country faces, highlighted keys issues they face with statistics on individuals treated for smoking related illnesses, effects binge drinking has on the population and the growing concern of obesity within this country. They set out a plan of action tailored around stakeholders, focusing on relationships between patients, carers and citizens to help promote good-health and well-being. This form of strategic planning implements theories based around Drucker (1986) SMART goals and Bryson (2018) ten-step process to the creation of their five-year overview. 
Other examples that can be found within the public services, and the use of management theories, examples such as the 2008 report on effectiveness of a new scheme implemented within the Department for Work and Pensions. This report focused on the implementation of a new plan used by Leigh Lewis, chief executive of the Jobcentre Plus. According to a report by Joyce. P (2011) the new initiative, that saw the establishment of new offices across the country, providing wider availability to those unemployed, managed to save the governmental department around £135 million between the year 2006-07. The article continues to give information providing insight to the construction of their plan, stating their main focus was of the need of stakeholders, making sure they had backing from them, including that of ministers, making sure they were in correlation to the vision of the Prime Ministers manifesto. (BBC, 2013)  
In conclusion, this essay demonstrates the difficulties faced when trying to comprehend the terms ‘strategy’, ‘management’, ‘strategic management’ and ‘strategic planning’. It shows the various terms and definition associated which each term, using theories and definitions from academic sources to provide evidence and sound backing for the arguments presented. It outlines how in order to understand how strategic management is used within the UK public service organisations, an understanding into each term much first be accomplished.
It highlighted theories of management, from a variety of theorist and how they perceive the use of managerial theories to organisations, providing insight into how organisations use initiative based upon those theories. This essay also demonstrates an understanding into each theory, provided detailed explanations around their thesis.
Finally, this provides evidence into the use of these theories in the public sector, providing case studies, one such example taken from a report from the BBC, to show the privatisation of the Royal Mail, the use of strategic planning with the NHS and governmental departments and how they take into consideration the effects to which these plans have on stakeholders involved within the organisations.
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