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This essay will aim to critically review strategy management theories for the modern public sector organisations, and highlight the difficulties and limitations in achieving satisfactory outcome for all stakeholders. This will be achieved by critically evaluating the difficulties and limitations impacting upon public sector organisations in achieving the aims and objectives of their strategic plans. Through the understanding of key theories and thinkers and how these relate to the strategic management of public sector organisations. 
By reading widely around the subject it enables the author to focus on establishing an understanding of ‘strategy’, ‘management’, ‘strategic management’, and ‘strategic planning’ and other key words and phrases. From this an attempt will be made to analyse the challenge of achieving pleasing outcomes for stakeholders in context of public organisations.
Firstly ‘Strategy.’ This is setting aims and objectives, along with setting actions to complete these goals and organising resources to achieve the goals. It generally means how a plan will achieve the goals by its resources (Freedman, 2015). 
With ‘Strategy’ comes three more levels within an organisation as described by Johnson, Whittington and Scholes (2015), ‘Corporate Level’ is where ‘the overall scope of an organisation and how value will be added to the different parts (business departments) of the organisation.’  The level below this is called ‘Business Level.’ This is where the people in an organisation compete or provide for best service value. The third level is ‘Operational Level’ this is the people who deliver the service whilst managing processes, people and resources.   
“The procedure of dealing with or monitoring actions or people” is what Nieuwenhuizenet et al (2008) define Management. Management is key to every organisation because they have to deal with every input for example information or financial, then try to engage the workforce those who work for to deliver the outcomes such as services or even profit. Essentially, the role of managers is to guide their department in an organisation towards their goal accomplishment. 
Doherty and Horne (2002) believe that there are three types of managers. ‘Administrator’ which are not influential but carry out tasks that need to be done on a daily basis. ‘Managers’ are concerned with efficiency and seek for change when something is not working. And lastly is ‘Leaders’ which is a type of management that leads to vision, purpose and direction in an organisation.


‘Strategic Management’ is a dimension of ‘Strategy’ it focuses on setting and completing aims and objectives but strategic management is not static the models often include a feedback loop to monitor execution and inform the next round of planning (Jones and Hill, 2012). Often Strategic Management has two major processes formulation and implementation. Formulation of strategy involves analysing the environment in which the organization operates, and implementation involves decisions regarding how the organization's resources for example people, process and technology will be aligned and mobilized towards the objectives (Mintzberg and Quinn, 1996).
Another dimension of strategy is ‘Strategic Planning.’ This is where a manager or team would analyse their resources to allow them to plan what strategy is most appropriate to implement.  It can be used as a good communication process across the organisation to explain the actions and targets that need to be achieved in the next few years of the organisations projected plans (Porter, 1980).
Strategic Thinking is another dimension of strategy but concentrates on the "What?" and 'Why?' the organisation should be doing. It requires a lot of innovation and creation to strategically think what the organisation needs to provide a better service for its customers and why is it important to do so (Olson and Simerson, 2015). 
There are many theories on how to strategically manage an organisation. The Machiavelli theory is a very autocratic way of managing an organisation. He thought the use of immoral, unfair and fearful ways to run a political career was the best. He believed that people would follow someone more if they were feared of them. They were known for embarrassing or threatening a person therefore, people would rather be on the good side of that leader. If this is true then that persons subjects would be united and faithful (Harris, 2000). Machievllian types of leaders tend to give gradual rewards but instant punishment. This means that if a follower goes against the leader they would be instantly punished because if not other wrongdoings would partake amongst other followers leading them to lose power. And gradual reward can be effective and advised to be used little by little, so that the subordinates have the opportunity to evaluate and thank. 

It could be argued that the autocratic or Machievellian theory would never be of any good use in any public sector organisation. This is because there would be a lack of creativity amongst the organisation as well as personal bias because all of the decisions will be made by the manager with very little consultation with other members of their group. Others argue that an autocratic leader, if used correctly in a public sector especially in an organisation such as the police, could be very useful because their team or group would be cautious to step out of line which means they will work and increase productivity through the fear of the leader (Block, 2014).  One believes that this would not work in a modern day public sector organisation. 

Another type of management style is bureaucracy. Weber and Andreski (2009) define bureaucracy leaders as, "Leaders who rely on rules and regulations with defined positions within an organisation." They tend to be people who are organised and have the ability to conform to the rules. Bureaucratic leadership tends to be more about the performance of the organisation not the individual worker, so it is not a management style for organisations that are heart based. On the other hand, it is ideal for large organisations, also it can be easy to manage large groups of workers which have to do repetitive jobs for example, factory work or stocking shelves. Most large companies use this leadership style because it has structure policies and rules, also workers know what they are expected to do and is more content when working for this organisation (Huber, 2007). 

As said bureaucracy leadership style is more fitted for large organisations because of its principle of conforming to the rules and regulations of an organisation. Gray (2004) outlines, bureaucratic organisational structures as having numerous layers of management, which makes strategic decision-making time shorter in a tall organizational structure, since less individuals are involved in the process. Some organisations that are managed like this can be rigid and sometimes cannot adapt to changing situations in certain environments such as legal or financial (Shepard, 2009). This is probably one of the better management theories that fit a public sector organisation.  

Another possible theory that can be used in management of an organisation is 'Contingency Theory.' Contingency Theory is “A manager who takes appropriate action based on aspects most important to the current situation" (Donaldson, 2013). To summarise it means that changes should be made when managing to suit the organisation.  Compared to the bureaucracy theory it is not a "one style fits all" it can be very flexible. This is more often used in smaller companies as there are not that many employees to manage therefore circumstances do not change as often (Levine and Moreland, 2006).  




The advantages to the contingency theory working in the public services is that it enables management to change employee roles to meet the individual needs, but with large organisations such as the NHS or the Police to fit everyone needs would be near enough impossible. Also, when trying to choose a plan or scheme it can be difficult to choose because there is no clear procedure or guidelines to follow (Burnes, 2009).  This would not sit well with a public sector organisation.  

Taylorism or scientific management is another theory that can be used in an organisation.  Taylor (2016) states that his theory  "involved breaking down the components of manual tasks in manufacturing environments, timing each movement, so that there could be a proven best way to perform each task. Thus employees could be trained to be 'first class' within their job." Through this it brought improved work methods which then brought enormous increases in productivity. On the other hand, it put the planning and control of workplace activities exclusively in the hands of the managers which can lead t lack of motivation from the workers. But it could be argued that it stimulated management into adopting a more positive role in leadership at shop floor level (Cole, 2000). 

Taylorism is a theory which concentrates on which technique or quantitative system is better for that organisation. In the end it determines how well the system works with its' employees. As it does not include the human behavioural aspect to it, it can lead to inaccurate assumption and calculations to its system (Knights and Willmott, 2007). If it is used properly it can be a very successful management style in a public sector organisation.  One criticism to this is that it does not account any unanticipated actions so therefore it is not very flexible when dealing with external factors which the public sector always has to deal with. 

Classical management theory is when an organisation has many different levels of workers to improve productivity. Staff at the lowest levels find their tasks overseen by supervisors who, in turn, are overseen by managers. At every level, staff are expected to perform their job with their processes that must be followed to maximize productivity. The division of labour can be used effectively because staffs' job roles are clearly stated, this would let workers carry on with that one are of work and hopefully increased productivity and higher efficiency, as workers are not expected to multitask (Grint, 1997). This theory does not take in staff thoughts and judgements, which could lead to employees being demotivated or worse leave the organisation for a job where they feel valued. Allen, et al (2013) say that "employees should be motivated by monetary rewards. In other words, they will work harder and become more productive if they have an incentive to look forward to." When doing, this it can lead to staff being more motivated because they feel acknowledged for their hard work, this in turn ensure managing the staff beneath them easier. This has a very good potential to work in the public sector organisation but due to the large numbers in them, it is very difficult to acquire everyone's thoughts and feelings on how their organisation is being run and as said previously can lead to lack of efficiency and productivity. 
 
Strategic management is generally thought to have originated in the business world, enabling governmental organisations to use strategies that were originally set for private sector companies to increase efficiency and effectiveness to be fulfilled. One organisation, the Department for Work and Pensions with 'Job CentrePlus' adopted this. With it "offering an entirely new quality of service to the public who were to be treated like valued customers" (Joyce, 2011). The development was described as a "profound change in the way the largest government agency approach business with its five million customers." It was estimated that there were up to £135 million in savings in 2006-07. The way this was achieved was through the chief executive Leigh Lewis. He saw that the main problem with other organisation was the concentration on treating people like valued customers not passing clients (Milner, 2012). Over the last couple of years Job Centre Plus have reduced dramatically in the number of offices they have. Due to the fact that it was not financially viable to keep these offices open. This lead to unemployed people travelling further to find work. In Wales currently, there will be seven Job centres offices closing and relocating to other parts, especially in the south Valleys (BBC News, 2017). The report goes on to say that they would save about £180m a year over the next 10 years with all the offices being closed down, but if people cannot make the office it will be pointless having the new offices.  

Sarah Jane Marshman is another person that has eased the stress on public sector through her work with the Birmingham Children’s Hospital. In her six years as chief executive Sarah has concentrated majorly on patient care, leadership and governance and for its commitment to patient and staff engagement. Staff have the chance to win  "Star of the Month. The number of people who were nominated for working through weekends or holidays without extra pay was unbelievable" (Stubbington, 2017).  This shows how effective her leadership skills must be for staff to work for free to achieve one goal which is in the end  to cure or help children in need. Through this more investment has come in which has led to the capacity increased from 280 to 360 beds, and the number of staff has increased by 2,800 to 3,500. From this demand has increased on its' resources. Not just on increased population but with medicine being developed more and more children are surviving longer than they would before (Campbell, 2017). Its' efficiency can be seen right through as BBC News (2013) stated that "100% of children referred to the hospital were seen within six weeks and no patient waited more than four hours once admitted to the trust." These statistics are incredible compared to most other trusts such as across Wales where you might have to wait up until eighty days before being seen for rehab (Therrien, 2018). This is probably why Birmingham Children's' hospital is the first to be awarded an 'Outstanding' after a Care Quality Commission inspection (Dreaper, 2017). 

Driver (2014) insists that public sector organisations do not have any strategies at all. He states "almost every strategy I have reviewed fails in one of two ways, most strategies aren't actually 'strategies' and most strategies aren't validated." He follows by saying  strategies are guidelines and plans on how they are going to do or fix something but most governmental department just state that they will or are going to "Protect our coastlines" and not giving any information on how they are going to do it and if they do it is a very little amount.  As for strategies that are not 'validated' he means that some of strategies that the public sector produce do not actually benefit anyone, the example he uses is "a project to build a swimming pool won't ensure the benefit of "healthy people". Only when people use the swimming pool does the benefit of making people healthier become a possibility." To summarise, there is no point having a strategy to promote a healthier lifestyle if no one is going to use it. A strategy must understand what users will actually do and not just build assets and hope that citizens will continue to come and use them and pay enough for them to justify the investment. 
Arguably the best style that can be used in a public sector is a bureaucratic style as it tends to be more about the performance of the organisation rather than the employees performance.  The performance of public sector services are well measured this is why it is important for them to have good performances. Also, decision-making time shorter in a tall organizational structure, since less individuals are involved in the process. Although probably all theories and style can work in the public sector it depends how good the management and strategy are from the people who are in charge.

Strategy and management are both vital parts for any organisation but especially for the public sector in this current economic climate with all the budget cuts being made.  Strategy is important because it sets aims and objectives, along with setting actions to complete these goals and organising resources to achieve the goals but it cannot be done unless a company or department is under good management or leader because without a good manager people will not follow change which as said previously will lead to lack of efficiency and effectiveness by employees. Strategy will not work without a good manager and a manager will not be effective without a good strategy therefore you cannot have one element without the other.
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