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Theory and Application of Strategic Management in the Design and Delivery of Public Services.

[bookmark: _gjdgxs][bookmark: _GoBack]Strategic management is a term often heard in the context of the public sector and is applied within each public service. Bonardi et al (2018) describes the term strategic management as more than management of strategic decision making and used in every aspect of running a public service from the highest managerial level to lower level management. 
The relevance of austerity to strategic management and the claim that austerity is over, can be construed from a number or articles such as, an article by Dean (2010) that presses the issues of austerity when it first started and the effect it had on the public sector, specifically the NHS and the ongoing issues that austerity will bring about from 2010 onwards. Using research on the start of austerity, Dean continues to inadvertently blame magment in public organizations as well as the government and poses the question how will the public sector do more with less?  Cepiku et al (2018) critically evaluates how strategic management and austerity are linked whilst also analyzing how austerity can be viewed as an opportunity in comparison to Dean (2010) who takes an opposing opinion on austerity. Cepiku highlights crises in management and adds that the lack of strategic management creates issues that lead to austerity. However, in comparison to Dean (2010), Cepiku believes austerity is an opportunity to become more efficient in the running of public services and will help socially and environmentally when running public services. Following on from this, Morris (2016) analyses the claim that austerity is ending and focusses on the timeline of austerity from 2010-2016 and the claim that austerity will be over by 2020. Critically analyzing research regarding the government’s aim to end austerity by 2019/2020, Morris argues the government’s plan to further increase spending on public services by 12.8 billion is unfeasible, with the effect austerity has had on public services and the government. Morris strongly believes a further 11 billion pounds would be needed to ensure austerity can end after 10 years of budget cuts and financial strain. 
With the claim that 10 years of austerity is ending, Wanna et al (2015) asks the questions how public organizations will work back to a high level of efficiency, and a high striving management and governance after 10 years of hard decisions as well as molding public services to survive under ongoing pressure with little financial aid.  With the NHS in constant battle to upgrade their services, with the increasing demand and strain on resources and services; Wanna argues that logistically it will take another 10 years for the NHS and other public services to recover from austerity. 
Key words integrated into strategic management specifically in the NHS as well as other public services, are strategy and management. As a term of its own, strategy can be best described as a plan that includes using resources to work towards an aim within the organization, Rey-Moreno et al (2017). Strategy relates to public service management and specifically the NHS, as ‘strategies’ can be used most effectively in a long-term basis to direct the NHs towards their aims as an organization. Rey-Mereno continues to provide a good insight into strategy used in the NHS by referring to corporate strategy, which is a wide subject area within a public organization such as the NHS. According to Rey-Mereno and Alford and Greve (2017), corporate strategy focuses on how value can be added to the organization as a whole, by looking at what the service such as the NHS aims to achieve and what it does not cover. However, business level strategy in comparison to corporate strategy is that business level strategy is on a specific basis of each department in the NHS compared to corporate strategy that analyses strategy of the overall service. Nickols (2016) further expands on corporate strategy and its involvement in public organisations with the basis of corporate strategy, defining itself from the mission and aims of the public organisation, rather than the organisation's capabilities and strengths. Nikols expands further than Rey-Mereno (2017) and Alford and Greve (2017) and expands on why corporate strategy is used in organisations and more specifically public organisations. Nikols raises a valid point concerning the scrutiny public organisations can be under in regard to stakeholders and the critical task of maintaining successful diversification in strategies.
 Johnsen (2015) evaluates strategy on a more grounded level, incorporating staff rather than high level managers known as emergent strategies. Otherwise known as realized strategy, emergent strategies can develop over time within a public service without the need for specific goals to achieve. Johnsen evaluates the overall advantages the use of emergent strategies can have within the public sector. Johnsen views the lack of detail in emergent strategies an advantage to low level magment, such as different departments within the NHS or police service. Johnsen further believes this will lift pressure from departments and small organizations to be more creative with the process of delivering and creating strategies. 
The term management differs to strategy and can be used in different settings. For example, Betchoo (2016) discovers the efforts the government makes to assist in efforts to improve accountability and transparency in public organizations with the aim to strengthen public management systems by improving transparency and accountability. Betchoo further explores research finding that governance and public sector management are intertwined and lead to the improvement of the public sector as a whole and better social and economic behavior. Brinkerhoff (2015) expands on management, by suggesting management in a public service in practice, aims to improve the efficiency and quality of service delivery as a whole. Management are expected to interpret public policy in order to deliver and achieve the best outcome and management can be scrutinized and questions on decisions and choices that leads into the work of strategies. Further Brinkerhoff expresses together strategy and management create a rounded tool used in public services to achieve a highly efficient service.
Cornish (2010) believes strategic management is made up with a variety of key factors such as process, purpose, future and value which combine to make the most effective strategic management within pubic sectors on a high managerial level. Cornish continues by prioritizing the point that strategy and strategic management are a connection between overreaching, legitimizing and analysis in order to reach the ever-changing goals and aims set by public services and to assess their strategies in order to achieve the overall goal of the organization. Favoreu et al (2016) argues that the concept of strategic management within the public sector was originally designed for the private sector and questions whether it is valid to apply this to the public sector, given its more demanding nature within the police service and the NHS, as well other public service organizations.  Favoreu believes to adequately understand the tools and concepts of strategic management and apply them to the public sector, they must first be depicted and applied to smaller departments in the public sector to best fit into the public sector as a whole. 
Arguing the contrary, McBain and Chartered (2010) believe strategic management has become that of a standard tool for the public sector over the past 20 years and believes governance has become an additional concept that has enriched the idea of public management. Mcbain and Chartered add that the appliance of strategic management is important to any organization, however in the public sector there is always an agenda the organization wishes to accomplish by applying strategic management. Mcbain and Chartered further analyze how this impacts services within the public sector such as the police force. They view strategic management and an approach that can use leaders in the police force, to move closer to the aim of the force. Furthermore, they believe although the police executive will have the vision for the police aim through guidance, the responsibility falls to managers to enhance operational efficiencies. Following on from this, Charrier (2014) describes the use of strategic management in the police force as successful police executives that wish to drive organizational change through the use of strategic management. Charrier believes that in today’s society, policing has become a complex structure that requires the use of dynamic leadership paradigms and strategic management that is adaptable to fast paced changing society. Acknowledging the combination of strategy, management and strategic management, Charrier views strategic managers as integrating strategic planning with the use of other management systems that combines the use of all three terms. Charrier's final point concludes that police executives must move forward with strategic management to be successful in today’s society with the growing pressure on the police force and the lack of funding in the last 10 years from austerity. 
Avis and Dent (2004) review the use strategic management in the NHS; Avis and Dent differ to Charrier by analyzing a different aspect of strategic management in the public sector by focusing on the NHS. Avis and Dent find that in order to have a significance or meaning, strategic management should be combined with Corporate Social Responsibility that ensures the NHS and other business and organizations have ethical standards and sense of social, economic and corporate responsibility to society. Avis and Dent mention the ‘Glasgow Effect’ and how strategic management has affected this and how strategic management in the NHS has allowed ‘The Glasgow effect’ to be discovered and tackled. Reid (2011) further expands on the Glasgow effect; the Glasgow effect entails researching the health issues and deprivation in Glasgow that leads to lower age expectancies in Glasgow. However, Reid evaluates what has been done to tackle this issue and identifies that through strategic management health and wellbeing which has been promoted in Glasgow and over the past 30 years, life expectancy and overall health has improved. Reid believes the next step to improve the current situation is by increasing the rate of improvement in lower socioeconomic area’s in order to match the more affluent parts of society.
 In comparison Bovaird et al (2014) refers to the work of strategic management in the prison service, and the primary objective the prison service aims to achieve stemming from the level of strategic management in the prison service.  Bovaird identifies the primary aim of the prison service, referring to the ‘strategic management plan’ from the prison service Bovaird explains the overall aim is to ensure a multi-agency approach to offender rehabilitation and magment. Bovaird further explores this by explaining the objective of this aim is to implement behavior programs and work on multi agency approach’s by working with other public service organizations to lower re-offending. Hoglund et al (2018) summarizes the key points and strategies from Bovaird et al (2014), Avis and Dent (2004) and Reid’s (2011) work, by concluding that it is clear and evident that strategic management within the public services has become prominent to the agenda and is used in every public service. Hoglund stresses the relevance to the use of strategic management in practice and the increasing incorporation of it in public services however identifies the key issue with strategic management by presenting finding that it is far from easy to incorporate strategic management into the public sector, as the theories used in strategic management are often related to that of the private sector and do not always fit into the delivery of public services.
Exploring the above-mentioned theories of strategic management Gupta (2013) analyses the theory referred to as PESTEL, a primary tool used in strategic management. PESTEL is an acronym for political, economic, socio-cultural, technological, environmental and legal all referring to the future of each term. Gupta defines PESTEL as a model which as a whole involves collecting and portraying information regarding external factors which in turn may or may not impact a business. As well a defining the model, Gupta also outlines the aim of the model, by explaining the main 3 aims are; to find out the current externa factors that may affect and organization, to identify the potential external factors that could change in the future, and finally to exploit the opportunities or threats at a better level than competitors. Overall Gupta believes PESTEL is primarily used in strategic management to investigate the macro environment aspect of an organization such as public organizations. Fisher (2014) applies the model known as PESTEL to a public service setting first starting with the Fire service. Recognizing the importance of strategic management Fisher adds that PESTEL is a useful tool for the Fire and Rescue Service (FRS) in terms of raises awareness on strategic issues which may have a short to medium term impact on the fire service. First acknowledging the political side of PESTEL, Fisher indicates that the political aspect will mean a distinctive change in policy direction, funding as priorities within the FRS. Secondly referring to the economic aspect of the model Fisher believes that the decrease in public funding to restore public finances will majorly effect the FRS. Thirdly researching the Socio – cultural aspect Fisher believes due to a prolonged depressing economic climate as well as an increase in unemployment could spiral and lead to an increased risk of incidents and domestic fires in attempt for alternative methods of heat.  Continuing to expand on each aspect of PESTEL used in the Fire and Rescue Service Islam and Pattak (2017) refer to fourth element of PESTEL; Technological. In the FRS technological advances in society will enable better access to delivery or information and improve communication the FRS and will provide the organization with more flexibility. The fifth element of the model refers environmental, this term within the FRS according to Islam and Pattak refers to responding to flooding and other environmental issues, despite the FRS not having a statutory duty to respond, the fire service will still liaise with other agencies to minimize risk and ensure a cohesive response to benefit society. According to Islam and Pattak as well as Fisher (2014) the equality bill eradicates the gender pay gap and will ensure a duty to public service employees to reduce socio-economic inequality within the service and will impact the ‘legal’ element of PESTEL which is the sixth and final aspect of the model. Both Islam and Pattak and Fisher come to a cohesive conclusion that insists that PESTEL is a imperative tool in the FRS in regards to strategic management and incorporates a sense of corporate social responsibility into strategic management. 
Furthermore, there are several strategic magment theories implemented in modern day public services, Bruijl (2018) focusses on Porter’s five forces, a model often referred to in conjunction with strategic management. As a framework Porter’s five forces is primarily based on the perception that opportunities and threats should be incorporates in an origination external setting. Bruijl further expands this by explaining Porter’s five forces primarily consists of, threat of new entrants, threat of substitutes, bargaining power of buyers, bargaining power of suppliers and degree of rivalry. Bruijl shows that the model as a whole can be seen to identify as well as analyze five key competitive forces that may shape an industry, fit is or this reason Bruijl believes Porters five forces is widely used in strategic management. Applying this to how Porters five forces is used in a public service setting Vining (2011) sets out his work by first addressing the importance of strategy in the public sector and not just the private sector, Vinning then moves on to the modifications that are needed to the model to apply them to the public sector. Both Vinning and Hansen and Ferlie (2012) express concern in terms of the use of the model in everyday pubic services such as the NHS. Vinning and Hansen and Ferlie believe the modified version fits more adequately into the public sector by including focus on public agency goals and integrates political and economic external forces. However, both Vinning and Hansen and Ferlie believe further discussion on modifications should be analyzed. Grundy (2006) however researches extensively on the use of Michael Porter’s five forces model and concludes the model is flawed and suggests re thinking when applying to the public sector. Grundy recognises the influence of Porters five forces within the public sector however has concerns for its success in the public sector. Grundy’s main concern lies with the models lack of incorporating micro economics, and lack of including the imagination and creativity of other theorists and the abstract model that Grundy argues isn’t attainable in the public sector.  
Arneson (2015) evaluates another theory known in strategic management as the Nudge theory and applies the nudge theory to everyday public services. Arneson finds quality research in Griffith et al’s (2014) article on the Nudge theory in the NHS and refers to the aspect of change. Both Ameson and Griffith identify the Nudge theory as a shift in policy that will broaden self-interest however find concern in how this will apply to the public sector compared to the private sector and overall find underlying issues with the theory such as its nature to work in a private organisation. 
To conclude, as Fisher (2014) suggests in his findings aspects of strategic management can be highly valuable to the public sector however most strategic management models are designed for the private sector and therefor have flaws and issues when plying to the public sector. Bruijl (2018) backs this up with suggestions that amendments and modifications should be made to strategic management theories and models to help them adapt to different settings such as the public sector. However, Avis and Dent (2004) and Reid’s (2011) argue strategic management models are already widely used in every public service and although modifications may be needed they can still be valuable to the service and used in an efficient and effective way. Agreeing with Avis and Dent (2004) and Reid’s (2011), Charrier (2014) believes strategic management theories have improvement strategy and management in the Police force and will continue to do so in a modern ever changing society.
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