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Preface

Since the 1980s, the public sectors of most Western countries have
undertaken major changes. Many developing countries have also insti-
tuted reforms. To have such widespread reform is uncommon; in
normal circumstances, reform may occur in one country or another
more-or-less sporadically. On looking back, what does seem clear is
that, from the mid-1970s, many governments had become dissatisfied
with their own public sectors, and in particular with the methods of
bureaucracy and a lack of managerial competence. The time-honoured
processes, procedures and theories of public administration seemed ill-
equipped to deal with rapid change, and with public administrators
often being regarded by political leaders as obstructive and unrespon-
sive. Reforms were instituted in many jurisdictions. And, once change
began, it became apparent that many of the old ways were not uni-
versal, were not needed and could be supplanted by other forms of
management. It is argued here that this period of change represents a
paradigm shift from the traditional model of public administration,
dominant for most of the twentieth century, to public management.

This fourth edition is a major rewrite of earlier editions. The first
edition in 1994 was somewhat speculative in arguing that there was
now a new approach to organizing government, and that the old model
of bureaucracy was being replaced. By 2012 and the fourth edition,
many of the changes have not only taken effect, but the corporate
memory that there ever was an earlier theory has largely gone from
actual practice. There may be some historical interest in the traditional
model of public administration but its direct relevance has faded away.
There are many opinions as to what constitutes public management,
and various views are discussed in what follows. The fundamental
point of difference between the two models, as discussed in Chapter 1,
is that administration means following instructions, and management
means control or taking in hand. A public manager is required to
achieve results and is, moreover, personally responsible for doing so.
From this change, much else follows. If the manager is to achieve
results, the ways and means of doing so will draw on other disciplines
to assist in the primary task.

The change to public management does not mean the automatic
embrace of the reform movement known as ‘new public management’,
often abbreviated to NPM. There were many reforms, and a range of
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approaches in different countries, so it was rather simplistic to classify
them all as NPM. NPM has either been superseded or perhaps it never
existed other than in the eyes of critics. ‘Public management’ is the term
in general use now, being descriptive of what practitioners actually do.

The content and order of chapters has changed from the Third
Edition. The first part (Chapters 1 and 2) are essentially introductory.
Chapter 1 is still titled ‘An Era of Change’, as the era of public sector
change that began in the 1980s shows no real sign of diminishing.
Chapter 2 introduces the scope and scale of government, as anyone
interested in public management needs to have some idea of the argu-
ments about and theories of its roles in society and the economy.

The second part (Chapters 3-6) discusses different approaches to the
study of the public sector, with chapters on public administration,
public management, public policy, and governance. Chapter 3 is about
the traditional model of public administration, argued here to be obso-
lete despite its long and distinguished history. Chapter 4 sets out the
main changes involved in the adoption of public management and dis-
cusses why NPM is not a useful construct. Chapter 5 discusses public
policy, and Chapter 6 is a new chapter on governance, an area of study
seen by some as taking over from other kinds of management.

The third part (Chapters 7-9) looks at different ways of interacting
with actors outside the agency, including stakeholders, business inter-
ests and the issues of accountability endemic in the public sector. An
external focus is one of the key differences in a public management
model compared to a public administration model. Public managers
now have to interact with outsiders much more than before. It is
normal to have to work with interest groups, to engage contractors
and to work with business. The chapter in earlier editions on public
enterprises has been subsumed into a new chapter, which now also
looks at contracting and regulation.

The fourth part (Chapters 10-13) examines internal matters within
agencies in the context of public sector change, discussing explicitly
how these were run and organized in the traditional model and in
public management. Major change has certainly occurred in all of
these: financial systems have been transformed and personnel arrange-
ments widely adopted that emulate practice in the private sector, rather
than assuming that the old administrative ways were best. In all these
cases, it is remarkable how far public management has now moved
away from public administration. For example, the discussion of lead-
ership (Chapter 11) is quite antithetical to a Weberian bureaucracy, as,
in that theory, any kind of personality was strictly to be removed from
any consideration. Chapter 14 looks at public management, with the
key issue being whether developing countries need to be path-depen-
dent by first following the traditional model of bureaucracy before
adopting public management.



Preface 3

Finally, Chapter 15 considers the issue common across the whole
work: whether public administration and public management can be
considered paradigms, and in addition looks at some of the criticisms
of managerial reform as a whole. Criticisms have been made by other
writers regarding whether there is a new paradigm (or even an old
one), whether there is a global movement of public sector reform, and
even whether anything has in fact changed at all. The argument in this
book is that there has been a major change and it deserves the appella-
tion of a paradigm. Anyone working in public services can see that
something has happened. Public management is different from tradi-
tional public administration and, regardless of critiques, it is here and
here to stay. However, change does not occur without cost. There are
perennial issues of accountability; and perhaps some managerial
changes will result in little, if any, benefit. There is, however, no reason
to assume that public management will be dropped and the traditional
model re-adopted; indeed, more recent developments in the field, such
as leadership, collaboration, co-production, even governance, are all
even further away from the traditional model of public administration.

There are a number of people to thank. First, I wish to thank my
publisher, Steven Kennedy, of Palgrave Macmillan — the publisher since
the first edition back in 1994. I also wish to thank others who have
helped me with this book and its predecessors. In the fields of public
management and public administration these include, in no particular
order, Peter deLeon and Linda deLeon, Delmer Dunn, Colin Campbell,
Christoph Reichard, Neil Carter, Gordon Clark, Ferrell Heady,
Stephen Osborne, Erik-Hans Klijn, Ignacio Criado, Dong Keyong,
Zhang Chengfu, Li Bing, and Jean Hartley. At Monash, I must point to
colleagues including Deirdre O’Neill, Linda McGuire, Rob Brooks,
David Watson and Julian Teicher, and former Deans, Gill Palmer and
Stephen King; and at the Australia and New Zealand School of
Government, colleagues John Alford and Allan Fels. I must also
mention Colin Reaney and Karee Dahl, whose house in France I stayed
in while writing the first edition. Most of all I wish to thank Cathy
Woodward and our three daughters Caitlin, Sophie and Lucy, now
aged fifteen, twelve and nine.

OweN E. HUGHES
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